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Introduction  
Dow Silicones UK located in South Wales, Barry, was formally established in 2016, its primary aim to manufacture silicon-based products. Previous to this manufacturing at the site was conducted by numerous organisations including Ocean Salts who established operation in 1941 .
The change set out in this report looks to move the training office from one location to another to ultimately move management closer to apprentices with an added element of a classroom facility to house apprentices when not in education. This is to predominantly provide a successful and well-maintained cohort, reduce disruptions and manage issues in a timely manner with the involvement of management from the outset. Due to behavioural issues seen in previous years and the urgency of the issue, new cohorts arriving every September, as well as the demolition of the current office, leadership was vital to ensure a seamless transition from one situation to another, building confidence and trust within the department . This report will delve into numerous change models and leadership strategies, such as John Adairs Model, Lewin’s Forcefield Model and Maslow’s Hierarchy of Needs.



















Main Findings
Change refers to the movement of an organization away from its present state toward a desired state to increase its effectiveness and productivity. These could be in the way of introducing new technologies or cultures into the working environment . In order to implement a successful change, support from leadership is paramount. Leadership looks to enhance varying skills within individuals to produce the best outcome for the team and organisation with the added pressure of managing a lack of resources and money . Change can stem from the input of management growing slowly with the implementation of procedures and significant milestones or can be the result of external factors .
As the change was preplanned the perception to such a decision would root from the need respond to future issues and develop potential opportunities . This links closely with the proposals identified by management. With the need for movement derived from the demolition of the current office due to insufficient and in unhabitable facilities of neighbouring offices. This with the added element of asbestos exposure meant the entire building would need to be rehauled and evacuated. These measures were accounted for by management and the proposed scheme to move offices lead to the eviction of others in order for the training team to acquire a larger office space for added future developments, e.g adjected classroom.



















Leadership Through Change
Leadership provides a deep anchoring and implementation of a visionary goal for all, uniting individuals towards a common goal, ensuring support is available throughout . Aldair uses three components to depict key components for leadership , seen in figure 1.  


Figure 1 - John Adair Leadership Model 
From this we can infer that with the change seen, management should keep the task needs in high regard in conjunction with that of the teams and individual needs. For efficient task expectations leaders should ensure timing of change is planned accordingly and monitored to maintain efficiency . An issue that was seen during the processes was the lack of movement from previous residence of office thus leading to a pushback and reducing the motivation of training staff to move to room as others still had occupancy. Individually the implementation of understanding needs and development of freedom and authority is key . In this case this was demonstrated largely, with the individuals taking initiative to move office when they deemed it appropriate. Without the need for the leader to continuously monitor situation and notify others. The last parameter within this model looks at the needs of the team, specifically maintaining morale, overseeing discipline and keeping up with communications among a team . This was less evident during this change as communication between the group was already at a high level. However, from the outlook of the leader the team would include the apprentices and workforce reliant on training facilities, therefore the needs were established to ensure they have an adequate learning facility, with the added benefit of apprentices being close to management.





Lewin’s Forcefield Analysis
Through the use of Lewin's Forcefield Analysis we can determine the key driving forces and resistant forces regarding the change . Lewin’s proposed that for a change to be successful it would rely on driving forces to outweigh its counterpart . 
Frequency of change can have a large impact on job satisfaction , therefore in the case of the move resulting within a 2 year period of a previous office change, employees had an initial reluctance to relocate. Employees can feel an increase of fatigue and anxiety due to unpredictable and frequent changes  thus these resistant factors are highly relevant and valid areas of pushback. This however was short lived due to the driving forces leading the decision for change. The motivation of such work and activities are primarily driving by the need to incorporate and 
The initial driving forces demonstrated by leadership was to ensure a more well managed cohort of individuals. This is partly due to the inconsistency, reputation and behaviour of the previous cohorts. Therefore, a larger office with a partition to incorporate a classroom would allow management to keep apprentices in check and ensure they are keeping up to date with all training courses provided. Additionally, this added facility should allow cohort to build a firm relationship with management and approaching senior staff with issues before they become a substantial issue. Another driving force which became apparent mid change was the added element of the organisational decisions to demolish existing office block due to its proximity to the unused mould ridden and damaging structural integrity. This heightened the need for office staff and leadership to complete move. Adding additional time pressures and stress to all. 
A resistant force that could have been prevalent within the minds of the office staff was the company’s announcement to pause all new hires, thus this creating a sense of uncertainty. As although the current cohort may benefit in the use of the classroom facilities in close proximity to management, in the later years of apprenticeship, years 2 and 3. The apprentices are more inclined to stay within their choice areas of work. Which most likely would be located on the opposite side of site, stretching across numerous plants from the intended office move. With this in mind a lack of motivation and drive to relocate becoming a more exhaustive task, with the expectancy of such an end goal seeming more distant, as discussed further in as part of the Vroom’s Expectancy. 









Vroom’s Expectancy
Vroom’s Expectancy Theory states the importance of relationship between individual goals and motivation can vary based on personality and experience . This looks to emphasise the importance of valence, what each employee holds as valuable within their eyes . Expectancy, the likelihood of achieving desired outcome, determining the effort exerted by each individual . Lastly the instrumentality, this looks at outcome due to performance, and outcome due to need . The belief in the desired outcome proposed by management, drives individuals, therefore management should ensure they implement the rewards offered . In this case a rewarding aspect would relate to implementation of the classroom facilities or entering an office that delivers more space and a lighter environment due to the level of windows, without the risk of a over stepping from management and micromanagement to ensure a quick turnover on the change stated, leading to a poorly planned execution of change. This rewarding aspect may differ between individuals, so it is important for managers to highlight these when driving subordinates to action a change.
Figure 2 below highlights the differences between outcome due to need and performance. With the first level producing high productivity due to its expectancy. Second level is more likely to derive from tangible rewards, as seen in green which motivates individuals at a personal level, for increase in pay and recognition from senior employees. 

Figure 2 - Vroom's Expectancy Theory 


Kotter’s Model
Kotter’s Model looks to introduce the concept of 8 keys elements to ensure a successful change is implemented . Using the idea of how to start, who to involve and directed steps to aid the change processes throughout the execution . These are listed below in figure 3 and detailed in figure 4.
Figure 3 – Kotter’s Eight Steps for Successful Change 

Figure 4 - Kotter's 8 Step Change Model 
Step one was first initiated during the early months of the year with discussion towards the introduction of a classroom to house apprentices. This sense of urgency and need for change was due to the lack of behavioural control amongst the apprentices and the growing concern that this may repeat its self in coming years. Highlighting and driving the purpose of change within office staff and building a sense of purpose to pursue a clear goal for future cohorts .
Step two looks to build a dedicated team to help coordinate and complete the change proposed by leadership . This was established pre change, as the office members consisting of 4 members already holding a good team relationship, both inside and outside of the working environment. With a high level of trust and commitment seeded within the group . Thus, with a united inclination to move towards the change, the coordination between individuals would drive one another towards movement and taking action to implement. Guiding and aiding each other with tasks lists in order to complete change in a timely manner.
Step three adds the element of a specific timescale and problem statements, to help envision goals set out, creating a coherent vision for employees to work towards . This was seen to be prominent in the office, due to the problem set out urging the movement for change. And the timescale dependant on the date of demolition as well as the foreseeable start for new cohorts joining in September. This step requires leaders to be fast acting and supportive when considering vision needs .
Step four as seen in figure 4 emphasis the need to “enlist a volunteer”, this links closely with step two, demonstrating a united front to move towards change. This stage aims to gain proactive individuals  working towards a resistance free change movement. This was partly seen to be the case, due to the cohesion of the team however further to this motivation was lacking, as a consequence of the scale and proximity of move. 
Step five highlights the importance to identify and remove obstacles , as previously mentioned motivation to move was at a minimum. Therefore, this carried the most resistance and needed thwarting to engage and move individuals to change. Another element causing obstruction was the issue of the new office being occupied by other departments, this needed to be rectified to empower and emphasis others for the need of change.
Step six looks to empower workers for innovation . This plays a pivotal role to engage and motivate, allowing these actions will build a sense of pride and achievement helping the expectancy side to change, as mentioned previously in Vroom’s Expectancy model. These elements driving individuals to change as the product of their achievement is visual and tangible. With this in mind the little changes made to enhance this idea was the vacation of previous office staff. The sourcing of a trolley cart to aid with moving all folders and documents. The assistance given by the IT department to connect computers and bring printers online.
Step seven encourages the need to continue and move towards change, leadership aims ensures the momentum doesn’t fall short and motivation high though each aspect of change . For the change seen on site, once the new office was vacant the team encouraged and pushed for change within a small window frame, this was to help not prolong the need to motivate and wait to leaderships approval, but to act on initiative and complete the change, before motivation was lacking and the effort needed would have been far higher later down the line.
The last step looks at the connection between new behaviour and organisational success . Ensuring that the change does not fall through, and the key elements of change have been implemented. This was seen to be the case with the change demonstrated, as once all equipment was brought into new office the team could set out furnishing as they choose and regain normality. 














Motivation
Using Maslow’s Hierarchy of Needs, the motivational elements to human psychology can be investigated . The main elements running through this model is seen in figure 5.

Figure 5 - Maslow's Hierarchy of Needs
These highlight the importance of motivation outside the working environment, and the drives for individuals to seek a level of satisfaction. This model although clear in its description can be interpreted in varying ways, depending on the team or individual in question. For example, the need for love may be more of a necessity to some than the others due to childhood experiences . Therefore, when working with the model it is important for leadership to clearly set of the needs of each individual and their driving forces when in the working environment. Some may find the motivation comes directly from the need to achieve a goal or to accomplish a task, thus having targets and mentorship can drive individual to these changes. And aid leadership in times when building teams and supports arise, similar to that mentioned in step two of Kotter’s Model. 
When organisations implement a change strategy it is important to note that individuals can feel a sense of pain and loss of belonging, threatening their sense of identity . This fact is noticeable in the movement of the prior tenants of the office, being urged by leadership to vacate the office. This can also be mirrored with respect to the training staff having to leave an environment they felt comfortable in, feeling a sense of threat with the notion to move. 
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