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[bookmark: _Toc122048999]Introduction

This portfolio of work is a critical discussion of automation and the changing world of work.  The report will examine and explain the meaning of automation and the effects on organisations in terms of jobs and careers. The report will look at how the onset of the COVID-19 virus which affected companies globally, may or may not have sped up the implementation of automation in some cases.  The report will look at the advantages and disadvantages of automation as well as how the differing demographics of works may be affected.  It is entirely possible that the increasing use of automation may have a bearing on the direction of academic subjects studied in schools and universities and this report will look at evidence which supports this or shows an opposing view.
The use of automation involves changes to the way in which organisations manage their processes.  This means implementing changes which have an effect on ways of working.  Therefore the change management process is closely intertwined with automation and the report will discuss how change management can best be managed using change management models and theories.
Finally, the report will conclude with findings and recommendations.
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[bookmark: _Toc122049000]1. Critically discuss how the world of work is changing
[bookmark: _Toc122049001]What is the Changing World of Work

There is no question the world of work is evolving and changing and this is necessary in order to ensure organisations are run with maximum efficiency.  However, what does it really mean and are these changes always a good thing?

The world of work has always changed subtly as new technologies are introduced and business needs change over time.    Essentially, the changing world of work refers to changing priorities of the workforce, different modes of work, changes in the nature of work, work relations and leadership (Cranfield, 2022).  There are new ways of working, new modes of working, digital transformation, new technologies and increasing use of automation. 
 
Use of terms such as the “new world of work” is not new and in fact, Future of Work, How Businesses can Thrive in The New World of Work (Thompson, 2011) which was released at the time of the global financial crisis, discussed a “revolution in how we work” and how the twenty-first century world of work was still operating within a model created for the nineteenth and twentieth century’s.   Since the onset of COVID-19, many organisations were forced to embrace different modes of work much faster than intended.  It was necessary to bring forward plans which may previously have been discussed and were likely to have been pencilled in as future developments.  This was due to the pandemic highlighting elements of the workplace which could change to benefit the business and employees during a time of crisis.  As an example, the capability of an organisation to function successfully without the need for employees to attend a fixed location to work.  It also showed the lack of real work-life balance within the workplace, and the increased threat of mental health related illnesses.  All these factors have contributed to an acceleration of these workplace changes (Lund et al., 2022).  
[bookmark: _Toc122049002]Drivers of Change

Drivers of change usually come about as a result of changes in the operating environment and the need to ensure an organisation continues to experience growth and sustainability.  Changes in economic markets, government legislation and competition, for example, can be triggers which will mean a company must review its strategy.  Some of the main drivers of change are globalization, diversity, culture and technology.
[bookmark: _Toc122049003]Globalization
One of the key drivers of changes in the world of work is through globalization.  Globalization is when companies begin to operate across a greater range of countries around the world and start to build reputation in global markets.  National Geographic describes globalization as connectedness and interdependence of cultures and economies (2022).   There are clear benefits of globalisation for developing countries.  However, this also brings increased risk of market volatility and environmental issues. (Hartungi, 2006)
[bookmark: _Toc122049004]Diversity and Culture
If an organisation wishes to operate in the global market, it must research the potential markets and embrace another significant change to the world of work which is cultural awareness and diversity.  This is important within any organisation which intends to trade globally.  It is imperative that business organisations are able to operate within the boundaries of other cultures when working in another country and continue to be mindful even when working from within their own regions. Culture is described as beliefs and behaviours within a company which guide how employees act (Tarver, 2022).  Also added to this is the need to ensure a business holds diverse views and that their actions reflect this.  Forbes cites opportunity, personal growth and greater innovation as some of the benefits of having a diverse workforce (Stahl, 2022)

[bookmark: _Toc122049005]Technology and Digital Transformation
Advancements in technology are another key driver for changes in organisations.  Many companies are looking to increase their digital footprint.  Some are already in the midst of a digital transformation. 

Digital transformation is also tied to sustainability, which is an important factor in organisational efficiency.  It is thought that an organisation which enhances its digital offerings and solutions can improve its competitive edge and become more sustainable (Shrestha & Kumar, 2022).  A transformation such as this involves modifying internal processes or creating new ways of working using digital capabilities.  The intention behind this is to grow and become operationally efficient as well as staying abreast of the competition.  Technology continues to advance at a fast pace and there are already many components to digital transformation including, machine learning, robotics, big data, Artificial Intelligence (AI), Analytics, cloud based operations and automation (Salesforce.com, 2022).  Some examples of companies who have successfully transformed digitally include IKEA who use virtual experiences to allow customers to visualise their kitchen and bedrooms. Nike Sports Company offers customisation of footwear through an app as well as helping customers choose the type of footwear most suited to their requirements. (Knoll, 2021)
[bookmark: _Toc122049006]Automation

Another element of digital transformation is automation.  Automation is the use of technology driven processes to carry out some production, manufacturing and mathematical services.  This is increasingly being used to take over processes and even replace some roles which are perhaps manual and repetitive.  Automation isn’t solely confined to use by businesses, Automation can also be found in the home.  There are a number of home automation platforms available and of these, according to Techradar (Turner, 2021), Amazon’s Echo system comes out on top.  This however is disputed by CNET (Priest, 2020) who believe these types of home automation haven’t quite reached the mark in terms of true automation.

According to Investopedia (2021), these are just some of the industries in which automation is currently being employed to carry out tasks:
· manufacturing, 
· transport, 
· utilities, 
· defense, 
· facilities, operations

It is believed that automation can improve the efficiency of some processes and create career opportunities.  However, some believe the opposite to be true and that automation will prove to be the death of employment opportunities, particularly for those in the mature age demographic.  So, what are the gains and potential losses for an automated world of world?
[bookmark: _Toc122049007]The Advantages of Automation

There are some obvious advantages of automation which include increased efficiency and production, cost savings as a result of less wastage, and as more tasks can be taken on by less people, cost savings in manpower.  There are positive implications with regards to safety as an automated system is less likely to “forget” any steps in a process which might compromise the safety of the workforce.  For this same reason, a business can experience improved quality and consistency of the products which they produce.  

[bookmark: _Toc122049008]The Disadvantages of Automation

The main disadvantage of automation would be the potential job losses, for some workers. According to the Office for National Statistics’ study (2019), many female workers in the 20-24 age demographic, who are unskilled and work in low paid jobs, would be adversely affected by automation. There are political implications which could see economic upheaval due to the loss of jobs as well as industrial action by workers protesting the loss of jobs, which could cause disruption and further exacerbate the issue and destabilise the economy.  Another potential implication for the government would be the increase in unemployment figures and as a result, the amount spent on welfare benefits.  The loss of human interaction (dependent on the industry) is also something to consider.  The cost of automation could run into many millions and also add extra costs with regards to any malfunctioning of equipment.  An article written in Industry Week (2018) based on a survey which cited Elon Musk and Tesla, stated automation may well have backfired on them as it had resulted in issues with production due to the lack of “human” workers (Crummenerl et al., 2018).

When looking at automation, there are many factors to consider when deciding whether it is a force for good or not.  It isn’t as simple as computers taking over and job losses as a result; there are definitely benefits to be garnered.
[bookmark: _Toc122049009]Re-skilling

Re-skilling is learning and developing new skills to enable an individual to take on new responsibilities as an organisation changes its ways of working.  As a result of the drive to automate, it has become even more important to ensure investment is made into the process of re-skilling and in some cases, upskilling the workforce in preparation.  When it comes to changing to an automated system, the opportunity for re-skilling the workforce should be high on an organisation’s priorities.  It shouldn’t be assumed that the machines will take over rather, that new technology will come into play and the best way to retain jobs would be to ensure the workforce understands and are able to maintain the technology and the processes.  Another factor in the drive to automation is the affect on education and the subjects being taught.  Students are being encouraged to study Science, Technology, Engineering and Maths (STEM).  This in part, relates to the gaps in the job market for roles in these fields (David, 2022).  So the future generations are already being guided to ensure they are ready for automation.
 
[bookmark: _Toc122049010]Companies using Automation

Although Tesla seemed to have had very little success with automation initially due to the lack of human interaction (Crummenerl et al., 2018), this is something which will no doubt have been taken as lessons learned and will allow the company to put improvements in place.

Ocado, the online grocery retailer is another organisation which has employed automation.  Their operations include the use of AI and an automated “CFC” (Customer Fulfilment Centre).  According to Ocado, using AI allows them to do in seconds what humans cannot.  This is achieved through their “OSP” Ocado Smart Platform, an “end-to-end e-commerce, fulfilment and logistics platform” (Ocado, 2022).  Amongst other things, AI is enable Ocado to run forecasts and therefore purchase the right amounts of the right product, create efficiencies in packing and loading and environmentally, reduce landfill waste.

As at September 2022, Ocado reported a 2.7% increase in sales versus the last quarter last year, active customer numbers growing by 23% year on year to 946,000, and average orders per week increasing by 10.7%. (Devlin & Nott, 2022).  



[bookmark: _Toc122049011]2. Critically evaluate how an organisation may use Lewis change management model to implement change due to automation
[bookmark: _Toc122049012]Making Automated Changes in the MML Human Resource Company

The MML limited organisation is a Consulting and Health solutions organisation and has a large share of the market in the health benefits, wealth and career products, people management and risk strategy.  Their focus is to give guidance to companies on how best to manage the Health, Wealth and Career prospects of their employees.
The company produces reports and thought leadership which gives their insights and point of view on different topics such as the economy.  This intellectual capital is stored on a central computer drive where it is accessible by all employees.  The content is manually uploaded by team members and this can sometimes cause the following issues:
· Reports can become out of date due to manual checking not being carried out in a timely way
· Reports are kept in different places, resulting in duplication 
· Content can become hard to find due to the volume of content being held
· Larger amounts of storage is being used on hard drives
· The content isn’t accessible from outside of the office
This process could be automated to save the amount of time and resource being utilised to maintain the intellectual capital which is an integral part of the company.
[bookmark: _Toc122049013]Drivers for Change
There are two main drivers behind this need for change; technology and process improvement.  To some degree, there is also an element of cultural change needed.
The MLM Company has a digital roadmap which encourages the use of cross platform apps which communicate with each other.  This means all of the content produced by their consultants needs to be in a centralised library in order for it to be accessible across many different platforms and on mobile devices.  This centralised approach will also use workflows to ensure regular review and archiving as needed which means the latest and most relevant version of any report will be available and the chance of duplication is reduced or eliminated.  There has been significant resource wastage in terms of time spent on numerous occasions searching for documents.  The new process will include a robust search function with improved “key words” and filtering options.  Also, time saved could be put into working towards the digital roadmap end goal.  The centralised library will be accessible across departments to encourage the sharing of knowledge and to break down silos of information and enable “upselling” of solutions across product teams.
In terms of the colleague population, work balance is being affected and some employees have complained the time spent managing documents in different places with no consistency or best practices in place, is taking away from their opportunity to take on self-development.  
In terms of the cultural element, historically, colleagues have been encouraged to work within their departments and keep information separate.  However, this means knowledge was not being shared which is detrimental to the business strategy, part of which is to enable a cross-department, one enterprise workforce.
[bookmark: _Toc122049014]Restraining Forces

Having always been encouraged to work as separate departments, there are colleagues who still hold this philosophy and are not keen to let go of control of their content.  These colleagues are not confident that they will be able to access their content as and when they need it.  This has meant that some departments may continue to hold content in a decentralised way.  Others worry that they aren’t “tech” savvy enough to be able to work with the potential change.
All of these are very valid concerns and can be addressed using the change management process.  In order to implement this change and understand it will be helpful to refer to change management theory models for the purpose of understanding and implementing a change to automation to manage the intellectual capital of the MLM Company.  
[bookmark: _Toc122049015]The Kurt Lewin 3 Stage Framework

Kurt Lewin was a social scientist and physicist who believed in a planned approach to change.  In the 1950s, Lewin devised a 3 stage framework, the Kurt Lewin Model of Change (Sarayreh et al., 2013).  This model has three stages, unfreeze – change – refreeze.  Lewin believed this model could be used to help organisations to not just implement change, but also to understand the change process through learning.  Lewin believed that it was necessary for people to “unlearn” behaviours prior to being introduced to new behaviours hence the “unfreezing” of their “learned” behaviour.



[bookmark: _Toc122049016]Unfreeze Process at MLM Company

This phase of the process is used to lay the foundations for the change.  This following should be covered during unfreeze:
· Determine what needs to change by reviewing the current process and using this information, create a plan of action which includes an outline of why the change needs to happen and the expected benefits.  
· Ensure there is a robust communication plan to share this information with the stakeholders and other affected employees. Use this as an opportunity to check for any doubts or concerns to the plans and ensure these are addressed. Create awareness through regular updates. 
· The cost of the automation of the intellectual capital storage system will need to be considered and in order to get leadership and stakeholder support for the plan, research the best systems and create use-cases for the chosen options.  The potential costs and savings from a monetary and efficiency point of view should be clearly explained and fully supported by evidence.
[bookmark: _Toc122049017]Change

· Continue to create awareness and provide information with regular communications. 
· Involve employees by creating a user acceptance testing group who can continually test the system as it moves across and champion the process to colleagues.  This gives them insight and helps them to understand, trust the process and dispel any uncertainties.  
· Ensure any policies, documents or contracts which need to be signed or updated have been successfully completed.
· Communicate to colleagues the day of changeover and any outages which they can expect as a result.
· Carry out a trial with the user acceptance group.
· Implement the change

[bookmark: _Toc122049018]Refreeze
· Once the new system is in place, you will need to ensure it becomes part of the company behaviours.  This can be done by:
· Monitoring the system and put in place a form to collect feedback 
· Be prepared to review and make minor changes
· Continue with awareness and training
· Carry out user studies to get more in depth understanding
· Have an “experts” group who can be on hand for immediate help
· Finally, at this stage, don’t forget to celebrate the successes of this change.  It is likely to have been a time of some worry for many so be proud of the achievements.

Limitations of the Lewin Theory

Although Lewin’s theory is widely quoted, in some cases it has been described as “oversimplified” doesn’t give enough detail and each of the steps are open to misinterpretation.  It is also believed that the model is inflexible and cannot fit within the ever-changing world of modern technology.  Due to these limitations, the Lewin model cannot be used alone for managing change and it is necessary to fill some of the “gaps” with elements of another model.  

[bookmark: _Toc122049019]John Kotter’s 8 Step Change Model

John Kotter is a professor at Harvard Business School who spent many years studying organisations as they worked their way through transforming their business strategies.  From his observations, he came away with 8 of the factors which produced a successful result for the organisations and from these, he formed his “8 Steps of Leading Change” model. (Kotter Inc, 2022).

The 8 steps in this model are:

1. Creating a sense of urgency, 
At this step, awareness of the problem should be created amongst the organisation.  Employees and leadership alike should recognise and agree that change is needed. Kotter suggests that there should be majority buy in from leadership.  

2. Build a guiding team
Identify champions and change leaders and invested stakeholders. Ensure buy involvement and commitment from cross functional departments in different levels in the company.  Identify any weaknesses.



3. Developing a vision and a strategy 
Determine core values, vision and the strategies for realizing a change in the organisation.  Educate change leaders so they are able to describe the vision effectively in simplified terms.

4. Communicating the vision 
Communicate the change convincingly. Connect the vision with processes such as performance reviews and training.  Acknowledge and resolve any concerns.

5. Removing obstacles and empowering employees 
Ensure contractual elements are in place and aligned with the vision.  Check for barriers or resistance to change and implement actions to remove the obstacles. Reward people for supporting in the process.

6. Creating short-term wins 
Identify quick wins at the outset to give a feeling of success and progress in the early phases and create many, short term, achievable targets.  Reward success.

7. Consolidating gains  
Continually monitor and improve.  Listen and take action on user experience feedback (both positive and negative).

8. Anchoring change in the culture
Promote success and ingrain the change into the organisational culture.  Invite leaders to discuss and promote success at every opportunity in their meetings and information communications. 

[bookmark: _Toc122049020]Lewin / Kotter Comparison
Both Lewin and Kotter have similarities in the steps of their theory for example:
Communication
Engaging champions
Continuous monitoring and improvement
Management resistance and obstacles
However, the Kotter steps gives more detail and more importantly starts engaging stakeholders and users in the early stages.  Having organisation leaders and employees on the journey helps to cement and legitimise the process.
[bookmark: _Toc122049021]3. Reflecting on any organisation of your choice, critically discuss how the type of organisation structure may influence change management process

[bookmark: _Toc122049022]Organisational Structure

The MML limited organisation is a Consulting and Health solutions organisation and has a large share of the market in the health benefits, wealth and career products, people management and risk strategy.  This is a private limited company which has a group structure (a parent company with majority ownership of underlying subsidiaries.  However, when it comes to decision making, this is carried out in a centralised way, i.e. decisions are made at the top by the leadership group and filtered down through the organisation.
All functional departments Finance, Technology, HR, sit at the parent company level and decisions around hiring, pay, finance, technology changes and HR issues, pay and conditions come from the parent company.  Each of these subsidiaries have a leadership team and their own strategy however, this is based on the overarching strategy of the parent company.

This type of structure can make it difficult to implement change.  This is because the leadership of the parent company are quite far removed from the colleagues who are actually carrying out the tasks.  These are the colleagues who are the most knowledgeable about how systems work and what could be improved.  However, this isn’t necessarily a negative as these are the colleagues who would be great as part of the user studies and champion group for the change process.       
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The Span of Control
The organisation has several layers beneath the leadership layer of each subsidiary.  The speciality leads have a wide “span” of colleagues reporting to them.  They manage teams of consultants, analysts, administrators and client managers.  Although the speciality leads report into their leadership group, they have a wide span of control since they manage the business at the level where the revenue is pulled in across sales, analytics and client This gives them a wider span of control.  
[bookmark: _Toc122049023]Organisation Structure
The MML organisation have policies in place which cover the following elements and in which their culture in embedded:
Integrity – complete vigorously and fairly. 
Ethical behaviour
Collaboration and build relationships.
Act responsibly
Work with transparency 
Create community and support each other.
Respect, Trust 
Promote Diversity & Inclusion
Follow health and safety guidelines

[bookmark: _Toc122049024]

Communication

Any major global communications which concern changes to technology, company restructuring will be fed down from the parent company.  Leadership teams will communicate issues more local to their subsidiary arm.  For a change such as automation to take place, this would involve the parent company and each of the subsidiaries must get approval at the parent level.  There are number of reasons for this.  The content is often client related and there are strict data protection guidelines about handling client information. There is some Legal and Compliance content which cannot be held centrally and must adhere to different retention policies than other documents.
[bookmark: _Toc122049025]Micro and Macro Environment

The Micro Environment refers to internal factors which the organisation is able to influence and control.  The Macro Environment refers to external factors which can have an impact on performance and efficiency and of course the revenue of the organisation.   A PESTEL Analysis can be used to examine these factors and predict what might possible cause issues at the time of carrying out a change management programme.
[bookmark: _Toc122049026]Pestel Analysis

Political:
War and Conflict:  The Russia-Ukraine Crisis continues to impact other regions.  Having business offices in Russia and the Ukraine meant a change of direction.  This could also affect whether or not the organisation is willing to centralise it’s library of content due to potential politically motivated security risks, particularly from within Russia following Government imposed sanctions 
The continuing impact of Brexit:  Since the completion of UK exit from the European Union, supply chains have been affected and as a result the ability to trade in Europe, although still possible, is creating further regulation.
Economical
Market uncertainty caused by the ongoing financial crisis.  The MML organisation relies heavily on investing their client’s money and getting great returns.  Uncertainty in the markets will no doubt lead to some losses for clients and in some cases, lack of confidence and trust.  Any decrease in revenue would affect the decision of whether the organisation is currently able to commit to a large investment in automated systems.


	Social

Aging Population: As people live longer, the insurance, protection, pension and health products need to be able to cover individuals for longer, therefore costing the MML company more money to manage.

Impact of Mental Health: There has been an increase in mental health issues since the pandemic (Mind, 2021) and even before this due to home working and employees not “switching off”.  

Changes in location: the strive to live in healthier environments could mean a change in the accessibility of the demographic market.

Technological

The Digital Age: The increase in pace to move to more online and digital working practices mean the MML company must ensure they fast track their move into digital working.  Failure to do this could mean they lose out to competitors who have a digital advantage.  This includes the use of online marketing techniques and the availability of product information in digital formats.

Environmental
Consideration should be given to how the implementation of a centralised system which uses more technology and possibly energy sources will affect the company footprint.  The company is committed to its environmental policy.  This could be a potential barrier as according to Joshi (2021) increased production and therefore increased consumption, can lead to depletion of natural resources.

Legal

Regulations: the MML company are selling insurance products which means any lack of compliance with regulatory laws and failing to provide accurate information could land them in trouble with regulators resulting in large fines.
Data Protection: Data protection is even more important since Brexit.  Customer information must be protected.  MML company deal with personal information and the encryption and sharing rules must be strictly adhered to.
Money Laundering: the MML company is essentially dealing with large financial transactions on a daily basis.  Money laundering laws and processes must be adhered to strictly.  Processes such as “Know your Client” must be carried out thoroughly and any issues reported.  All employees, client facing or otherwise must be trained in Money laundering.  Individual employees can be fined and imprisoned.
Employments Laws: Employment laws which protect against discrimination and poor working practices and for a global company, it must be mindful of practices in all regions/countries in which they practice.




Conclusion
 
Organisational change is a process of many moving parts.  There will be dependencies across different department which must all be aligned.  It was interesting to review and contrast the two change management theories.  This made it very clear that a combination of more than one model is necessary to ensure all steps are covered. In fact, it would be sensible to go even further and break down each of steps even further into points which align with your organisation set-up.   In regards to Lewin’s approach, the evidence proves that there are definitely in adequacies in his approach.  For example, involving employees and management at the initial stage of unfreeze seems like a common sense approach, particularly when we have modern leadership styles such as transformational leadership who encourage participation and development of their workforce.  Kotter’s theory fits well with this. 
The stand-out points in this study are;
Communication:  communication widely and communicate often
Creating Awareness before during and continue after the change has been implemented.
Involve colleagues across all levels.
Any change which comes as a surprise to the organisation is bound to fail.  People like order and uniformity so for their way of working to change suddenly and without any consultation with them will affect their confidence and in turn their productivity.
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