University of Wales Trinity Saint David
School of Engineering


[image: university-of-wales-trinity-saint-david-logo-vector | ESRC Wales Doctoral  Training Partnership]





Approaches to Innovation and Organisational Change
Joe Shankland
231772
BEng Mechanical Engineering
12/05/2025


Management, Sustainability and Innovation
ACMA5007




Contents
Executive Summary	3
Introduction	4
Main Findings	5
Lewin’s Force Field Analysis	5
Driving Forces	6
Resistive Forces	6
Kotter’s 8 Steps for Leading Change	7
Step 1 – Create a Sense of Urgency	7
Step 2 – Build a Guiding Coalition	7
Step 3 – Form a Strategic Vision and Initiatives	8
Step 4 – Enlist a Volunteer Army	8
Step 5 – Enable Action by Removing Barriers	8
Step 6 – Generate Short-Term Wins	8
Step 7 - Sustain Acceleration	8
Step 8 – Institute Change	8
Conclusion	9
Bibliography	10
























[bookmark: _Toc196732552]Executive Summary































[bookmark: _Toc196732553]Introduction

[image: Tata Steel: UK's biggest steelworks shuts down final furnace after more  than 100 years | UK News | Sky News]TATA Steel is a multinational steelmaking Company which operates in 26 countries and produces around 30 million tons annually, and until recently, the Port Talbot Site in South Wales was the largest Steel Producer in the UK. However, in September 2023, TATA Steel announced that they would be transitioning from Blast Furnace Steel Production to Electric Arc Steel Production. This transition was driven by a promise of £500million from the Government with the goal of reducing the UK’s Carbon emissions. The transition however, was accompanied by 3,000 job losses, with 2,800 of them being from the Port Talbot site. These jobs came as Port Talbot’s Heavy End was shut, and other areas moth balled until the completion of the Electric Arc Furnace, which has a proposed completion data of 2027.Figure 1 – TATA Steel’s Port Talbot Heavy End

This transition created the need for a massive organisational restructure, which would affect every member of the organisation, at every level of management and included not only thousands of job losses but also thousands of job changes. One example of this was in the Asset Integrity Teams in Central Engineering, with the majority of machinery that would be used on site having to change, the function of the Asset Integrity Teams would also have to change. This change came in the shape of a reorganisation, affecting the numbers and roles of those in the team.
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In the modern world, change is essential for any business or organisation. Change ensures that a company is able to adapt to any problems it may face whether internal or external. Many factors may force change upon a company for it to survive, for example, competition from rival companies in the same sector, innovative technologies that render the current technology obsolete, or political and social pressures. However, for a change to be properly executed in a company, the proper analysis and management tools must be used, such as Kotter’s 8-Step Change Model, or Lewin’s Force Field Analysis. To first analyse the change, Lewin’s Force Field Analysis will identify both the driving and resistive forces in the system, which allows us to see which areas must be focused on and managed correctly.
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[image: A diagram of different types of work

AI-generated content may be incorrect.]Lewin’s Force Field Analysis is a framework for understanding the forces of change in an organisation. Being able to identify these forces means organisations can plan to implement effective change strategies for its management. In the case of TATA Steel’s transition from Blast Furnace Steelmaking to Electric Arc Furnace Steelmaking, we can see the equilibrium of forces below, in Figure 1. Figure 1 shows that the majority of the driving forces are environmental factors, however, the weight of the factors is further increased by the governmental backing. While the resistive forces are mainly from the workforce and the surrounding culture of steelmaking in Port Talbot which has impacted the area for over a century.
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Government Legislation – The largest driving force that would eventually lead to the change of furnaces in TATA Steel Port Talbot was the Government Legislations regarding net greenhouse gas emissions. The UK Government signed the 2008 Climate Change Act, which committed to reducing net greenhouse gas emissions by 80% from 1990 levels by 2050. However, in 2019, the UK government changed their commitment to reducing greenhouses gas emissions by 100% from 1990 levels, making the UK net zero by 2050. In 2020, the UK Steel Industry was responsible for over 25% of the countries’ greenhouse gas emissions, making it the largest greenhouse gas emitting Industry in the UK, followed by the Chemicals Industry, which contributes only 19%. This meant that the Steelmaking Industry was one of the Government’s biggest targets for reducing greenhouse gas emissions. 
Government Financial Incentives – In 2023, the UK Government and TATA Steel announced proposals to invest £1.25 billion to enable greener steel production in Port Talbot, in the shape of an Electric Arc Furnace. As part of this investment, the government pledged a £500 million grant which would aid the company through the transition. 
Societal Pressures – In response to the looming global threat of climate change, the expectations of society have changed as they expect large companies such as TATA Steel to do more to fight climate change. This is not only reflected in the domestic market, but in the industrial market TATA Steel supply to. This can be seen in the increased popularity of TATA Steel’s low-CO2 Steel
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Unions – One of the largest resistive forces to TATA Steel’s proposed change was from the Trade Unions which work integrally with TATA Steel. The Unions, which represent a large portion of the workforce, are passionate about fighting change which would come with such a large number of job losses. While not always successful, trade unions have the support of the workforce behind them, as they often propose alternative change and in some cases threaten strikes to get their way, which could be massively harmful to TATA.
Culture and History – Port Talbot has been producing steel since the turn of the 20th Century, with its connections via both a railway line and port, the steel industry grew exponentially over the next century. While the process has changed slightly over the years, such as the introduction of BOS Steelmaking and newer mills, the workforce and culture surrounding it has mainly stayed the same. The Steelworks has employed thousands of people, at one point nearly 20,000 people worked at the Port Talbot Steelworks, which included generations of people from the same family, and the majority of workers aiming to work there from apprenticeship to retirement. The proposed change will not only threaten the lively hood of many of the workforce, but will require an extensive re-training process for those who keep their jobs. This requirement of re-training could also mean some get replaced with a more skilled workforce.
Uncertainty – The first six months after these proposed changes were announced, the information passed down to the employees was only the proposal to lose nearly 3,000 jobs in the transition to a greener future. This lack of information and vague proposal caused confusion and uncertainty within the workforce, making it more difficult for them to understand and agree the changes.
Misinformation – At the time, there wasn’t a lot of information surrounding the EAF method of Steelmaking, as it wasn’t something that was commonly used on a large scale. It became common belief that because of its lack of use, EAF Steelmaking must not be able to produce the same qualities of Steel as traditional Blast Furnace Steelmaking. While not being explicitly true, this became a massive concern for the workforce, as well as the surrounding community. This lead to the belief that TATA Steel would not be able to provide the quality of Steel that is required for food packaging or the automotive industry, which are large contract holders for the organisation.
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After the need for change has been analysed, and the largest resistive forces have been identified, the change needs to be managed moving forward. While there are many methods of managing change, one of the most common and effective methods is to use Kotter’s 8 Steps for Leading Change. However, Kotter’s method has been critiqued for being too linear and top down, which for many modern organisations, might not be adequate to manage the type of changes they experience. 
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Creating a sense of urgency when experiencing change is important to inspire people to act by helping people to understand the risks of not changing. An effective way of doing this is by educating the organisation on the opportunities that change can bring, as well as the risks faced by not changing. In the context of TATA Steel’s change to EAF Steelmaking, this could be done by highlighting the importance of low carbon steel for downstream businesses as well as educating the organisation on the quality of the product from EAF Steelmaking, as this was previously identified as one of the resistive forces in Lewin’s Force Field Analysis. TATA Steel were unsuccessful in both of these things, there was never any information regarding the importance or quality of the low carbon steel that would be produced using the EAF. During this time period, there was also a company wide re-organisation of management, which meant in some cases, that departments were left without permanent management positions, so the top-down method of communication became completely ineffective and left lots of workers without information.
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