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[bookmark: _Toc5910239]Executive summary

This report will discuss how they set out to develop a plan to work towards, and implement the changes necessary, in order to attempt to achieve accreditation to the renowned automotive quality management system IATF16949. By using Lewin’s Force Field analysis to evaluate the change process, it allows for visibility as to how these changes will impact the company and its employees. The theory considers both positive and negative forces centred around the change. I will consider the way in which the changes were managed during the initial planning, and transitional period, whilst also discussing what areas of the change process could have been given more consideration and communicated in a more efficient way. By also reviewing an alternative change theory, Kotter’s 8 step process, allows for recommendations on areas which could still be improved to avoid potential problems impacting at a later stage of the transitional period towards the proposed change.






[bookmark: _Toc5910240]Introduction

For leading companies to be competitive within today’s markets, they must be forward thinking, proactive and consider many characteristics, including the companies long term vision and driving sustainability (Gupta, 2014). Caldwell (1993) believes that proactive companies must align their new vision with their strategies, processes, jobs and culture. The basis for companies to be proactive is to essentially create a working environment to increase output and improve productivity. Leading companies are focusing their proactive approach to employee care and well-being, believing that a happier and healthy employee will be a more productive employee (Nellis, 2010).
Wall Colmonoy, is considered a prestigious and well-established company within the manufacturing industry, supplying many sectors including medical, automotive and oil and gas. They offer services, such as powders for hard-surface spray application in the automotive industry, to providing precision machined Cobalt and Nickel based alloys for food industry, as well as heat treatment and laser welding applications, to name but a few. 
Using Lewin’s Forcefield analysis allows the user to distinguish which forces within an organisation will have an impact on the change which has been proposed to implement. These driving forces will be analysed to determine whether the forces for, or resisting change are the most prominent. (Connelly, 2017). This enables the management team to easily assess the information and draw a clear conclusion as whether to implement the proposed change.
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[bookmark: _GoBack]Wall Colmonoy has held accreditation to ISO9001:2015 (current revision) since 1992. This is deemed as a basic requirement for most established companies within the manufacturing industry. However, in an ever-increasing market it is imperative to continually develop and improve, to not only survive but remain competitive in the market. W. Edwards Demming (1982), cited by Farfan (2018) “It is not necessary to change. Survival is not mandatory”. To allow Wall Colmonoy to continue, and grow as a leading competitor within the market, it has been determined by senior management that accreditation to IATF16949 is required. The proposal for the change to the IATF16949 accreditation has also been driven from our current customer base. These customers have stipulated that for Wall Colmonoy to continue as an approved supplier, accreditation to IATF16949 is required.

The International Automotive Task Force (IATF) is a group of automotive manufacturers, formed to provide improved quality products to automotive customer across the globe. These include companies such as BMW Group, Ford Motor Company and Volkswagen AG. Fundamentally, their aim is to develop a consensus regarding international quality system requirements, primarily for suppliers whose contribution can impact on the production materials, product, service part or finishing services. (IATF, 2019). 
IATF16949 is the international standard for automotive quality management systems. This certification emphasizes the development of process related quality management systems which provide positive contributions to the production process. These include continuous improvement, defect prevention and the reduction of variation and waste within the chain of suppliers (nqa, 2019). IATF16949 is not a standalone quality management system, instead it is implemented in conjunction with ISO 9001:2015. In order to work towards achieving IATF16949, companies must already hold ISO 9001:2015 accreditation. 

The culture within Wall Colmonoy is that of pessimism when proposed changes are communicated to the workforce and often get received with a negative outlook. However, this is not overview of the current workforce generation, but likely to be passed down as from previous employees which have come and gone. Bower (2003), supports this by stating that a company’s philosophy can evolve, creating a set of unofficial ‘laws’ or ‘guidelines’ by which the workforce believes this to be the norm, ‘That’s not the way we do things around here’. 
This was no different when the proposed changes to aim for IATF16949 accreditation. To combat this workforce negativity when the change was first discussed, the management team held a presentation with the personnel who would be working towards achieving the goal of accreditation. This included Engineers, Quality representatives, Supervisors and Team Leaders. By doing this, the personnel present felt more involvement with the overall project, were clear about the route of the change, and looked at the change with a more positive outlook.  Successful changes require positivity not only from hierarchy but all employees within the company. Bottary (2018) indicates that the more positive people we can surround ourselves with, the more effective we will be. However, Bottary (2018) also states that to allow this to be apparent, you must be clear about what it is you want. Although the change has not yet been carried out, the involvement of additional parties has increased the workforce’s positive attitude towards the proposed change. 



Additionally, morale of the workforce will have a major bearing on the workforce’s commitment and motivation to any potential changes within an organisation. This can be impacted by, not only from the company but from the individual’s self-motivation.  Maslow’s hierarchy of needs demonstrates that an individual requires a series of levels, a hierarchy of needs, in order to maintain their motivation. (Mullins, 2016) 
Maslow’s Hierarchy of Needs
[image: ]
(Mcleod, 2018)

Maslow believes that for an employee to feel fully motivated within their working environment, each level within the hierarchy must be fully satisfied before they feel motivated to continue to improve and move forward. However, one area which management must consider when creating an environment where the workforce feel motivated is that not all individuals are motivated in the same way. Therefore, one individual will place different values to their needs to another. Additionally, employees might not necessarily fulfil their needs through their working environment, with managers having to gain a better understanding of the individual private or social background to fully assess their needs (Mullins, 2016).

As part of the long transitional period aiming towards accreditation, there is an extensive training program required for the current workforce to be capable of working in accordance with IATF16949. The training opportunities in place or are planned to be attended are known as the ‘core tools’ of the standard, which include FMEA, PPAP and MSA, along with several others. The positive force of the training is aiming to increase the skill set of the workforce and improve the manufacturing process. (Smith, 2002) believes that for a company to be successful they must improve their productivity by eliminating waste and optimizing the operational route of manufacture, which are features of the additional training opportunities. Although there is a positive weighting to the training opportunities available from this change, some negativity has been highlighted from certain employees. This negativity towards the necessary training requirements could potentially be linked the individuals lack of motivation. Within the five levels of Maslow’s hierarchy of needs model, the safety level requires the individual to feel the need for predictability and orderliness (Mullins, 2016). The requirements for the personnel to learn new skills and topics within the transitional period, would remove the element of predictability from their daily tasks, which in turn would remove their perceived levels of safety, reducing or potentially removing any motivational aspects.





Job insecurity is a common emotional state that employees have within the competitive environment which is the manufacturing industry. Karkoulian et al (2013) deduced that the greater the perceived job insecurity within a company, the lower the trust they had in the management team. This however has been determined as a strong, positive, internal force when reviewing the forces for the desired change. For this to be apparent, constant communication of the change to the employees has emphasized that the change will allow for company growth and increased job security for the workforce. Freedman (1986), cited by (Karkoulian, 2013) believes that the reliability of management to communicate change, and maintain their transparency throughout, ultimately reduces the unpredictability amongst the workforce. 

The current uncertainty within the economic climate, due to factors such as Brexit, has resulted in a level of apprehension amongst many of our customers. Pegg (2016), however, believes that things must kept in perspective, as there may not be any long-term financial impact. This unpredictability has impacted customer order scheduling, with an element of ‘panic buying’, therefore increasing short term demands. With economic uncertainty, Brexit has been deemed as a strong resisting external force. This will have a major bearing when finally evaluating the forces. The proposed implementation of the company’s journey to accreditation to IATF16949 has been communicated with our top European customer base, as a reassurance prior to the heightened levels of uncertainty. This reassurance and communication have been invaluable in strengthening the customer relationship. Manning (2019) believes that in future, the competitive companies that will be the most successful are those who create the most flexible customer supply chains, with greater customization and product services.


Lewin’s Forcefield analysis (see appendix 1) has allowed management clear visibility of the forces for and resisting the changes thus far within the journey towards accreditation to IATF16949. However, with much of the two-year journey to determine the success of the proposed change yet to come, to ensure successful implementation other change models could be considered. 
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(Appendix 1)

There are many theories which can be used in conjunction with, or as alternative theories and process steps in aiding the successful implementation of changes within an organisation. Kotter’s 8 Step change process resembles many of the aspects which have already been experienced. One main benefit of using Kotter’s 8 step model is that the steps within the model are clearly defined and give guidance to the user (Alam, 2013).




Kotter’s 8 Step Process
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(Webster, 2019)


Though the journey is still within relatively early stages, many of the initial steps within Kotter’s 8 step change model have been observed. The extensive time frame of a two-year transitional period, plus customer requirements to gain accreditation, fulfil the step for urgency at the beginning of the change. This has been reiterated with clear communications of what is required throughout the change, therefore removing any ambiguity to the workforce. Kotter (2008), cited by (Kautt, 2009) ‘Constantly reinforce company goals and objectives in ongoing conversations with staff’.
Steps two of Kotter’s model, building the guiding team relates to the way the key members of the team have been determined and selected. Senior management have ensured that they have established a multi-functional team, to allow for minimum disruption within the transitional period, and improve the relationship with the workforce. Assembling this diverse guiding team will allow for the transition to be managed with cooperation and coordinate the tasks in hand in an effective and efficient manner (Qureshi, 2016).
The third phase of Kotter’s 8 step process, and final part of the first group of sections aimed at creating the right climate in which change can occur, is getting the vision right. Communication of the initial proposed changes to the personnel involved within the change, via a structured presentation allows for a standardised approach for delivering the correct message to the workforce. Croft (2005) supports this by stating that without effective communication the change has a good chance of emulating the many changes which fail.









[bookmark: _Toc5910242]Conclusion

An ever-changing landscape within the manufacturing industry, driven by globalisation and economic uncertainty, means that change is inevitable, and a necessity for a company to remain an established force within their market (Giley, 2012).  Wall Colmonoy have instigated the change and are currently within the transitional period to gain accreditation to the renowned international automotive quality management system standard, IATF16949.
With Wall Colmonoy discussing and involving the personnel who will be employing the improved manufacturing requirements as part of the production team, the relationship between senior management and the workforce would be strengthened. This element of trust established, could potentially lead to the personnel feeling a greater sense of belonginess with other future changes within the business, and fulfils their psychological needs (Mullins, 2016). This improved operator motivation could become the norm within the, company and impose a cultural change within the workforce. 
The inclusion of the necessary training requirements as part of the transitional period for the change will, undoubtedly reap rewards for those who choose to fully establish themselves in the training, both individually and collectively. However, managing those who fear change, and the unpredictability of learning a new skill will have an adverse effect and create difficult decisions for management, potentially impacting the transition for change. The use of Kotter’s model would ensure that the team established are cohesive and allow for limited disruption through the change.
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