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A report detailing an innovative solution to an operational problem- Training all staff for ALN support 

TABLE OF CONTENTS
1.Executive summary                                                          page2
2.Introduction page             page 2
3.The importance of creativity and innovation in nurseries page 3
4.The “4 P’s of innovation”                                                 page 4
5.The creativity process I applied                                       page 5
5.1. Preparation                                                                    page 6
5.2. Incubation                                                                      page 6
5.3 Illumination                                                                     page 6
5.4 Verification.                                                                     page 7
6. Kurt Lewin’s Force Field Analysis                                  page 7
    6.1 Driving forces                                                              page 8
    6.2 Restraining forces                                                       page 8
7. Likelihood of management implementing my idea    page 8
8 Conclusion                                                                         page 9
9. References list                                                                   page 9

1.Executive summary
Acorns Nurseries Limited is a care setting provider company based in South Wales and southwest of England. The main office is in Cardiff. According to About Acorns-official website this company was founded in 1988 and it is run currently by the directors Peter Charles Reynolds and Ms Cherie Wilson since 29th January 2016. Acorns has a number of 12 nurseries and each of these nurseries aimed to provide quality care and education for children between zero and five years old. The Early Years Foundation stage framework it is carefully followed by each of the twelve nurseries to offer best guidance and support for children(About Acorn-official website, no date).
In this report I will examine the viability of my innovation idea to provide Additional Learning Needs training for all staff to help us to improve our daily routine through nurseries and to offer adequate support to children. This fits into the Process of the “4 P’s of innovation”. After I went through all 4 stages of the creative process, I came up with my idea. I applied the  Lewin’s Force Field to analyse the viability of this idea and then I critically analysed the organisational climate of the company to see the likelihood of implementing it through the settings. 

2.Introduction
In my current position as nursery nurse I help care for young children, plan activities that support their development and work closely with parents and other professionals to meet each child’s individual needs(Foundation Years,2015).
According to the job description on GOV.UK website, nursery nurses are responsible for tasks as help children learning basic skills and ensuring their safety and wellbeing during day care hours(Department of Education, 2 April 2025). 
Being in this role for over 7 years I gained a strong understanding about how children learn, develop and interact and how important it is to provide high quality education. 
Working in this sector and  covering in multiple settings, I identified a persistent problem in this field as daily we have to take care of children with additional learning needs. I notice that most of the staff members are not prepared to provide proper support due to lack of training and limited knowledge about how to deal with daily challenges. In the last years the number of children with additional learning needs had grown through our settings and it is essential that nursery staff are trained to understand these needs effectively and to provide the best support. One innovative approach is to introduce mandatory Additional Learning Needs training for all nursery staff(Early Years Allowance, 2020).

3.The importance of creativity and innovation in nurseries
Runco and Jaeger(2012) define creativity as the ability to produce ideas that are “novel” and “appropriate” meaning original and relevant. 
Creativity in education can be seen as teachers being creative themselves by using fun and imaginative ways to help children learn and also helping children to be creative by giving them chances to explore, imagine and come up with their own ideas (Jeffrey and Craft, 2004).
Children learn best through play, imagination and exploration. When staff use creative methods like puppets during story time, songs, role play or sensory play,  they give children more ways to interact and take part in the activities(Craft,2005). For a child with additional learning needs this could mean being able to join in story time using pictures instead of words, using puppets to express themselves or exploring sounds and movements. 
Creativity also makes learning fun and memorable. For staff being creative helps them when traditional methods don’t work( Robinson, 2011).
Innovation means finding new and better ways of doing things. In a nursery this could mean using technology or just reorganising the room to make it easier for children with sensory needs( Tidd& Bessant, 2020).
Innovation is really important when it comes to additional learning needs. As mentioned in Department for Education, 2015 early intervention supported by ideas and inclusive strategies makes a long term difference for children’s  learning and confidence. 
The link between creativity, innovation and ALN training is that when staff are trained in ALN creativity and innovation become tools that they can use with confidence. For example a child who struggles with talking can use a puppet to “talk” or as innovation staff can introduce a visual table about what is happening next to reduce anxiety and help transitions. In this way children feel that they belong and can succeed in their own way and staff feel less frustrated(Glaveanu, 2017).
Ed Catmull, co-founder of Pixar explains that there are many forforces that block true inspiration. One big barrier is the fear of failure or fear that an idea will not be accepted and it can stop people from even sharing their thoughts. Other barriers are the rigid structure of some organisations, the ego and pride of the staff members who might thing that they know best or just the comfort zone. He argued that it requires trust and a willingness to take risks to overcome these forces(Catmull, 2014). 

4.The “4 P’s of innovation”
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According to Tidd&Bessant 2020, innovation is classified in four categories: Product, Process, Position and Paradigm. 
These four categories show that innovation is flexible and can happen in many ways. Organisations can innovate by creating new things, by improving how services are delivered, by changing how they present their work or by shifting the way they think about their purpose. 
The 4 P’s provide a simple but powerful framework to explore opportunities for growth, improvement and positive change in any setting ( OECD, 2018).
By product is intended to introduce new resources or tools. In business it could mean to launch a completely new product while in nurseries it could mean just introducing new learning materials or updating play equipment. My idea of mandatory ALN staff training doesn’t fit in this category as it doesn’t create new tools or technology but is about improving daily practice. 
The position category is about changing where a product or service is used and my idea doesn’t fit into this category because the service is not marketed differently, nor paradigm innovation as the main purpose of the organisation stays the same. 
My idea improve the process by adding inclusive methods into daily routine, helping staff to deal more efficient with the growing number of children with ALN. 
According to Early Years Alliance 2020, when staff receive proper training in inclusion they are able to provide better support which makes a big difference to children’s long term progress.
 5.Creativity process applied 
The creative process includes four key stages. It starts with preparation, when you collect informations and explore ideas, continues with incubation, when you step away and leave your subconscious to work; then it comes illumination when finally your idea come to life and finally verification. Verification is about developing and testing your idea to make it work.
These four areas show how creativity is not only sudden but also planned and tasted and it helps people understand and improve their own creative thinking(Walles,G. 1926). 
5.1Preparation
Initially, my idea of innovation into nurseries was completely different. My aim was to use technology to help and support children with any type of learning difficulties. After a careful analysis and deep thoughts I realised that instead of technology the first support has to come from the staff as the children’s first instinct is to feel listened, understood and token care of(GOV.WALES, 2022) and then I noticed that just some of the staff members were prepared to meet these needs. Covering in multiple settings, I notice a common behaviour: that most of  the children  seek help from the staff members that know how to interact with them. From here I started asking myself how can we all be prepared to offer the best possible support to these children.

5.2Incubation
After gathering this informations I didn’t force an immediate answer but I gave myself time to reflect on this challenges. During this stage I thought about different options like how to have more support from the specialists that usually come to assess children once in a while at parents request but I realise the support from Government is limited and the children need daily support. I considered as well which option would be the best for staff members on long term. This period of reflection really helped me to see more clearly the problem before rushing into a conclusion.

5.3Illumination
After discussing with the staff members which the children seek more often support from I drown the conclusion that all these had ALN training course completed and I realise that Additional Learning Needs training for all nursery staff could be the answer. It meant that every of the staff would have the same level of knowledge in the field and confidence. 

5.4 Verification
To check if my idea is viable and realistic, I shared it with my colleagues during one of our monthly staff meetings and I listened to their feedback.many of my colleagues agreed that this would give them more confidence and them would feel better prepared. 
Other staff members wouldn’t agree as they are not willing to give away their free time. At this point I proposed to managers to introduce it mandatory, explaining the huge benefits and impact on children’s development. I also suggested to look if the Wales Government offer any free courses. As well I thought about how this could be put in place and I suggested that it could be divided in two or three parts to be presented by a specialist during our staff meetings. This step confirmed that my idea is viable and practical. 

6. Kurt Lewin’s Force Field Analysis
	Driving forces
	Points
	Restraining forces
	Points

	Support for ALN children
	5
	Cost
	5

	Promoting creativity 
	4
	Time consuming 
	4

	Promoting sense of belonging and inclusion 
	5
	Staff resistance 
	5

	Staff support 
	5
	
	

	Increase confidence 
	4
	
	

	
	
	
	

	Total
	23
	
	14



Lewin’s Force Field Analysis provides a structured way to understand change by identifying the balance between the driving forces and restraining forces(Lewin,1951).
Change is successful when the driving forces outweigh the restraining ones or when resistance is reduced(Birnes and Cooke, 2013). 
This model is particular relevant to Acorns Nurseries when evaluating the introduction of mandatory ALN training. 

6.1 Driving forces 
The driving forces are strong and directly linked to the Acorns organisation’s vision of providing high quality care. Firstly, it is a clear need to support ALN children, which score the maximum value of 5 in the analysis as well as inclusion and staff support. This reflects the urgent requirement for staff to be better equipped. Together the driving forces score a total of 23 points showing a robust push towards change.
6.2 Restraining forces 
Despite the strong driving forces, there are significant restraining ones. The most pressing barrier is the cost of training as management must consider buget for all 12 nurseries. Another issue is that training can be time- consuming and the staff resistance is a key challenge. These restraining forces score a total of 14 points which is significant but still weaker than driving forces.
 
7. Likelihood of management implementing my idea
The previous analysis shows that driving forces overweight the restraining ones. This mean the proposal has a strong chance of being accepted, particularly as it aligns with Acorns’ commitment to inclusion. 
However, success will depend on how barriers are managed. 
Restraining forces can be addressed through strategies as dividing training into phases and instead of implementing it in one to one sessions it can be hold during staff meetings. Another way could be to seek financial support from Wales Government. As Swanson and Creed(2014( note, concentrating the focus of analysis in this way enables management to see this idea as desirable and achievable. 

8.Conclusion 
This report demonstrate that mandatory ALN training represents a viable and necessary innovation for Acorns. Putting creativity and innovation into practice and applying structured change management tools such as Lewin’s Force Field Analysis, the organisation can strengthen its capacity to provide inclusive care.  Beside improving daily routine, it would also create long lasting benefits for children and staff.
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