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Introduction to the Module Assignment

This report is based on Toyota and the changing world of work and the economies in India, China, South Korea, Australia, and Japan according to Forrester, future of jobs are in jeopardy across these 5 economies due to automation affecting over 247 million jobs. (NDTV, 2022) - the report will look at what are the key drivers of this change and how automation plays out within the Toyota company and how people are reacting to this change whether it is positive or negative. 

The report will discuss how the world of work is changing within the Toyota group.
 
The report will look at Toyota and how a process within the company could be automated using Lewin’s change management model and discuss limitations of the model as well as the driving and restraining forces that could affect the change. 

The report will look at how automation in Toyota could be implemented using the Lewin’s change management model.

The report will also discuss Toyota’s organisational structure and how this would affect the change management process and any influences it may have on the organisation’s structure.
[image: Toyota, however, has weathered the pandemic better in part because its home market Japan, and the Asian region in general, have been less affected by the outbreak than Europe and the United States]
[bookmark: _Hlk119933297]
What do we mean by the changing world of work and what are the drivers of this change?

The changing world of work as suggested for gloomy reading as study after study predicts automation will leave millions unemployed. A 2013 paper by 2 oxford professors suggests that machines could replace 47 percent of jobs within the next 2 decades. 

Automation does not mean human work must disappear however it could become more productive also workers may feel insecure and may consider the transition period to make it just and fair. 

According to (Bruno Dobrusin 2019) Automation is inevitable it may benefit workers and make the work more productive.  

According to an article by Asia Waypoint Toyota are now re-hiring workers to replace robots Toyota are taking a different approach workers should be implementing the automation to help them achieve and maximise production. 

In certain circumstances such as welding, bringing back workers was more beneficial cutting costs for Toyota and reducing use of welding wire. 

Toyota have taken a different approach even though they now have an ageing workforce they have ultimately decided that its more about co existing workers with robots whilst the workers are still in charge as suggested by the owner Mr Kawai.




[bookmark: _Hlk119933380]Reaction of workers is it positive or negative?

Workers are rightly worried about machines taking over their jobs according to Brookings 2022 Shifting Paradigms examines the implications on jobs and wages through automation. Automation creates as many jobs as it destroys whilst consumers spend more money which leads to more new jobs. 
It also suggests that workers who can compliment the automation process enjoy a higher rate of pay whilst workers who could be substituted by the machines are left worse off thus making the business owners enjoying more profits with less need for Labour. Workers who get more education and training in relation to automation therefore those workers with higher credentials are often better off than those who hold lesser qualifications.

 The new automation of the next decades to come along with the mix of artificial intelligence and suggest that this will affect the graduates and professionals much more causing millions of job losses across many sectors. It also suggests that AI is at the forefront of the technology and the workers can adapt so benefits of automation are generally shared. (Kotter, 2022) 

So better policies in terms of education and training for decent jobs and AI complimentary skills which can include communication and analytical skills beginning at early education stages such as primary schools. Good quality training in high demand sectors can help displaced workers regain employment giving them lifelong skills which can be done via online training, one of the solutions suggested to these issues is taxing employers more who lay off workers due to automation whilst providing funding for employers to re-train employees and upskill them. 

In general, the policies need to be sensible and look after the employees in terms of wages income tax credits and paid leave. AI will create many new challenges whilst giving benefits of higher productivity. (Kotter, 2022). 

Mr Zia Qureshi suggests that the policies need to be bought up to date from firms investing in automation to make them smart too and realise the full potential of digital technologies which should in turn lead to higher productivity and growth. 

In other words the article is suggesting there is a misconception to say workers are not happy there is just a stigma attached to change and automation whilst the reality is firms using AI and automation simply need to educate and train staff to get better production and results that relate to higher production especially for repetitive tasks which could be automated but staff retrained to handle these changes which in turn gives staff better wages and more responsibility. 

The article also reports that workers are less likely to leave their jobs than before suggesting the overall outlook is bright if employees and employers are working together to train and get educated to work with new automation and systems to create higher growth for the companies themselves increasing their GDP with a mix of automation and training to get the maximum results creating a win-win situation. 

Revolution suggests that without humans the robots or automation cannot work effectively whilst placing the onus on employers to train and educate their staff will lead to a happy workforce if these steps are carried out. 
Automation is therefore not absolute as suggested by these theories and Humans can only be replaced to a certain extent especially where repetitive tasks can be done much quicker but again these machines will also need an operator who is fully trained therefore it could be argued that the impression of workers is against automation however the truth is education and training in automation will ultimately lead to a happier workforce with a healthier wage. 
Humans’ skill levels cannot be replaced as Toyota believes that’s why there are certain jobs where the output needs to be perfect with minimal waste are still being done by humans at the company. 
However, with time and soon these types of jobs are becoming more automated and teaching the robots these skills would help to achieve amazing results. 
It would seem we need to learn more about the robots and the robots also need to learn the skills from the humans so it’s a mixed and complicated story.
Organizational Example
Toyotas arm of automation also extends into robotics to help the elderly using mechanical helpers for tasks such as cleaning and loading to heavy lifting whilst using virtual reality technology although all of these are at initial prototype stages however a lot of thought has gone in to building these bots around human needs and just offer a helping hand to make life easier.
 
This could also be linked to the automation process in the world of work where it is suggested humans are being retrained or educated to look after robots to help production levels rise and be more productive. 

This suggest as time goes on people will surely and slowly become more familiar with robots whether its to help production or help the elderly with everyday tasks according to (Urban network Ltd 2022).
According to (McKinsey 2020) 100 million workers may need to find a different occupation by the year 2030 even though the pandemic may have helped accelerate this trend. 
(Mckinsey 2020) also suggests that AI will disrupt production in factories through human – machine collaboration creating an impact on product development and sales. It also shows that support functions in these jobs are likely to be more automated and future companies will mainly be looking at retraining or outsourcing or even getting rid of employees depending on how much automation arrives and how soon. 

Skills are key and a workforce equipped with the skills required to adapt to automation and AI technologies will help economies enjoy strong productivity and growth.  Failure to address demands of shifting skills could exacerbate social issues.  
Adaptable companies and workers will prove to be in the face of multiple new challenges from automation adoption as the future moves forward and companies seriously take on these responsibilities, Policymakers within corporations also have a huge role to play to make this work.
Toyotas communication skills across the western world and how what they are trying to say could benefit by them understanding how to get that message over in a way that they would be happy for the rest of the world to understand not just Asia. 
Whilst Toyotas Asian culture is adhered to the organisational changes in the future may ultimately become changes to affect the culture too where it will be seen to get ahead changes are a necessity rather than sticking to old fashioned ideas. 
The company seems to have a lack of qualified leaders meaning these changes will affect those staff members the most but there is no reason why they can’t become qualified very quickly with efficient training and education to bring them back up to speed and giving Toyota the advantage once again. 




















How the world of work is changing

 No doubt the world of work is changing however Toyota have shown a resilience to this by not only slowly going towards automation but also showing how they the need the human employee more than ever today or at least in the press however they are in a dilemma with an ageing workforce and will at some point push more in to automation and AI to help them achieve this, at present though the company seem to be ticking all the right boxes impacting across the whole world. One other area which may be of concern for the car manufacturing giant is communication across all its sectors including the western world however if they can get this right by translating the messages in the correct way, they will surely be the car in front. 
[image: Toyota Owners" Sticker for Sale by LugCraft1987 | Redbubble]

Toyota will however have to keep up with this skill shift of new technologies in the workplace, but automation and AI are accelerating over previous technologies. 

The demand for social, emotional, and technological skills is on the rise stirring up companies to re-think how they organise things.

How workforce skills will change with automation is that the GDP is likely to grow due to higher productivity in turn this will also decline the need for skills such as manual and physical skills. 

Advanced technologies will require innovation and development from the workers. IT and Programming skills are also expected to grow phenomenally along with basic digital skills. 

People with skillsets in entrepreneurship and initiative taking will also be some of the fastest growing. 

The machines seem to be taking over the simpler tasks for humans and require humans to take on more complex tasks. 

Analysis in the manufacturing process will lead to an impact on the development and marketing departments through the AI and automation. 

Leadership and management skills are set to grow also along with strong negotiating skills and technological skills. 

Organizations such as Toyota will have to adapt to these changes by upskilling the workforce to make them technologically advanced and re-harness their business processes. 

Companies will have to change their mindset completely by having strong learning within their organisations as this is where the strongest need will be. 

Cross functional and team work as well as agility will be required so changes can be made, it seems the onus is to simply pass more complex and difficult tasks down the line whilst teaching lower skilled workers how to handle these through learning is key. 

This will also enable gig workers and freelancers to assist companies reach their goals. 

Some of the most important decisions they will have to make will consist of Hiring new talent, Firing existing employees, Subcontracting tasks, and finally re-training or redeployment of staff. 

Education seems to play a key role also and talented employees will be highly sought after. 

Policy makers will also have to make a huge shift to make these things happen within the organisations as this will be associated as one of the key areas within companies to make things happen.
In general, it seems that all this automation, AI and robotics will change the world of work but mainly for the better. 

It is considered that mainly the physical side of work will be reduced thus making work easier and the main causes are due to an ever-increasing aged workforce. 

The fight for fairer working conditions in Jobs is now stronger than ever with trade unions and workplaces agreeing to shorter working hours and weeks giving employees more balance to their work/home life. 

It seems the world of work will remain as ever changing and adapting to the future making workers more educated and trained taking on more complex parts of the operation whilst employees who are higher up the pay scale will be given more complex tasks to handle. 

This it seems will be the trend for the foreseeable future, but adaptability seems to be a key word meaning that changes will be ever occurring creating an ever changing and much more complex workplace. 

Gig workers and freelancers are likely to benefit from these changes giving them opportunities to evolve their business also for the ever-changing needs of originations. 

Organizations like Toyota are already using some of these examples within their factories across the world and seem to be also teaching the working world “this is how you do it” without doubt they seem to be leading the way showing how adaptability is a key player and changing consistently to meet the needs of the company is a must. 

If nature could teach these sorts of industries and how they should be keeping up, the only thing that could help describe this would be a Chameleon, as it adapts to its surroundings and colours.  Maybe companies could learn a valuable lesson from nature by being adaptive to its surroundings and changing with its need’s requirements and desires. 













[bookmark: _Hlk119933501]Lewin’s Model and Organisational change

Although Toyota now place a consensus on using human touch to control automation a suggestion for Toyota to improve one of their processes is by using AI technology to check the vehicle body finish using an expert experienced human checker to which the computer would be able to learn on faults and discrepancies in the bodywork over time. 

As suggested by (Lewin, K 1958) model could be used in this instance by the computer eye or screen to follow the human checks over a period of time, let’s say 12 months, in this time the human will have checked enough cars and the computer would have learnt enough to cope with checking the vehicles correctly however this could be changed and corrected using Lewin’s model of Unfreeze – Change and Refreeze. 



[image: Diagram
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In this instance you would Unfreeze the current method of checking by human and introduce automation to check alongside the human and learn what is correct and what is wrong. This would then teach the computer to identify any future mistakes by following what the human has been doing over a timeframe Change thus allowing the computer to take over from the initial human role creating the Refreeze this model could also be based on a block of ice as when it is in solid form it could be described as at the unfreeze stage, ready to melt and when it has melted it could be at the change stage and you could then pour the liquid in to a mould of any shape and then refreeze.


Unfreeze Stage
The 1st stage could be considered the most difficult as people do not like change however it may be necessary for the company systems to develop, and this would be wise if you could explain to the employees why the change is needed making it more understandable and giving importance to the company’s ultimate goals whilst staying open to employee concerns and helping them where required. 

Change Stage 
It could be suggested at this stage employees are more susceptible to change and are beginning to understand the new direction more clearly, it’s all about helping people understand the benefits of that change whilst remaining open to concerns or issues and answering them openly and honestly.  Empowering people within these processes by involving them and giving them direction. 

Re Freeze
Now the change has taken place it’s time to refreeze and institutionalize the changes made making people comfortable with the new ways of working.  This stage is important, and it would be better if the change would now be celebrated and support it. Finally feedback over these processes from the employees would be considered a vital change and would make them happier to do it the next time round creating a more pleasant experience. 
Lewin’s model is great at achieving results to bring in changes gradually and then keep those changes made moving forward which also enhances the way of thinking of the employees who may have previously been very anti-change. 
The Model tends to repeat a cycle by combatting the most difficult part, which is the change cycle or transition period, once this has been overcome re-freezing it is key to then check how those changes are progressing and recording those to see your results. 
[bookmark: _Hlk119933598]As with Toyota helping employees to make and develop their own changes has proved to be highly successful however at a later stage this had to be controlled by the company as the number of suggestions was reaching a point of over suggestion.
Change and adaptability within organisations will be seen as the new norm and companies need to sit up and take notice whilst getting their policy holders involved deeply.
Developing and changing consistently is becoming the norm and this is what will help companies to improve and succeed in the future. 
The model is a perfect example to show the companies how to develop these changes and will prove to be very successful as long as the measurement and analysis are carried out on time to check the progress of these changes. 
It is truly amazing to see and idea from 1947 playing such a huge relevance in the modern working day and should be a credit to him for his theory of that era. 














Driving and Restraining Forces that affects these changes

The driving forces that affect these changes are that in an ever-increasing world automation is undoubtedly inevitable and the driving forces behind these are manufacturing and gdp growth helping the manufacturer increase productivity.

The driving forces could be for example the stakeholders wanting the maximum output for the company or even customers who are concerned about the environmental factors making the company also cover these issues as creating greener and eco friendly vehicles. 

Connected and Autonomous Vehicles (CAVs) are sighted to transform the transports system in the future. 

The research suggests that CAVs are the future however there are many restraining forces to this such as policy holder’s and busy cities therefore its seen as a led policy by big organisations or governments who do not consider the local areas or its residents. 

This approach by the government depts is largely considered as a laissez-faire” approach and criticised as largely negative and a consequence of the technology. 

There have been collaborators in the industry who have tried self-driving cars with projects such as Drive Me, however these plans did not gain popularity due to safety related issues. 

Some of the restraining forces could be things like the safety of the vehicles as this has not quite reached the level required even companies like Tesla are struggling to get a full proof system for road safety. The plus side however could be things like robotic driving vehicles could drive better and more economical than a human could. 

In short there are several factors for and against the CAVs however the general driving and restraining forces are a mix of the need for the product or service with the big policyholders or car companies looking to capitalise on this. 


CAVs it seems are an open ended question in which only time will tell as it seems there are just as many driving and restraining forces counteracting one another. 

While it would seem CAVs are most definitely the future there also seems to be a lot of hinderance in terms of safety and moral ethics in the future. 
There are many factors affecting the Lewin’s model and how it affects the changes within Toyota however it shows that with proper planning and strong communication skills with the employees whilst being honest and open can go a long way to creating a successful campaign for Lewin’s model of change in automation. 

 The theories suggest that the driving forces are positive and logical however the restraining forces could be described as negative or emotional.

This is true as employees would see the negatives as an emotional issue as they are not used to change however over time using the model this perception could become positive after seeing the difference.
 
The positive side however is much more logical and reasonable and things like training staff or educating them more would be seen as a positive.
 
This would be also seen as a good procedure for the staff to work along side the automation creating a good mix of work ethics and behaviour. 
The driving and restraining forces have complex and mixed needs but still need to compliment each other to work effectively. 
[bookmark: _Hlk119933686]
Change Management Process and how it affects Toyota.

Toyota introduced a system called TPS (Toyota Production System) and in the late 1980’s many changes were implemented to their system including high tech automation.

The TPS system was justified as a success across the world and proved successful across many different industries drawing attention from all over the globe partly thanks to a publication of a best seller called the Machine that changed the world (Womack et al. 1990).

Toyota then made modifications to this system to help recruit and retrain production staff especially in the assembly line. 

The core principles behind the system use Kaizen as to help with many problem-solving techniques for continuous improvement. 

It is believed Toyotas employees operate under high pressure under tough working conditions thus implying this as a form of stress for the employees (Conti and Warner 1993).

After several attempts to make this system work with high volume costs which then made Toyota consider worker friendly lines with concepts of automation built around functions and automation using the Kaizen technique. 

Breakdowns was another issue that could never be eliminated however with the introduction of small buffers between the production lines meant small breakdowns could be remedied without causing the entire line to stop. 
Toyota also introduced a principle called “completing process autonomously “ by dividing different segments of the assembly line by creating larger work units to complete tasks.

The main concerns were that was to help alleviate heavy assembly work by using simple machinery. 

The Kaizen theory is still deemed as an important part of the company willing continuous improvement and respect for people. 

On average some 22000 improvement suggestions from employees were submitted annually showing the more ideas you have the more likely you can pick better improvement suggestions from them which could be described as a brainstorming for Toyota employees.

Toyotas next generation of assembly lines is based on four main principles consisting of Worker motivation, creating processes where anyone can work, automatic machines co-existing with workers, and improving the work environment. 

Other ways in which they improved the working environment was by installing toilets every 60 metres with bright colours and air conditioning.
 
The main perceptions from Toyota were to to choose simple and cheap solutions to help improve the production process whilst taking the heavy lifting off the manual workers by using automation process to help the workers with these. 

Communication was key in all of these processes and could be defined as suggestions given by employees themselves have been put in to practice therefore creating a winning situation for Toyota by saying we have listened to our employees and now put into practice ideas that our employees have put forward. 


Toyota must negotiate these ideas with their employees by advising they are their suggestions but also have a span of control in this not by bringing all ideas to fruition but simply taking the ideas that would help and putting them in to practice which would also help in the change management process. 
[image: Diagram
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This shows how forward-thinking companies can have a knock-on effect affecting these things in order it’s a bit like a domino effect where 1 suggestion or idea leads to another only causing things to get better and creating an ideal workplace making production levels grow whilst keeping a happy and satisfied workforce. 
They have shown their span of control by using ideas which would suit the company and would also be good for the workers also but having control is important as if all suggestions were used there would be simply no control over the processes and costs involved to carry these out Toyota overcame these by using simple and cheap solutions to help them overcome these issues. 

This affects the change management process in a much more positive way by employing these sorts of ideas across the organisation the employees are happy that the company is looking after them by taking their ideas on board whilst improving working conditions and making life much easier for them and giving them more confidence and morale boosting. 

This influences change management in a much more positive way and creates a situation where positivity flows much more through the staff and in turn would increase productivity for the company. 

The change management is purely coincidental and flows from the processes incorporated as they make light work of issues of concern such as change and not being comfortable by addressing these issues in advance and completing them in a timely and professional manner. 

Overall, the TPS system developed by Toyota is a world changing system Benders and Morita (2004) which has been looked at across the world and incorporated in many industries giving Toyota a supremacy in world class business strategy bringing new and innovative ideas putting them at the forefront of business. 
TPS could be considered an innovative idea as it is continuously evolving and improving so it is unique in that sense.

The future could be summarised in AI and cloud-based systems to help improve these processes further as the communication and data exchanges become more efficient.

Toyota’s structure has always been towards Kaizen and Lean manufacturing ideas based on Japanese traditions and work ethics from this part of the world where working to your best abilities and getting the maximum production where possible whilst also looking after your staff and having respect for each other. 
These attitudes stem from Asian work ethics which are strong in families and cultures based in these parts of the world justifying how different the thought processes are from various parts of the world. 







[bookmark: _Hlk119954259]Conclusion
[bookmark: _Hlk119956805]The report concludes that the key highlights suggest how the world of work is changing. 
I at how the automation process is taking over from human workers and whether this change is positive or negative. 
Automation and AI it seems is here to stay whether we like it or not and is moving the way we work forward much faster making things easier and quicker with these technological advances. 
Toyota however have gone against the grain whilst suffering with an ageing workforce they have decided to re-hire employees over robots as they have suggested this equates to less waste. 
The main consensus of the report suggests that with the correct training, education and policy making these can all work for the employee also helping to promote them to higher positions and giving them more income. 
Organizations such as Toyota will have to innovate their ideas in terms of staff management AI and automation by having constantly changing policies in short companies will have to be much more adaptable and be able to adjust in the future. 













Recommendation’s 
The report would conclude that Toyota are market leaders in their field and would arguably not need any help or rather they would lead the way in terms of how companies should operate in regards with changes to AI and automation. 
Some of the suggestions are that training and education to bring employees up to a higher level of skill and operating by teaching them how to look after the machines would free up higher management to look after even more complex tasks bringing the level of skill further down the work chain. 
The innovation will lie in how the management and policy makers make these changes with more pressures being applied for companies to become much more versatile and adaptable. 
Cloud based systems, communication and data exchanges will play more important roles helping them achieve higher production rates.
At the heart though it seems keeping a happier workforce with good working conditions and helping them toward a better future in their roles creates a winning situation for both parties achieving the maximum results. 
Toyota are already the world leaders in many departments but would benefit from re-training and educating their staff whilst also keeping their cross-communication techniques in check especially over the rest of the world. Keeping the translation right and keeping the message they want to send out is the right way. 
The Asian culture of work is very fixed in its ways and may be an obstacle I the future for Toyota to Overcome by making many more changes and restructuring consistently to please the market. 
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