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Executive Summary
The purpose of this report is to identify and evaluate the structural change that has occurred at Tata Steel, Shotton in the technical department. The need for a more sustainable product is an ongoing battle that Tata Steel UK is facing and will be facing for the coming years, this change is a small portion of this overall aim. The change has needed to come about with the changing economy of Tata Steel UK because of the changing of the operations across the country to aid with a more sustainable product from start to finish. 
This report has analysed and implemented some models and techniques that have been used during this change as well as suitable recommendations for how the use of different change models would have made this process more efficient. The report has outlined that the early stages of this change were difficult for several reasons the main of which being the limited communication and the human element of the change. Upon reflection some of these issues have not been managers faults but in fact the wider organisation management team with limited information about the desired change for a more sustainable product. 
Some suitable recommendations that have been made through this report cover using more of these models to understand why employees have felt so de-moralised and using these models to boost the morale of the team. By implementing this recommendation, we would have saved a lot of time and been able to facilitate the change as a group making for a smoother, more efficient transition in the company. Another recommendation would be to have a full laboratory re-design to facilitate moving another lab into it. This recommendation, however, is not achievable due to the current financial state of the company and the limited spends that are now being allocated. 
Overall, throughout this report I have described a positive change that has had many beneficial impacts for both the company and the employees.















Table of Contents
Executive Summary	1
Introduction	3
Main Findings	4
The Innovation or Change	4
How was the change managed?	4
Analysis models & Motivation Theories	4
Leadership	6
Conclusion	9
Bibliography	10
Appendices	11
Appendix A	11
Appendix B	11
Appendix C	12
 


















Introduction  
An organisation is a group of people that work alongside each other in an open system that receives input from the external environment to achieve goals in a structured and co-ordinated way (Odor, 2018). Organisational changes are often perceived poorly as many people don’t want there working environment to change especially if they feel that the change will not benefit them. Organisational changes are very important to keep up with the growing competitiveness of the marketplace, these changes are often to make a more efficient and more profitable organisation (AGBANA, Friday Isah Iyaji and Bakare, 2023). An example of a factor that could drive this change could be technological advancements. Technological advancements are often a way of making this change to ensure faster, more efficient production of a product or service within the organisation. 
I work for Tata Steel in the steel coatings business located in Shotton, North Wales. (Tata Steel UK, 2024). My role is a laboratory technician currently operating in the organics section of this department where I deal with incoming paint and colour from the paint suppliers, setting standards and investigating colour issues and line defects. Another part of this job is product integrity testing, calibrations of colour measurement equipment, colour enquiries from customers through the commercial team and general maintenance of laboratory equipment. Throughout this report I am going to discuss in detail a change that has/ is occurring in my organisation, how this change has been managed.














Main Findings

The Innovation or Change 
The change that I am going to be discussing is the departmental reorganisation. There are many factors both internal and external that contributed to the need for this change within my organisation. The largest factor to drive this change was external factor being that as a company we need to lower our CO2 emissions to keep up with the competitiveness of the market which led to the internal factors being the closing of the blast furnace in Port Talbot which led to many voluntary redundancies and job relocations meaning that Shotton had voluntary redundancy spots that needed to be taken. After applications it was decided by management that my organics department line manager and supervisor would be taking these redundancies. Consequently, the organics section that I worked for would be absorbed by the corrosion and metallurgy laboratory. Other factors that drove this decision was the hope to have a more harmonious laboratory where all the laboratory tasks would be carried out, this also improves the training opportunities and skill sets of all the technicians. There being one laboratory would decrease waiting time for large jobs, be more profitable and require less technicians to carry out all the jobs, hence saving money. 
My involvement in this change has been due to lots of planning being needed to take place to move one laboratory over to the other as there have been lots of considerations around workloads, moving networked colour computers that could potentially disrupt the line activities and making the new laboratory safe with planned ventilation systems in place for the oven we use in paint investigations. 

How was the change managed?
The implementation of this change was a long process due to the logistics around the actual moving. The first steps to this began when it was announced the plan to shut the Port Talbot blast furnaces. From here the voluntary redundancies where announced and everyone was given an opportunity to apply for this. Once these had been decided everyone in the department had a detailed 1-1 with the technical manager who then outlined the management plan for the restructuring of the organisation to fit in with these redundancies. From here we had regular meetings outlining all the jobs we would be taking with us, equipment/ personal relocation, innovations of new job request systems as well as facilities that we would need in the other laboratory. 
When we look at some of the weaknesses of the management of this change, we should consider the beginning of this process where there was a lot of uncertainty surrounding the change. Technicians felt unheard and morale was at a low until things began to change. For example, the technicians from my area had some ideas to help with an easier transition such as forward training that were initially overlooked due to the structure not being .This could have been communicated more efficiently rather than being overlooked. 
Analysis models & Motivation Theories  
Lewin’s basic 3 step change model is a basic framework used in managing change. The basic principle of this model is to create a change that is effective and lasting within the organisation (Lewin, 1951). The three stages to this model are:
Unfreeze – This is before the change occurs. 
Change/innovation/transition – When people come to terms with the change and begin to innovate a new method for completing tasks. 
Refreeze – Establishes a new stability in the organisation where everyone has adjusted to the new normal working. 
Lewin’s Force Field analysis is a tool is then an extension of Lewin’s 3 step change that can be used in management to help identify the what the driving factors are that influence change which was developed by Lewin (1951) (Toves, Graf and Gould, 2019, pp.140–149). Appendix A demonstrates an example of Lewin’s force field analysis. To apply this analysis tool the change I have described I first need to identify the key driving forces for this change (which I have briefly spoken about above):
Sustainability – Need to lower CO2 emissions throughout the Tata steel product.
Competition – We need to do this quickly as competitors are beating us to the market. 
Improving efficiency – If we have one lab, there will be more people to complete tasks quicker and more efficient.
Innovation – the reorganisation allows for more innovation in the department.
Voluntary redundancies across Tata Steel / legal – we needed to reach a certain number of voluntary redundancies to legally comply and in the future save money throughout the sites. 
Next, as part of this analysis I need to identify the key restraining factors:
Job security.
Fear of the unknown.
Habits.
Communication. 
Lack of time and money. 
The next part of this analysis is reflected on the balancing factors of the change:
The survival of the company.
The multiskilling prospects.
Flexibility and adaptability of the department to overcome challenges.
Customers will be able to see the benefit of this change. 
Building on this model is then Kottler’s 8 step change model which is very commonly used when managing organisational changes. According to Kotter (2025) 70 percent of change ideas fail in an organisation. Kottler’s 8 step change model provides the scope to ensure a change does not fail within an organisation. Appendix B Shows this 8 step model. The 8 steps in this change and how they can be related to my change can be seen below:
Establish a sense of urgency – Help others see the need for the change. We had this stage happen when we were initially given the brief around the changes and the proposed plans through to the 1-1 personal chats that happened afterwards about the change. 
Creating a guiding coalition – The company forms a team to direct the change and complete all the tasks. Senior management meetings were held to organise the change as well as small groups of technicians that met to discuss innovations and organisation of the lab move. Technicians, senior technicians and managers also held regular opportunity meetings to explain to everyone training opportunities and new ideas.
Create a strategic vision for the change – Clarifying the overall goal and how this is to be achieved. For my example this has been carried out by developing a clear vision of where each task will lie under the organisational chart. For example, paint testing will be grouped with the chemistry section as a wet chemistry section. 
Communication of the vision – Aiding the mindset of the people in the vision. For example, we had regular 1-1s to discuss all our fears and to be reassured about the change. This was all communicated efficiently once the plan was set in place.
Empower broad based action – Encouraging people to take their own initiative by removing any obstacles. An example of how this stage was carried out during my change was technicians and people carrying out the tasks on a day-to-day basis taking initiative to update and improve any working procedures to aid with the smooth training of people who are new to the tasks. Another part of this is that management have provided a range of courses for willing members of the team to attend such as how to complete purchase order. 
Generate short term wins – Generating and celebrating the short-term wins. In my example this is shown by regular progress meetings where the successes have been displayed throughout the progress as well as individual praise being given to people going above and beyond in the planning and organisation.
Sustain acceleration – Not giving up once the small wins have been completed but in fact keep levelling up the wins to progress further with the change. In my example this can be seen by once we were moved there have been continuous plans to improve the laboratory by restructuring the building to fit together with the vision better. This is more of a long-term goal but there has been continuous planning for when the time comes for this to be implemented. 
Incorporate the change into the culture – When the change is no longer a change but a comfortable way of working. (Laig and Abocejo, 2021)
Looking at these models and how they apply to the change that has been discussed there are some areas that could have been improved throughout the process making for an easier transition. The first of which would the communication in the beginning. The beginning communication from management was unclear and sent a negative message to employees due to the uncertainty. The second would be to first create a clear plan as we never really had a clear timeline for the proposed plan. Finally, I would have started earlier training for an easier transition than what we experienced. 
Leadership
Leadership is a key role in any change within the organisation as any change requires someone who is going to drive the change to achieve the desired goals and objectives. Leadership is a key aspect to change as the leadership style can affect the human aspect of the change. 
As stated in the above this change discussed affected many of the employee’s morale (especially initially) due to the uncertainty of the change and how closed minded some of the employees were to learn new skills and working in a new environment. Even for those employees that were less affected by the news the morale of the other employees soon took an effect in reducing their morale due to the increased workload created by the employees with the low morale and the mood of the people within the company. This all led to very under motivated employees who then neglected some of their jobs which was bad for the company. 
As motivation is a key concept in any organisational change a motivational theory that may have assisted in the early stages of this could have been Herzberg’s Theory. This theory was developed influenced by Maslow’s hierarchy of needs (Herzberg, 1959). Herzberg’s Theory of motivation states that dissatisfaction and satisfaction come from two distinct factors which are:
Motivators – some motivator factors include recognition, responsibility and the possibility of growth. 
Hygiene factors – some hygiene factors include relationship with supervisors, policies, working conditions and salary. (Galanakis and Peramatzis, 2022)
When we look at the change discussed these two distinct factors can be applied to this theory as many people could not see the possibility of growth in the new structure, could see no recognition of the work completed and could see current responsibilities being taken away (motivators). The employees also felt they had a poor relationship with the soon to be new manager of everyone and many employees thought that the extra tasks they would have would not fit the current pay grade of a technician. When compared with the theory you can see why there was such an initial dissatisfaction to the proposal. 
If this theory was considered and the proposal was carefully communicated within the department, I believe that the employee morale would have been much higher in the early stages which would have subsequently made for an easier, more efficient change. From this information I would suggest that management should have communicated more open and honestly providing clear insights to the change at hand, listening to the potential concerns. 
Appendix C shows Maslow’s Hierarchy of needs which can be used as a basic framework of understanding the basic needs of humans starting with the most basic ‘physiological needs’ progressing up the pyramid to ‘self-actualisation’. This hierarchy should be considered when the human element of change is tackled. The 5 stages of this from most basic are:
Physiological needs – basic needs such as food and sleep. In the workplace this can be achieved by adequate breaks and fair wages.
Safety and security – family, health and employment. In the workplace this can be achieved by having a safe working environment and health benefits available.
Love and belonging – sense of connection, friends and family. In the workplace this can be achieved by having a team orientated culture.
Esteem needs – confidence, achievement and respect for others. In the workplace this can be achieved by recognising employees’ achievements and providing career developing prospects.
Self-actualisation – morality, creativity and meaning. In the workplace this can be achieved by having creative freedom and opportunities for personal growth and development.
Each section of the pyramid needs to be fulfilled in the above order to reach a high motivation of employees. This pyramid should be considered when change is implemented as far as a company can to achieve the desired flow within an organisation. (Maslow, 1943). 
There are generally 3 styles of leadership that could be followed:
Authoritarian style – The manager alone will make all the decisions.
Democratic style – this is where the manager will ask for input from employees surrounding the change.
Laissez-faire style - this is where the decision making is passed on to the employees as they are functioning well without managerial input. (Mullins, 2019)
When this is applied to the change, initially the leadership style that was used was authoritarian which was not the correct style as the employees felt they had a better insight to how the change needed to be implemented. Once our manager realised this the leadership style changed to a democratic style to benefit the change as there were aspects of the change that required employee input for a smooth transition.





























Conclusion 

To conclude in this report, I have used and analysed some theories that are applicable to the approaches and innovations of an organisational change that has occurred within my organisation. The key findings of this have been that once the organisational change was correctly identified and a basic plan was put into place, these theories have been managed and implemented well. However, we have found that in the early stages of this change the theories were not implemented as well as they could have been which resulted in lots of dissatisfaction throughout the company. 
Based on some of the points discussed I have discovered that the main initial problem with the change was that the proposal was not well thought out resulting in management being unable to reassure employees or communicate an efficient plan. However, once people started raising concerns and the concerns could be addressed the change became more efficient showing that the employees’ opinions and innovations helped to develop the plan into an efficient operation. 
My key recommendations for this change upon reflection would be to have communicated the plan better. Have everyone’s input earlier and to try build upon employee relationships with management throughout the whole process by following Herzberg’s motivational theory by incorporating more time for explanations around the benefits of the change. Also following Lewin’s force field analysis to understand the key factors of the employee’s resilience to the change. 
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Appendices 
Appendix A 
An example of applying Lewin’s Force Field analysis:
(from Marie’s Lecture) 
Appendix B
A figure that shows Kottler’s 8 step change model.
 (Laig and Abocejo, 2021). 

Appendix C
An image demonstrating Maslow’s Hierarchy of needs.
 (Maslow, 1943)
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