
APPROACHES TO INNOVATION AND ORGANISATIONAL CHANGE 


Executive Summary

This report aims to show different analysis models in order to critically analyse the effectiveness of a major change with Tata steel 
The EAF transformation represents a major organisational and technological change with the aim of reducing carbon emissions, lowering operational costs, and securing the long-term future of sustainable steelmaking with the UK . Blast furnaces rely heavily on fossil fuels and raw iron ore, EAF technology produces primary steel from recycled scrap metal using electricity this significantly reduces the environmental impact and improves production flexibility.
This transition demonstrates the importance of effective change management within the organisations. Lewin’s Change Model highlights how Tata Steel must unfreeze outdated practices ands technology by implement the new EAF technology this will eventually embed sustainable into and the company’s culture. While useful, the model is limited because large industrial transformations require continuous adaptation.
Kotter’s 8-Step Change Model provides a more comprehensive framework for analysing Tata Steel’s transition. The company has created urgency through environmental and financial pressures. Forming  strategic partnerships with government and technology providers.  Establishing a clear long-term vision centred on green steel production and net-zero emissions. Significant investment, workforce restructuring, infrastructure redevelopment, and stakeholder engagement all demonstrate how Tata Steel is attempting to manage this complex transformation strategically.
Despite the long-term benefits, the transition presents major short-term challenges, including job losses, operational disruption, resistance within the workforce, and supply chain adjustments. Nevertheless, the move to EAF technology positions Tata Steel UK to improve profitability, reduce emissions by up to 90%, and remain competitive within a sustainability-driven global steel industry.
Overall, Tata Steel UK’s transition to green steelmaking reflects not only a technological shift but also a wider organisational transformation focused on resilience, sustainability, and long-term competitiveness.
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Figure 1 - ‌Connelly, M. (2023). Lewin’s Force Field Analysis Explained
Figure 2 HRC (2023). Lewin’s Change Management Model - HRC Online


















Introduction  

In terms of scale, service delivery, innovation and sustainability TATA steel UK is the most influential steel manufacturer within the UK (James (2025). Top 10 Steel Companies in UK) Globally the TATA brand has operations within 26 countries with 40 plants in the UK alone (Tata Steel UK. 2025). TATAs primary operations plant in the UK is based in Port Talbot South Wales, Once set up to be a start to finish Steel Works producing 3.6 to 5 million Tons of Iron per annum going on to downstream units such as the steel plant, Hot coil finish, Pickle line and Rolling mills. This process turning raw material such as iron ore and additions into Steel slab and coil. However after increase market pressure levied by Chinese imports, high energy prices, failed mergers and financial losses to the tune of 1 million a day (Tata Steel UK. (2026) Tata Steel UK alongside government funding has taken the decision to cease primary steel making operations as we know it and seek the future in green steelmaking in the form of an electric arc furnace. With the aim to reduce carbon emissions and cut energy overheads, this innovation is designed to secure the future of green steel making in the UK and bring the business back into profitability. 
Change within a business is an essential part of growth, ensuring a business can survive an ever changing market place and adapt to customers demands. According to Kotter “it is the only way to combat the intense complacency and turbulent competition found in modern organization” (Goodreads.com. (2012). John P. Kotter Quotes)

















Main Findings
Defining Change 
A change in business is the act of modifying structure, strategies processes or culture with the aim of improving performance to maintain competitiveness According to Kurt Lewin a change is a structured process involving stages that will move an organisation from a current state to a desired future state. (Prosci (2024). What Is Lewin’s Change Theory?)
Change is a crucial and unavoidable within a business, it allows a business to stay competitive by responding to customer needs, in this case using technological advancements. Only through growth and innovation, correct risk management will a business survive, improve and stay relevant. Change must be constant rather than a one time deal in order to last. (The Importance of Change Transition within Business Management)
Overview of the change
In the case of the introduction of Electric arc furnace operations as opposed to Blast furnaces this is significant change with the goal of decarbonising and promoting a green future for Steelmaking in Britain. The Electric arc will produce high quality steel by using recycled metals heated using electric as opposed to fossil fuels, with the primary aim to reduce carbon emissions and increase flexibility within production (Tata Steel UK. (2024). Green Steel Future.) This will involve the decommissioning of multiple units, from raw material handling, sinter plant, coke ovens Blast furnaces and heavy end operations. Then the construction of a new electric ark furnace from the ground up, infrastructure to finishing. This will have a giant effect on the business in the short term, including the negative effects of job losses, customer orders for the grades of steel that will be unavailable and more positive effects long terms including profitability and longevity. This process will have to be managed effectively to ensure the result desired is achieved, to better understand the change one tool that could be used is Lewis force field analysis.

Lewins force field analysis. 










‌Figure 1 Connelly, M. (2023). Lewin’s Force Field Analysis Explained
The force field analysis model characterises change via a state of imbalance between the driving forces and the restraining forces  scoring is then used to show how strong each force is, this should indicate if the change is likely to succeed and allows the analysis to be more objective helping to identify which force matters the most 

Transition to EAF 
Score 	 	 	 	Score 
 	DRIVING FORCES	 	RESTRAINING FORCES	 
 	 	 	 	 
5	Environmental pressure (lower CO₂)	 	High initial investment costs	4
4	Government regulations & climate laws	 	Job losses / union resistance	4
2	Demand for green steel	 	Scrap steel availability issues	3
5	Long-term cost efficiency	 	High electricity dependency	2
3	Sustainability goals (net zero)	 	Operational disruption during transition	4
2	Advances in EAF technology	 	Cultural resistance to change	2
21	 	 	 	19
				


Table 1 Force field analysis 


Figure 2 HRC (2023). Lewin’s Change Management Model - HRC Online

Lewins Change model as seen above in Figure 2 visually describes organisational change in three stages, stage one unfreeze, stage 2 change and stage 3 refreeze. Its purpose is to provide a structured approach to getting a organisation to a desired futures state from a current state.
For Tata Steel introduction of the Electric arc the unfreezing stage was driven by the ever increasing need to reduce carbon emissions to meet more demanding environmental regulations and a pressure to provide a more sustainable steel production method, a traditional blast furnace operation is a extremely carbon intense process which will make them more expensive to run due to carbon taxes and in turn the product less profitable. 
In order to prepare for the future Tata recognised the need to move towards a greener advancement in technology in the EAF, which uses recycled steels reducing emissions. This can be seen in industry trends, government polices in the form of sustainability targets.
The change step of the model is the introduction and installation of an EAF alongside the decommissioning of the old Blast furnaces, this will involve integrating the technology and the processes into manufacturing. Requiring significant investment in infrastructure, new production techniques and the reskilling of personnel.
Tata will have significant disruptions to all aspects of current operations during the transition period, and will need alignment of new and old processes, a strong leadership will be critical and strategic planning essential to ensure correct implantation of not just the equipment but the organisational structure. This will maintain productivity in the short term and secure the future.
While this model provides a structured framework for understanding the implementation of the EAF its really limited and simplistic, The model only framework will assume that the changes occur in a linear sequence but the reality is that the change will require continuous adaptation, the refreezing stage will also be less relevant for technological changes driven by environmental pressures as this demands constant evolution, However the model is useful for an initial analyse phase. Overall the model does provide an overview but a more flexible continuous change approach would better reflect the reality of a significant industrial change such as the EAF.
(Cummings, S., Bridgman, T. and Brown, K.G. (2016).

Kotters 8 step model 
A more robust tool for leading change, would be Kotter’s 8-Step Process for Leading Change.












Figure 3 BiteSize Learning (2024). Kotter’s 8-Step change model, explained

Tata transition towards the electric arc furnace or EAF will represent a major example of decarbonisation and organisational transformation within industry. As seen above in figure 3 Kotters 8-step process for leading change will provide a framework that structures analysis of how a change will affect technology, strategy and behaviour within the organisation. 
The first step is to create a sense of urgency, this is shown through Tata steels response to regulatory pressure in the form of carbon tax and the awareness of climate change, Tata has given its commitment to the net-zero emissions by 2045 ‌ (www.tata.com. (n.d.). The Power of Zero | Sustainability) To achieve this successful installation of the EAF is vital, in the UK the change to EAF is predicted to achieve a 90% reduction in emissions which highlights how unsustainable the current practices are. (Tata Steel UK, 2025)
The second step of building a strong guiding coalition Tata has involved corporate leadership, technology partners and government, For example the UK government committed to providing £500 million to support Port Talbots transformation, with Tenova providing technical expertise for the implantation of EAF technology ‌(Association for Iron & Steel Technology (2025). This approach ensures financial support and technical capability using for the transition through multiple stakeholders. 
The third step is forming a strategic vision, this is highlighted with Tatas focus on green steel using a circular manufacturing systems, massive capitol investment will underpin this vision approximately 1.25 billion in the UK alone. (ET EnergyWorld (2025). These initiatives will align long term competitiveness with sustainability objectives. 
The fourth step is to enlist a volunteer army, this shown through Tatas engagement with stakeholders, both internal and external, these will include automotive customers who also operate under the same government policy’s and will require low carbon steel. (Tata Steel UK, 2025) This broad brush approach will help to guide momentum outside of the organisation itself. 
Step 5 is to remove the barriers, this is central to implementation, Tata has undergone significant structural changes will include the closing of blast furnaces and redevelopment  of the existing infrastructure to allow the EAF to operate.  Multiple supply chain barriers have also been addressed in the sourcing scrap availability Tata will have access to 10 million Ts a year. (Tata Steel UK, 2025).
Step 6 is to generate short term wins, this is shown by looking at Tata Steels Ludhiana EAF, the plant has the capability to produce 0.75 million tons per year and actively achieves emission levels below 0.3T per Ton of steel, this provides proof and validation that using the EAF model will give the results required ( IBEF (2026). Another short term win is the closure of current operations has significantly reduced overheads in terms of energy and manning costs.
Step 7 Increasing the pace, is shown through the development of the site itself, with vast compounds being built to house contractors through to project engineers, the old site is currently being demolished making way for a brand new facility. 
Step 8 Instituting change, this is evident via annual plan which demonstrates Tatas commitment to EAF being the future, it embeds EAF technology within the long term strategy of the business. 
Tata steels EAF project closely follows Kotters 8 step process and shows how a structured change management will support what is a complex industrial change. This case demonstrates how coordinated leadership and investment will allow incremental success. 
 However the model doesn’t not show the difficulties which lie within workforce restructuring, supply chain dependency , it is also a linear model. Changes like the implementation of the EAF can often extremely complex, which multiple changes happening at once, companies may need to revisit earlier steps. The model is also heavily top down driven, with the focus being on creating urgency, this approach is likely to underestimate the resistance to change through emotional responses. Closure of the blast furnaces is likely to cause, Job insecurity, tensions and cultural resistance. Kotters model should be seen as a guiding framework rather than a plan or formula for success, as it struggles with complex uncertain environments and deep human change. 
(ResearchGate. (n.d.). (PDF) A critical analysis of John P. Kotter’s change management framework.)























Conclusion 

In conclusion, the transition of Tata Steel UK from traditional blast furnace operations to electric arc furnace (EAF) technology represents a critical strategic response to a changing environmental, economic, and competitive pressures. This change highlights the necessity for large industrial organisations to adapt in order to remain viable in an increasingly sustainability-driven market. The analysis demonstrates that while Lewin’s Change Model provides a useful foundational understanding of the transition process, its simplicity limits its effectiveness in capturing the dynamic and continuous nature of such a complex transformation. In contrast, Kotter’s 8-Step Process offers a more comprehensive framework, illustrating how leadership, stakeholder engagement, and strategic vision can support successful large-scale change.
However, both models reveal limitations when applied to real-world industrial change, particularly in addressing workforce challenges, cultural resistance, and the non-linear nature of transformation. Tata Steel’s shift to EAF technology ultimately reflects not only a technological evolution but also a broader organisational and cultural shift towards sustainability and long-term productivity. While the transition presents short-term disruptions, including job losses and operational challenges, it positions the company to achieve reduced emissions, improved cost efficiency, and future competitiveness. Therefore, effective change management that is supported by a flexible, adaptive approach will be essential in ensuring the long-term success of Tata Steel UK’s green steel strategy.
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