Sustainability Change Initiative
In February 2021, the UK Government’s Chancellor of the Exchequer Rishi Sunak MP announced a £22bn investment in a new infrastructure bank. The infrastructure bank will be tasked with channelling billions of pounds into large UK infrastructure projects across the UK which will help kickstart the economy following the coronavirus pandemic and tackle climate change (Thicknesse, 2021).
However, although the investment will be welcomed news to the construction industry, it also brings significant challenges. To successfully deliver these large-scale projects the industry must overcome a widening skills gap and begin to develop the talent capable of delivering the infrastructure to support the net-zero by 2050 challenge. A report by UK recruitment website CV Library stated that in Q3 of 2020, construction vacancies grew by a massive 213.4% but the sector had a quarter-on-quarter 53.9% decline in applications per vacancy. (Ashworth, 2020).
Griffiths, a Civil Engineering Main Contractor, has recently faced recruitment challenges with suitably skilled and qualified people at project-level hard to come by. The organisation also has an ageing workforce with 29% of employees in the 55 – 65+ age bracket and only 9% between 16 – 24 years old.
To address this, Griffiths has started to increase the number of apprentices it recruits. However, currently, the number of apprentices recruited are not meeting client expectations. The Transport Infrastructure Skills Strategy suggests Contractors should be targeting the recruitment of 1 apprenticeship per £3 to 5 million of contract value (DfT, 2018). This would require Griffiths to employ 50 – 83 apprentices based on 2020 turnover. This is considerably less than the 26 apprentices currently employed and compounded by no existing training programme which leads to significant drop-out rates due to a lack of project-level support and lack of site-based mentors across the business.
Therefore, the Sustainability Change Initiative proposed is the development of a new Apprentice Development Programme that will result in:
· at least one new entrant recruited for every £5m turnover
· development of a network of Apprentice Mentors
· embedding an apprentice friendly culture
· improvements to our identification and recruitment process to attract and build more diversity into our workforce.
This change initiative will benefit Griffiths by putting a formal apprentice training programme in place that will exceed client social value expectations, keep Griffiths ahead of competitors and clearly demonstrate a commitment to supporting the UN Sustainable Development Goals (SDGs). The Social Value Portal maps the objectives of the proposed apprentice sustainability change initiative to SDGs 1. No Poverty, 4. Quality Education, 5. Gender Equality, 8. Decent Work and Economic Growth, 10. Reduced Inequalities. 
The Apprentice Development Programme initiative will be known as Apprentice+, signifying the initiative is about more than just apprentice recruitment.
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Figure 1: The proposed apprentice training programme change initiative will contribute to SDGs 1, 4, 5, 8 and 10 (Social Value Portal, 2021).
Assessment of Existing Change Management Models
To successfully implement and embed the processes, procedures and culture required to make the Apprentice+ a success, a flexible, adaptable and scalable change management model needs to be developed. This model will provide the framework to help consistently implement, track and monitor the changes required across internal departments, individual employees and external stakeholders. By developing a bespoke change management model for implementing changes, Griffiths will be able to collect relevant information to measure business improvements.
To create a bespoke change management model to successfully implement Apprentice+, a number of existing tried and tested models, identified during Week 6, Activity 2 (Higgins, 2021), need to be reviewed:
Lewin’s change management model – Lewin’s simplistic, three-step model involves “unfreezing” current practices, implement necessary changes, then “refreeze” to lock in the changes made and embed them in the company’s mindset.
McKinsey’s 7-S model – focuses on seven key, interlinked areas which must be considered with every change: strategy, structure, systems, shared values, style, staff, and skills. This is another good model for identifying every part of the business that a change may impact. It is focused on employees and how to get them to embrace the change and new processes.
Kotter’s theory – is a human-centric approach based on eight steps to inspire action by creating a sense of urgency and clearly explaining the need for change. It focuses on the people impacted by the change rather than the change itself and uses short-term goals to maintain focus and enthusiasm for the change.
ADKAR model – a bottom-up model consisting of five steps that are focused on the individuals behind the change. By achieving each of the goals: Awareness, Desire, Knowledge, Ability, and Reinforcement, the model can effectively plan for change at both individual and organisational level.
Kubler-Ross’ change curve – developed from Kubler-Ross’s five stages of grief and details how to guide individuals through times of upheaval. By identifying what stage of grief an individual is currently in, a tailored response can be developed to guide them through the change process.
A Hybrid Apprentice+ Change Management Model
The Apprentice+ change initiative will require changes to organisational process, impact numerous departments and, critically, require the buy-in and adoption of projects and site-based employees.
In particular, significant cultural change will be required and training given to potential Apprentice+ Mentors. This could be where most resistance needs to be overcome because of fear of the unknown/surprise (mentor may be new to coaching), loss of job security (fear of coaching someone who will eventually take their job) and mistrust (of the reasons behind increased apprentice recruitment) are known reasons of employees resisting change (Quast, 2012).
Therefore, a hybrid change model, which will bring together the top-down, strategic approach of Kotter’s theory (MSG, 2020) and combine the bottom-up, people-focus of the ADKAR model (Caredda, 2020).
The proposed hybrid Apprentice+ Change Management Model will consist of a seven-step Kotter model with a concurrent ADKAR model focussing on employees who are impacted most and therefore resist the changes.
An adapted version of Kotter’s theory will start at the senior level and aim to communicate and cascade the vision for change from the top-down. This will include gaining senior management buy-in and working with the various departments to implement the changes required. This part of the model will be the Technical Side and include all changes to processes and procedures.
At the same time and as part of Step 4 of the Kotter model, an ADKAR model will be incorporated to instigate change from the bottom up. The ADKAR part of this hybrid model will focus on site-based staff where employees will need to embrace the changes with some recruited to become Apprentice+ Mentors. This additional change model will be the People Side and focus on creating a culture and environment across the businesses which are supportive and nurturing of apprentices.
[image: ]Figure 2: Technical and People sides of change (Prosci, 2021)

It has also been recognised that neither Kotter’s theory nor the ADKAR model provides sufficient opportunities for employee feedback. Therefore, feedback opportunities and choices will be provided at each step to make employees feel part of the change – in a similar fashion to the Nudge Theory (Tahir, 2020). This will ensure employees are not alienated and feel like they are simply being told what to do – a known critical acceptance factor (McIntyre, 2021).
Components of the Apprentice+ Hybrid Change Management Model will include:
1. Create a sense of urgency
The first stage of the Apprentice+ change management model is the need to create a sense of urgency for the change and help employees across the business understand the need and reasons for change. It will include:
· Clearly defining the change
· Current state and reasons for the change
· Desired state and vision
· Risks and opportunities
· Identifying ways to spread the message and get employees talking about Apprentice+
· Begin to gain support from external stakeholders 
2. Build a core coalition
This stage is about pulling together the team that will implement the changes and include:
· Appointment of a project sponsor
· Identification and formation of internal teams involving people from all areas of the business
· Identification of key external stakeholders and request their support
3. [bookmark: _Hlk70324987]Form a strategic vision
This stage will not be included as a standalone in the change model. This is because the vision and desired state will be clearly defined in Stage 1.
4. Get everyone on board
During this stage, the change initiative will be shared with the wider organisation to convince everyone the changes are necessary and the reasons why.
This will be the first stage where feedback will be incorporated into the model. Following all employee engagements regarding Apprentice+, surveys will be undertaken to gain feedback. Survey results will then be reviewed by the project team.
A vital part of this stage will be the commencement of the additional ADKAR model. Those employees who show the highest levels of engagement could be recruited as Apprentice+ Mentors and receive specific training. See accompanying ADKAR model details below.
5. Remove barriers and reduce friction
This stage presents an opportunity to review all feedback from across the business and identify barriers or resistance. This could be technical barriers in new processes or procedures or resistance from individual employees.
Continuous feedback should be requested from the new team of Apprentice+ Mentors throughout all stages of the ADKAR Model with issues identified addressed to support their ongoing development.
Checks should also be made with individual departments impacted by the changes.
There could also be an opportunity to engage with clients and request feedback on tender submissions which have included new apprentice recruitment targets and commitments.
6. Generate short-term wins
As new apprentices begin to be employed as part of Apprentice+, this stage can be used to identify short-term wins associated with the changes made. This could include targeting the achievement of gender balance in the workforce like some competitors (Morby, 2021), reducing the age of the workforce, increasing internal capabilities, project and individual industry awards. 
Feedback loops should be created with all interconnected departments, recognition should be given to projects (which will create healthy competition) and individual mentors (which will generate interest amongst other employees in becoming mentors).
This is an integral stage in promoting early wins, giving a sense of accomplishment and clearly demonstrating the changes are delivering business and individual benefits.
7. Sustain acceleration
To sustain the momentum generated by the changes implemented, in this stage ways to accelerate and extend Apprentice+ should be identified. Internal Communications should regularly feature Apprentice+, recognise high performing individuals and make the changes a habit rather than just something new that will eventually fade.
At this stage, feedback should be sought from the new apprentices themselves, new mentors and external stakeholders. By taking stock and reacting to successes and failures, Apprentice+ will be continually improved and acceleration of the initiative sustained.
8. Set your changes in stone
During this final stage, the changes implemented will need to be set in stone. This includes the technical changes to processes/procedures and the human/cultural element delivered through the ADKAR model.
The change initiative should be set in stone through external verification and accreditation.
Incorporating the ADKAR model
An integral part of both Step 4 and 5 of the overarching Kotter model will be the incorporation of the bottom-up ADKAR model. This part of the change model is focused on changing the culture at site level by helping employees achieve each of the five goals. The primary outcome is a team of engaged and high performing mentors who will be responsible for the day-to-day development of apprentices.
1. Awareness
Due to the impact and potential increased resistance to Apprentice+ at site level, additional communication and engagement will be undertaken to explain the necessity for Apprentice plus and the risks of failing to make the changes. This awareness should aim to put employees minds at rest enthuse experienced employees of the benefits of coaching and passing on their skills to younger employees. A key part of this step will be opening up discussions on how best site-based employees see the mentoring programme working.
2. Desire
The benefits of Apprentice+ need to be communicated in a way that highlights the benefits to the business, but most importantly to existing employees. If the employee feels like he/she will benefit, there will be an increased desire to change. This could be achieved through increased job satisfaction, financial incentives or a combination. The aim here is to identify and recruit mentors for Apprentice+. Not only will these mentors support the development of apprentices, but also act as site-based ambassadors for the Apprentice+ programme.
3. Knowledge
During this stage, specific mentoring training will be provided to the employees most engaged and enthused by the Apprentice+ programme. This will give them the tools and knowledge to ensure all apprentices maximise their potential.
Training will also be provided to site-based community engagement teams. This will increase their knowledge of Apprentice+ and how they can link it to their existing school enaggement work and create a pipeline of potential future employees. 


4. Ability
This stage will build on the training and development of Apprentice+ Mentors. It will ensure all mentors are successful using the skills they have been taught and that each apprentice is benefiting from their mentor.
5. Reinforcement
This stage is all about sharing success and promoting business, project and individual employee benefits of the Apprentice+ programme.
This could be communicating tender successes which have been won on social value commitments rather than price; individual apprentice awards, individual mentor awards; project successes – such as community benefits/social value linked to apprentice recruitment.
Both internal and external awards to celebrate success should be either created or identified.
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APPRENTICE+ CHANGE MANAGEMENT PLAN
	PROJECT NAME
	Apprentice+

	PROJECT MANAGER
	Steve Saunders, Sustainability Manager



	1.	Create a sense of urgency
	The construction industry is facing a widening skills gap. This means it is becoming increasingly difficult to recruit the number of skilled and qualified people needed to deliver our projects. This has the potential to stretch resources and could result in more accidents on site, reduced quality, higher costs, longer programmes, loss of clients and, ultimately, making Griffiths less competitive.

Griffiths currently employs 26 apprentices across the business. However, this is significantly less than the numbers recommended by the Department for Transport’s Skills Strategy and the Construction Industry Training Board. Griffiths would need to employ 50 – 83 apprentices based on 2020 turnover. Griffiths also has an ageing workforce with almost a third of its workforce reaching retirement age in the next 10 years. 

Apprentice+ aims to establish an industry-leading apprentice development programme that will help Griffiths attract, recruit, and train the best young talent. We also want to develop our experienced staff members into first-class coaches who will pass on their skills and experience to the next generation.

The risks of not acting are clear. We risk missing out on the best young employees, becoming less innovative, productive and efficient, and falling behind our competitors.

With our direct employment model, Griffiths has an opportunity to become an apprentice industry leader with a conveyor belt of skilled and qualified staff who understand, respect, and display our core values.

ACTIONS:
“Apprentice+” to become the recognised name of our apprentice development programme. This starts with communicating our existing apprentice successes via internal communications, featuring apprentices on the intranet, promoting those projects who are already hosting apprentices and praising existing mentors. Griffiths should sign up to The 5% Club and make a clear commitment to employing 5% of its workforce on formal apprenticeships.
Engage with CITB and local colleges and join regional apprentice working groups – such as the South West Apprentice Ambassador Network.











	9. Build a core coalition
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	10. Get everyone on board
	TOP-DOWN KOTTER ACTIONS:
· Apprentice+ Launch Day to be held across the business. Apprentice+ will be introduced to all employees via a video message from Pre-Construction Director and Project Sponsor Simon Dunn. The Launch event will clearly define the change, our vision, our current state and reasons for the change.
· Company-wide news article to be posted on the intranet
· Feature article in the company magazine
· Marketing/Work Winning Team to undertake training on Apprentiec+ and our organisational commitment to recruit one apprentice for every £3m should be included in all future bids.
· Conduct Staff Surveys following launch day and assess feedback.
	
	BOTTOM-UP ADKAR ACTIONS – AWARENESS STAGE
· Following the launch day, People Team to undertake site visits to all projects to host specific Apprentice+ Awareness Toolbox Talks. These talks should reinforce the message that Apprentice+ will benefit experienced employees and offer them development and training opportunities. Explain benefits of becoming a mentor – financial benefits and personal benefits.
· The main outcome here is to communicate Apprentice+ is about building a stronger, more diverse, resilient workforce that will help them to do their own jobs more effectively.
· Commitment to no redundancies
· Mentor recruitment posters to go on all project noticeboards and email campaign
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	BOTTOM-UP ADKAR ACTIONS – DESIRE STAGE
· Following Apprentice+ Launch Campaigns/Events assess applications to become mentors
· Commence mentor training programme
· Utilise Internal Comms to share the good news about high numbers of mentors being recruited
· Ensure mentors are given sufficient time to undertake training and are free from site pressures
· Begin to produce and share case studies highlighting existing apprentices and newly appointed mentors and success stories – give the perspective from the apprentice and the mentor 
· Request feedback from Mentors on the training programme and how skills are being applied onsite
· Request feedback from apprentices – are mentors supporting them sufficiently 
· Consider role out of business-wide Apprentice/Mentor of the Month Award with winners highlighted across the business and rewarded.


	

	12. Remove barriers and reduce friction
	TOP-DOWN KOTTER ACTIONS:
· Collate all feedback following Apprentice+ Launch Campaigns/Events
· Identify barriers and resistance
· Resistance from HR due to recruitment issues?
· Resistance from Training due to increased workload
· Resistance from Sites due to lack of mentors/time pressures/other
· Resistance from Mentors due to lack of training and support
· Assess trends – are there reoccurring themes?
· Where does resistance lie – Technical Side or People Side
· If resistance is on People Side – reassess where employees are on ADKAR model
· If resistance lies on Technical side – explore requirement for additional communication and training
· Check progress in HR – are there any barriers to recruitment
· Check progress in Marketing – are apprentice commitments being made?
· What is the feedback from clients?
· Are site teams measuring and reporting KPIs?

	
	BOTTOM-UP ADKAR ACTIONS – KNOWLEDGE STAGE
· Mentoring training commences – this should focus on helping mentors to support their apprentice
· Match apprentices to mentors – consider “speed dating” event allowing mentors and apprentices to have a say in decisions and to make informed matches.
· Begin to extend communications beyond mentors and begin to engage with Community Engagement Team. Two-way discussions should be held to understand how best to link Apprentice+ with existing school engagement initiatives. 
The objective at this stage is to establish a core group of trained and qualified Apprentice+ Mentors who will also act as project ambassadors.
Simultaneously, Community Engagement Team will begin to create a pipeline of future apprentices through their school engagement work. This will reduce pressures and workload for HR Department.
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	BOTTOM-UP ADKAR ACTIONS – ABILITY STAGE
· Underatke Apprentice+ specific Personal Development Reviews with mentors to assess performance.
· Seek feedback from apprentices to inform future/additional mentor training.
· Regular meetings and training to be scheduled for mentors
· Seek to establish an Apprentice+ Mentor Employee Network
· Assign Responsibilities to Senior Mentors
· Begin to build a structure to the Mentor Network
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	BOTTOM-UP ADKAR ACTIONS – REINFORCEMENT STAGE
· Identify opportunities to celebrate success:
· ICE Apprentice of the Year Awards
· CECA Most Promising Trainee of the Year
· Regional Awards
Shortlisted and other high-performing apprentices – along with the mentor – should attend award ceremonies along with Griffiths senior leadership team.
· Produce case studies for tender submissions to provide evidence for future bids
· Communicate success stories internally via intranet and company newsletter
· Build on the existing internal Future Generations Award which recognises Apprentice achievements to include a category for mentors.


	
	
	
	

	15. Generate short-term wins
	TOP-DOWN KOTTER ACTIONS:
· Griffiths should become signatories to The 5% Club which makes a commitment to employ 5% of the workforce on formal apprentice training programmes. This would provide a good measure of progress and a key short-term goal.
· Additional short-term wins could include:
· Diversity Benchmark – are we able to build a more diverse workforce? Competitors are setting targets to achieve a gender balance by 2033.
· Reducing the current age demographic – increasing the percentage of employees in the 16 – 24-year-old bracket as part of our succession planning
· Reducing costs associated with labour only employees, subcontractors and training costs for non-Griffiths employees.
· Maximising return on the construction training levy – compare amount paid and amount recouped. 
· Tender win ratio
· Percentage score increase on Social Value/Community Benefit tender questions


	
	
	
	

	16. Sustain acceleration
	TOP-DOWN KOTTER ACTIONS:
· Apprentice+ Technical and People Team meetings should be held every 6 months to assess performance, current state and sustain acceleration.
· Communicate and promote highest performing apprentices, mentors and projects via internal comms channels.
· Recognise and reward projects and individuals who are embracing the changes
· Consider recruiting Apprentice+ Ambassadors as apprentices complete their training – these young employees can then support Community Engagement Teams with School visits and help to attract the next generation of construction apprentices.
· As apprentices complete their training feedback meetings should be hosted by the Training Manager with the apprentice, the mentor and the college or training provider. This will help to continually improve and sustain the accelerated roll-out of Apprentice+.


	

	17. Set your changes in stone
	TOP-DOWN KOTTER ACTIONS:
· Apprentice+ changes should be set in stone by updating our Social Value Policy, Targeted Recruitment and Training Plan and Skills Gap Matrix.
· By this point, an Apprentice+ Mentor Employee Network should have been established with a structure and Senior Mentor.
· As the change process comes to an end, the Project/Change Plan Sponsor should be installed as the Apprentice+ Sponsor (or identify and appoint a new senior leader)
· Marketing and Work Winning Dept. to have formal procedures on Apprentice+ targets and commitments to include in all tenders with a Model Answer Library established with case studies and success stories
· Short-term wins should be reassessed and become performance KPIs to continually drive performance and embed processes.




image4.png
Presentation] - PowerPoint Steven Saunders

File Home Insert  Draw  Design  Transtions  Animations  Slide Show  Review  View  Help  Foxit Reader PDF & Share & Comments
= = Layout (] O Find =
i b0 @ B B ¢ &
- £ Reset s A Replace .
b New  Reze =] Shapes  Arange % Rep D mg
- Slide ¥ * G section~ I Select~ - ¢
Calls amons % .

Activity H iStO ry 1

©) Q& Speed dial
Chat .
Name Type Duration Date Technical Team People Team
[¢] Contacts e _ _
000 Wendy Shatford L.u(.:yThnmas Ged IVIII a;‘n S\:Eve.S.zunders llz.Holloman Rlxihard'l.'ldmarsh
(UJ HR Manager Training Manager ocial Value Manager Sustainability Manager Communications Manager Operations Director - Infra
TEE @ HI sto . Q}z . 1A Tim James Richard Bruten Gail Jones Jasmine Iszard Mandy Evans Shaun Thompson
I’y AD. DaVleS, A|an Incomlng 14m 47s 2:41 s Client Relations Director Major Projects Director School Engagement Coordinator Health & Wellbeing Manager  Public Liaison Officer  Operations Director - Rail
= " ; N 205 - M TS
Voicemail v
e EB  Bland, Elizabeth & Incoming 1h 25m 10:57 .o
o
2 External Stakeholders
‘ EB  Bland, Elizabeth & outgoing 5m 45s 23/04 13:08
[ Construction Industry  Construction Youth Trust Colleg Gwent
Calls Training Board
Make a call ' - R O S
a EB  Bland, Elizabeth ® Missed call 23/0411:15 ... Ambsssador Network
° Institution of Civil Engineers Civil Engineering Business in the Community
Files Type a hame Contractors Association
AD Davies, Adam & outgoing 29m 44s 22/04 15:39
. Suggested °
. v . Sidetof1 [ CAccessibiity Investigate Znotes  [@oisplysettings | [ 22 = - 1 +
. 4 15
Bland, Elizabeth o DS Schaffer, Danielle (t8; Incoming 19m 13s 22/04 15:19 5 e e 0semeh
) BUSINESS MANAGt
CL Lane, Chris & outgoing 56m 53s 22/0408:36 -
AD Davies, Adam Q} (o ©
) BiD MANAGER v
AD Davies, Adam Q) Incoming 10m 53s 21/04 15:07

DS Schaffer, Daniell Q
Business Developm AD Davies, Adam %7‘ Outgoing 21/04 14:40

Lane, Chris )
EB CLO Partnership Leader S o g} Evans, Mandy %z Incoming 32m1s 21/0411:13

Apps . P )
EB  Bland, Elizabeth & outgoing 7m 58s 21/04 10:21

%7‘

Evans, Mandy Outgoing





image1.png
» Social Value

ABOUT NATIONAL TOM

D T m s B Nma e S E g, B

10:03
25/04/2021





image2.png
a Calls

Activity

@ Q Speed dial

Chat

(2] Contacts

000

()]

Teams @ HiStOFy

Voicemail

Calendar

Make a call
Files Type a name
Suggested
EB Bland, Elizabeth
Y BUSINESS MANAGE
AD Davies, Adam Q}
) BiD MANAGER
DS Schaffer, Daniell Q
Business Developm
cL Lane, Chris
% @ Partnership Leader
Apps
Help

= 2 0O o

Q_ Search

History

Name

EB  Bland, Elizabeth
[ ]

EB  Bland, Elizabeth
[ ]

AD Davies, Adam
(-]

DS Schaffer, Danielle

CL Lane, Chris
(-]

AD Davies, Adam
(-]

AD Davies, Adam
(-]

%\ Evans, Mandy
0

EB  Bland, Elizabeth
[ ]

%\‘ Evans, Mandy
0
%\ Evans, Mandy

(-]
) .
Jones, Gail

Type

G
®
G
%z
G
%z
G
%z
G
G
%z

Q}Z

Outgoing

Missed call

Outgoing

Incoming

Outgoing

Incoming

Outgoing

Incoming

Outgoing

Outgoing

Incoming

Incoming

Duration

5m 45s

29m 44s

19m 13s

56m 53s

10m 53s

32m1s

7m 58s

3s

23m 10s

22m 57s

23/04

23/04

22/04

22/04

22/04

20/04

20/04

Date

13:08

11:15

15:39

15:19

08:36

15:07

14:40

11:13

10:21

10:19

13:40

12:58

&

09:33
26/04/2021

@ Models: Kotters Eight Steps Pro

Block: X | [ Kotter 8 step Model of Change X | @ john-kotter-on-transformations

C (Y @ proscicom/methodology-

w - Buls News s UWTSD Moodle 20.

approach that leads to suc

sful project outcomes.

Technical Side ide is executed by the project management discipline

Organizational change requires individuals to move from the

Reason
fOl' ‘ Current current state to tl

e future state—which requires managing both

the technical side and people side of the change

People Side Peaple side is executed by the change management discipline

The main components of the Prosci Methodology

The Prosci Methodology is one of the most widely used approaches to change management in the world, and it
continues to evolve. In response to practitioner feedback and changing customer needs, and to prepare for future

change trends, we refreshed the methodology in 2021. The updated Prosci Methodology is more actionable and

P Type here to search

* @

» | [ Resding st

AW

0533
w5





image3.png
[GRIFFITHS

civil engineering and construction




