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[bookmark: _Toc166699668]Abstract
This reflective report examines the ‘quench prevention’ project undertaken in the hot mill at Tata Steel's Port Talbot plant. The project aimed to improve efficiency and reduce costs, fell short of its financial and production targets for the 2023/24 fiscal year.
An investigation revealed that the initial project lacked a structured change management process. There was a clear absence of direction and formal communication channels, hindering team engagement and failing to address the crucial aspect of fostering long-term behavioural change within the team. Traditional project management approaches are often criticised for neglecting this critical factor, which can ultimately impede project success.
To address these shortcomings, a multi-faceted approach was adopted. Kotter's 8-Step Change Model provided a framework for creating a sense of urgency, establishing a guiding team, developing a shared vision, and implementing improved communication strategies. Additionally, Agile techniques were incorporated to enhance project flexibility and adaptability alongside various other techniques such as the work breakdown structure and the Eisenhower methods. The revised approach, emphasising structured change management and incorporating Agile principles, yielded positive results in the short term. Communication within the team improved and production targets were revised to reflect a more realistic assessment, and new system alerts were implemented to prevent coil quenching.  However, the report acknowledges limitations associated with a top-down communication style. The importance of incorporating operator feedback for long-term behavioural change and project sustainability is highlighted.
This project not only offers valuable insights for practitioners seeking to improve project outcomes and achieve long-term success in industrial settings, but also emphasises the importance of continuous learning and team dynamics within a structured change management process. The development of a personalised Continuous Professional Development (CPD) plan focused on leadership, teamwork, industry awareness, and project management skills further strengthens the practical application of these findings.
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[bookmark: _Toc166609934][bookmark: _Toc166699670]Introduction
This report reflects on my experience as a Project owner of the Quench Prevention project. The project aimed to prevent defective coils, also referred to as ‘not right first time’ coils, from being quenched to uplift the resale value from least profitable non-prime and to prevent unnecessary processing costs. My responsibilities included Project Leadership & Management, communication, Stakeholder Management and Process Improvement.
Original project did not hit yearly financial benefit and production targets for FY23/24. This needs to be reviewed to understand why and if any improvements can be made to the project.
Through this reflection, the aim is to analyse learnings, identify areas where improved, Identify issues behind not hitting the target figures and showcase developed skills throughout the project.
[bookmark: _Toc166609935][bookmark: _Toc166699671]Background Information
This project was undertaken at Tata steel in Port Talbots plant in Wales. As the UK's largest steelworks, it's a dominant presence, employing over 4,000 people and capable of manufacturing out nearly 5 million tonnes of steel slab annually. (steel, Port Talbot, 2024)
[bookmark: _Toc166609936][bookmark: _Toc166699672]Hot Mill process
[image: ] (Tobin, 2024)
[bookmark: _Toc166697591]Figure 1 - Tata Steel Port Talbot Hot mill process schematic
Steel slabs made in the in the continuous casting process are reheated to 1180-1210°C in furnaces for roughly 2 hours. Roughing mills reduce slab thickness from 234mm to 40mm in multiple passes. In the finishing mill, strip thickness is further reduced over seven stands to aimed coil gauges, with strip temperatures ranging from 830 to 930°C. 
Objectives include reducing bar thickness to final gauge (1.4mm – 18.0mm), achieving the required gauge profile, finishing temperature/metallurgical structure, shape, and surface quality, as well as removing formed scale. Surface inspection occurs here. High-pressure water spray bars on the run-out table cool the strip to coiling temperatures between 500 to 700°C, influencing material phases and precipitates. (Steel, 2011)
Hot mill coils are distributed within Tata Steel UK or sold directly. A customer order determines the coil's prefix, routing it to its next destination in the supply chain.
[image: ]
(Tobin, 2024)
[bookmark: _Toc166697592]Figure 2 - Matrix showing prefix and route of hot rolled coils in Tata steel port talbot 
[bookmark: _Toc166609937][bookmark: _Toc166699673]Not Right First Time coils
The Hot Mill (HM) department faces a significant challenge with coils being rejected after the HM process by inspectors due to various defects exhibited within the coil. 37These coils are known as ‘NOT RIGHT FIRST TIME (NRFT)’. Defects include surface, dimension issues and temperature issues, shown in Figure 3.
[image: ] (Tobin, 2024)
[bookmark: _Ref164945914][bookmark: _Toc166697593]Figure 3 – Image of a surface defect on hot rolled material of a heavy skin lamination
Tata Steel has a Hot rolled dry surface standards document which dictates which surface defects are suitable for which category. Categories range from A-E as seen in Figure 4.
[image: ] (Quality, 2024)
[bookmark: _Toc166697594]Figure 4 - Extract of Hot Rolled Dry surface standards controlled document
As seen in the diagram of a coil exhibits defects which prevents it from fitting within category A,B,C then it can only fit into Category E (non-prime). Non-prime is almost a whole new product in itself, non-prime coils can contain any form of defect but the way they are categorised is through the percentage length of defective material affected. These coils are sold at reduced prices to various customers on a website called ‘screensales’.
[image: ] (Arisings, 2024)
[bookmark: _Toc166697595]Figure 5 - Non Prime categories for Hot Rolled Dry
Consider a 1000m coil with a 150m defect. This length qualifies it for category NH1. Larger defects (400m for NH20, 750m for NH25) would change the category. Rejected NRFT coils can be rerouted if they meet the "Prime" criteria for categories A and B on HRD surface standards, allowing them to be sold through "prime screensales" or to other existing customer orders. Pricing varies significantly by category, with a new estimated price list sent out monthly by accountants.
[image: ] (accountants, 2023)
[bookmark: _Toc166697596]Figure 6 - Matrix of screen sales prices provided by accountants March 2023
Coils which were initially designated for ‘quenching’ as part of their specific orders are classified with prefix starting with ‘C’ (known as ‘C coils’) - Quenching is the process where coils are placed in a tank containing a water & oil solution, the reasoning behind this is to cool down the temperature of coils from 500°C  to 70°C to enable pickling and cold rolling. Quenching is an unnecessary process for NRFT coils as they are no longer required to be cold rolled.
Once quenched, these coils are limited in their processing options, requiring process through the LL Pickle Line (LL PL) or LINK (C coils). Quenched coils cannot be sold as Prime Hot Rolled Dry (HRD) coils. For reference certain defects are suitable for Prime HRD but the same defects cannot be processed through the LINK and LL PL. 
This issue was identified by the HRP Arising co-ordinator and sparked an initial background investigation.
The project was owned by Joseph Tobin the arisings co-ordinator for the Hot Mill with the involvement of various teams such as shift teams, area managers, works managers and supply chain. A Gantt chart was created to plan and track the project. 
[image: ] (Tobin, 2023)
[bookmark: _Toc166697597]Figure 7- Snapshot of Gantt chart created by Joseph Tobin showing the overview of the project 'Quench Prevention'
[image: ] (Tobin, 2023)
[bookmark: _Toc166697598]Figure 8-Snapshot of Gantt chart created by Joseph Tobin showing the project management aspect of the project 'Quench Prevention'
Based on last year's data, the project aimed to prevent quenching on 60% of the 79 monthly "not right first time" coils, targeting 10 coils for reapplication in prime or NH1 screen sales. This strategy, estimated to generate a monthly benefit of £22,500, translated to a potential annual benefit of £270,000.
Financial figures from the accountants at the end of FY23/24 showed that the actual benefit for the business was £63,405 with a total of 54 coils contributing to the benefit. The amount of coils not quenched did not hit the 60% target but was at 50%. Original project did not hit yearly financial benefit or production targets for FY23/24. This needs to be reviewed to understand why and if any improvements can be made to the project
[bookmark: _Toc166609938][bookmark: _Toc166699674]Literature review
[bookmark: _Toc166609939][bookmark: _Toc166699675]Change management
Effective change management is critical for the success of complex initiatives involving multiple teams. This section reviews two prominent frameworks, Kotter's 8-Step Change Model and the ADKAR Model, to identify their strengths and weaknesses in facilitating successful multi-team change.
[bookmark: _Toc166609940][bookmark: _Toc166699676]Kotter 8 step Model
[image: ] (Freeman-Gray, 2024)
[bookmark: _Toc166697599]Figure 9 - Kotter’s 8 step change model matrix

Widely recognised, Kotter's (2011) model offers a structured approach for leading organisational change. Kotter's model was originally designed for large-scale organisational transformations, it can be effectively adapted for complex process change initiatives. By focusing on steps like building a strong coalition, creating a clear vision for the new process, and achieving early wins, the model can help ensure buy-in and successful implementation across multiple teams involved in the process change (Laig, 2021).
By analysing past failures to build urgency and secure team buy-in, it fosters a collaborative environment.  This is further enhanced by forming a cross-functional team for diverse perspectives and clear communication.  The focus on achieving early wins maintains momentum and builds confidence in the new direction, ultimately increasing the likelihood of successful implementation across multiple teams.
[bookmark: _Toc166609941][bookmark: _Toc166699677]The ADKAR Model
The ADKAR Model focuses on the individual and their psychological readiness for change. While it offers valuable insights, the ADKAR model has limitations when applied to complex, multi-team initiatives:
The ADKAR model is a framework that explores the five key mindsets individuals need to successfully adopt change: Awareness (of the need), Desire (to participate), Knowledge (of how to change), Ability (to implement), and Reinforcement (to sustain).  This focus on individual readiness benefits change initiatives by fostering buy-in through tailored communication, increasing adoption rates by equipping individuals with the necessary knowledge and skills, and reducing resistance through ongoing support (Kearns, 2004).
[bookmark: _Toc166609942][bookmark: _Toc166699678]Comparison of Kotter and ADKAR models
While the ADKAR Model provides valuable insights into individual change readiness, Kotter's model offers a more comprehensive framework for leading complex, multi-team initiatives which is more suited to this particular project. Kotter's model addresses the need for a clear vision, communication strategy, and leadership to drive change across the organisation which was absence in the initial project (Bekmukhambetova, 2021).
The ADKAR model can be a useful supplement to Kotter's model, helping tailor communication and support mechanisms to address individual needs within each team (Tang, 2019).
[bookmark: _Toc166609943][bookmark: _Toc166699679]Agile methods
Agile project management methods are used for fact finding projects. By comparing the Kanban and Scrum, the most appropriate method can be used for this project.
[bookmark: _Toc166609944][bookmark: _Toc166699680]Kanban
Kanban is an Agile methodology that utilises a visual board to manage work. It focuses on continuous flow, limiting work in progress to prevent bottlenecks. Tasks are represented by cards on the board, moving through stages like "To Do," "In Progress," and "Done." Kanban embraces change, allowing for new tasks to be added or priorities to be adjusted as needed. (Bozheva, 2020)
[bookmark: _Toc166609945][bookmark: _Toc166699681]Scrum
Scrum is another Agile method that utilises a fixed-length sprint cycle (typically 1-4 weeks) to deliver working product increments. Scrum teams consist of specific roles (Product Owner, Scrum Master, Development Team) and ceremonies (meetings) like sprint planning, daily stand-ups, sprint reviews, and retrospectives. Scrum emphasises clarity, focus, and predictability within each sprint cycle (Sutherland, 2015).
[bookmark: _Toc166609946][bookmark: _Toc166699682]Comparison of KANBAN and Scrum
Kanban excels for flexible fact-finding projects with evolving requirements. It adapts to change seamlessly, allowing new discoveries to be incorporated as needed (Alqudah, 2017). Unlike Scrum's fixed sprints, Kanban facilitates continuous improvement through ongoing prioritisation.  The minimal setup compared to Scrum's defined roles and ceremonies frees up time for fact-finding, analysis, and implementing improvements, especially valuable considering team workload constraints (Sjøberg, 2012).
[bookmark: _Toc166609948][bookmark: _Toc166699683]Project management
[bookmark: _Toc166699684]Project Conduct 
Ethical conduct is paramount in complex projects with diverse teams and shifting schedules. Safety remains the top priority, aligning with Tata Steel's value of Integrity (TATA Steel, 2024). Open communication and collaboration, championed by their excellence value, are crucial for safe project execution.  Understanding professional codes and practicing continuous ethical learning equips leaders to navigate challenges and make decisions prioritising both safety and long-term sustainability, reflecting Tata Steel's commitment to responsibility. (National Society of Professional Engineers, 2021)
[image: ] (steel, 2024)
[bookmark: _Toc166697600]Figure 16 - image of Tata Steels values
[bookmark: _Toc166609949][bookmark: _Toc166699685]Project Planning and scheduling
The cornerstone of effective project implementation rests upon thorough planning and scheduling. This section elaborates on the methods used to outline project scope, set timelines, and distribute resources.
[bookmark: _Toc166609950][bookmark: _Toc166699686]Gantt Chart and Project Plan
This section will detail my project planning using the Gantt chart method. 
[bookmark: _Toc166609951][bookmark: _Toc166699687]Advantages and disadvantages
Gantt charts were chose for project planning due to their visual clarity, scheduling benefits, and communication advantages (Maylor, 2022). However, their limitations in handling complex projects, frequent changes, and resource allocation necessitate additional tools (Samuel, 2011).
[bookmark: _Toc166609952][bookmark: _Toc166699688]Project Gantt chart plan
[image: ]
(Tobin, 2024)
[bookmark: _Toc166697601]Figure 10 - Gantt chart created for reflective project
[image: ] (Tobin, 2024)
[bookmark: _Toc166697602]Figure 11 - Gantt chart list of high level tasks
[bookmark: _Toc166609953][bookmark: _Toc166699689]Gantt chart explanation
The project spanned 20 weeks. The initial phase (weeks 8-10) involved a thorough literature review.  During Week 9, the project's scope and aims were defined.  Weeks 10 through 13 focused on identifying the project's strengths and weaknesses.  Concurrent with this analysis (Weeks 10-16), research was conducted on change management and project management techniques.
The implementation phase encompassed Weeks 11 to 15. During this time, the chosen project management techniques were actively implemented.  Communication with stakeholders and risk management were addressed in Weeks 15-18.  The final two weeks (weeks 17-20) were dedicated to analysing the implemented methods and the overall project. This included writing up the project feedback and final conclusions (inloox, 2023).
[bookmark: _Toc166609954][bookmark: _Toc166699690]Observations on Time Allocation
It is evident that the initial stages of the project, the literature review, scope definition, and strengths/weaknesses identification – consumed a significant portion of the overall time (8 weeks).  Implementation of the chosen techniques and communication with stakeholders received a shorter timeframe (5 weeks). As this was a reflective project, focusing on past actions, the emphasis on initial stages is understandable. Reflective projects aim to learn from past experiences to improve future endeavours. Therefore, a deeper dive into the foundational aspects of the project were deemed more crucial for gleaning valuable insights.
[bookmark: _Toc166609956][bookmark: _Toc166699691]Time Management Strategies
Effective time management was crucial for keeping the project on track and meeting deadlines. Here's a breakdown of the key strategies used:
[bookmark: _Toc166699692]Time tracking and delay management
The high level tasks were split into more detailed tasks using the ‘work breakdown structure’ (WBS) method. This hierarchical structure played a crucial role in task breakdown. The project deliverables were progressively broken down into smaller, more manageable work packages. This facilitated clear understanding of the project components, dependencies between tasks, and the overall effort required (structure.com, 2023).
The tasks which were generated from using the WBS Microsoft teams planner was used. This is an application used regularly within current daily work tasks and something which has been used previously and been found to be effective which ensures you meet your deadlines on time where it can provide visual prompts if tasks are behind schedule (Bougnague, 2021). High level tasks from the Gantt chart can be used to create low level detailed tasks and track your progress. 
[image: ] (Tobin, 2024)
[bookmark: _Toc166697603]Figure 12- Example of Task ' original Project literature review' and low level tasks associated with due date and urgency
The initial time management plan, informed by previous project experience, proved to be largely accurate. However, an unforeseen event of a hot mill maintenance period necessitated a three-week project delay due to project members being required. This is reflected in the extension of high-level tasks scheduled for Week 11 (and potentially beyond). 
[image: ] (Tobin, 2024)
[bookmark: _Toc166697604]Figure 13 - Snip of tasks which were extended.
[bookmark: _Toc166609959][bookmark: _Toc166699693]Project Management Techniques
[bookmark: _Toc166609960][bookmark: _Toc166699694]Specific Techniques Used
An Agile project management approach was adopted, specifically utilising the Kanban method through the use of Microsoft planner as previously mentioned. Kanban provided a flexible and visual framework for managing project tasks and workflows. The Kanban method emphasises a continuous flow of tasks through the project stages, promoting efficiency and timely delivery. (Atlassian, 2023) The Kanban method's visual nature and WIP limits made it ideal for our project. It enabled flexible adaptation to changing priorities, provided real-time visibility for improved communication, and fostered focus on efficient task completion (Atlassian, 2023).
[bookmark: _Toc166609962][bookmark: _Toc166699695]Self-Management
Effective self-management practices were essential for staying focused and productive throughout the project.
[bookmark: _Toc166609963][bookmark: _Toc166699696]Prioritisation and Focus
After creating a to-do list based off the kanban method on Microsoft planner the technique called the Eisenhower matrix was adopted. This was employed to prioritise tasks based on urgency and importance. (ASANA, 2024)
[image: ] (ASANA, 2024)
[bookmark: _Toc166697605]Figure 14 - Eisenhower matrix
The Eisenhower Matrix prioritises tasks by urgency and importance: Do First (urgent & important), Schedule (important & not urgent), Delegate (urgent & not important), and Eliminate (not urgent & not important). The method proved particularly useful as Microsoft Planner allowed for updating task urgency. This provided continuous visibility into project priorities throughout its lifecycle (asana, 2024).
[image: ]
[bookmark: _Toc166697606]Figure 15 - Snip of Microsoft planner showing tasks priority rating using the kanban method
[bookmark: _Toc166609964][bookmark: _Toc166699697]Maintaining Motivation
The pomodoro technique, with its focused 25-minute work intervals and short breaks, proved to be a valuable tool for managing the project alongside a busy work schedule and university commitments. This approach helped combat fatigue, maintain focus (especially important with ADHD), and ultimately sustain motivation throughout the project's duration (Technique, 2024).  Careful planning mitigated this challenge, and the implementation of the pomodoro technique further ensured focused work sessions to keep the project on track.
[bookmark: _Toc166609967][bookmark: _Toc166699698]Aims and expectations
This reflective analysis aims to improve my project management of the 'quench Prevention' Project in the Hot Mill in Port Talbot. My aims include;
· Identify key areas why the project's financial targets were missed in FY23/24.
· Analyse potential gaps in my project planning and change management for improvement.
· Explore project management techniques for the steel industry and formulate strategies for implementation.
· Develop a personalised CPD plan focused on leadership, teamwork, industry awareness, and project management skills to improve future performance (writers, 2024).
[bookmark: _Toc166609970][bookmark: _Toc166699699]Methodology
This section will review how John Kotter’s 8 step model can be applied.
[bookmark: _Toc166609972][bookmark: _Toc166699700]Kotters 8 step change model
[image: ] (Freeman-Gray, 2024)
[bookmark: _Toc166697607]Figure 17 - Kotter’s 8 step change model matrix
[bookmark: _Toc166609973][bookmark: _Toc166699701]Create a Sense of Urgency (Step 1)
Financial and production figures from the quench prevention project FY23-24 should be cascaded to the business which included the original project members. From this open discussions will be conducted via in person and teams meetings to present the data of the target vs actual financial benefits and production numbers, highlighting the missed opportunity. Creating urgency is the first step because it ignites the motivation needed for everyone to buy into the change and work together for success. (Indeed, 2023)
[bookmark: _Toc166609974][bookmark: _Toc166699702]Build a Guiding Coalition (Step 2)
A core team of area managers, works managers, and a representative from each shift and area will be formed to actively participate in identifying root causes, and brainstorming improvement strategies. Use of Microsoft applications should be considered for use. (Tanner, 2023)
[bookmark: _Toc166609975][bookmark: _Toc166699703]Form a Strategic Vision (Step 3)
As the original targets were not achieved a new vision for the project is needed for FY24-25. Visioning sessions will be planned during a cross-shift meeting with the members of the project to establish the new vison and goals for FY24-25. This will be done via visioning sessions supported by our senior operational excellence team which works off the basis of 3 key questions – what do you want to keep, want do you want to lose and want do you want to have. This promotes open and honest discussions and conversations regarding the ideal and realistic goals. (Team, 2024)  It is imperative that the new targets were feasible and realistic, regular meetings were held to discuss the new outcomes of the visioning session. (Kotter, 2011)
[bookmark: _Toc166609976][bookmark: _Toc166699704]Communicate the Vision (Step 4)
To ensure full team buy in it is imperative to cascade the new proposed targets and processes from the outcome of the visioning session to the full teams as the project team contains managers and shift reps (need, 2024) This is particularly important as the project is being run by ‘white collar’ workers whereas the work is being completed by ‘blue collar’ workers, clear and effective communication is key at this stage (Arnold, 2022)
[bookmark: _Toc166609977][bookmark: _Toc166699705]Empower the Broad Team (Step 5)
To achieve the vision compliance from operators is a key factor, this will be trialled over a month period of April for the first month in the new financial year. From the vision the aim should be to create a culture change where there was a ‘one’ team mindset, to further promote this, visual Key Performance Indicators (KPI) will be developed, this also involves posters within operator pulpits for visual reminders. Any developments which may arise from the vision will be implemented to empower the area teams. (Tanner, Leading Change (Step 5): Empower Broad Based Action, 2023)
[bookmark: _Toc166609978][bookmark: _Toc166699706]Short-Term Wins (Step 6)
New achievable targets will be set based off FY23-24 data sets with progress being tracked to ensure compliance. Successes will be celebrated by mass emails detailing the % of quenched coils and estimated financial benefit compared to the FY23-24 figures. Through this the small wins will be promoted and detailed in emails which will include high level business managers including the CEO. This financial benefit could also directly contribute to the financial year quarter bonus. ‘shout outs’ in daily team meetings will also be applied to ensure culture change. (Abbas, 2023)
[bookmark: _Toc166609979][bookmark: _Toc166699707]Consolidate Improvements and Produce More Change
It is vital to continuously monitor results and KPIs on Microsoft Planner boards, adapting strategies as needed. Identify and address any lingering obstacles or inefficiencies hindering the progress of the change initiative with teams based off feedback. In addition to implementing this project, the plan is to also establish a framework for exploring and implementing continuous improvement projects throughout the workforce. While the initial change management efforts helped implement the new financial processes for a month, keeping employee motivation high throughout the year is crucial, this is prosed through ongoing communication and recognition programs. (Kotter, 2011)
[bookmark: _Toc166609980][bookmark: _Toc166699708]Anchor New Approaches in the Culture
One critical strategy is to foster continuous communication and engagement.  Regular monthly updates, incorporating key performance indicator (KPI) metrics that demonstrate the benefits of the new processes, keep everyone informed and invested in the ongoing success. Plans also include integrating the new processes into official training materials and process documents fosters long-term compliance.  This ensures new employees are onboarded with the latest procedures, preventing a regression to the old ways and solidifying the new approach as the standard operating procedure. (Barlow, 2019)
[bookmark: _Toc166609981][bookmark: _Toc166699709]Analysis
This project aimed to improve financial benefits and production targets for FY23-24. Unfortunately, the initial project fell short of its goals. The new methodology was applied for the month of April FY24-25 This analysis delves into the methodology employed during the project and reflects on its effectiveness. By examining the strengths and weaknesses of the approach used, we can identify areas for improvement for the remainder of FY24-25.
[bookmark: _Toc166609982][bookmark: _Toc166699710]Kotter implementation
This analysis delves into the methodology employed using Kotter's 8-Step Change Model. We'll dissect each step, from building urgency to anchoring the change, to understand its effectiveness.
[bookmark: _Toc166609983][bookmark: _Toc166699711]Analysis of Step 1
[image: ] (Tobin, 2024)
[bookmark: _Toc166697608]Figure 19- Tonnage prevention YTD, sum of tonnage quenched Y/N. And percentage of coils not quenched

[image: ] (Tobin, 2024)
[bookmark: _Toc166697609]Figure 20- Screen shot of email from accountant cascading financial figures to the business
Financial and production figures from the quench prevention project FY23-24 were cascaded to the business which included the original project members. From this open discussions were conducted via in person by visiting team members on different shifts in their works areas and teams meetings to present the data of the target vs actual financial benefits and production numbers, highlighting the missed opportunity. This was met quite well and the need for change to increase financial benefit was evident. 
[bookmark: _Toc166609984][bookmark: _Toc166699712]Analysis of step 2

[image: ] (Tobin, 2024)
[bookmark: _Toc166697610]Figure 21 - Hierarchy diagram of core team members
[image: ] (Tobin, 2024)
[bookmark: _Toc166697611]Figure 22-Hierarchy diagram of core team members
A core team of managers and shift representatives were selected to assist with the project planning. A Microsoft team was created to ensure buy in. Ninety (2023) show the need for defining clear roles and responsibility, based off this and due to the complexity of the shift patterns a representative from each shift was chosen to drive the message for the project. This proven to be somewhat successful, there was some pushback from certain representatives. The Thomas-Kilmann conflict mode instrument model was looked into to determine the best style of conflict management to use (Myers-briggs, 2024). The conflicts were resolved and a team was formed.

[bookmark: _Toc166609985][bookmark: _Toc166699713]Analysis of Step 3
[image: ] (Tobin, 2024)
[bookmark: _Toc166697612]Figure 23 - image of visioning session dashboard. Post it note ideas on, like to keep, like to lose, like to have
The visioning session proved to be successful, it highlighted some shortcomings with the original design. The visioning session was led by the operational excellence team and included the members shown in figure 20 & 21, it became evident from a group discussion that we were missing some key information with regards to data collection, this proved to be significant to uplift the benefit value stream. Based off the 3 key questions a vision was created. It was concluded form the vision: 
· To keep – Monthly reporting cascade, alerts if there’s any deviation, regular contact with shift teams. 
· To lose- Informal communication channels, old production Targets, Informal practices
· To have- System changes, revised targets based off new production volumes, Review of data used, formal standardised procedures, 
From the visioning session a new vision was formed with the new project team. This included including a bigger selection range of applicable coils, permanent system changes, revised targets based off new production volumes, formal standardised procedures. 
[bookmark: _Toc166609986][bookmark: _Toc166699714]Analysis of Step 4
The new vision was communicated to the full area teams, the delivery was well planned out over 4 weeks due to shift patterns, posters were put up in operator stations, emails sent out and full team meetings conducted to cascade the new change. There was sufficient communication and feedback channels which amplified the importance of proper communication of the vision. This bridged the gap between white collar and blue collar staff. 
[bookmark: _Toc166609987][bookmark: _Toc166699715]Analysis of step 5
After the vision was communicated and accepted by all stakeholders it was time to apply the vision to empower the team. This was applied through 3 key aspects – 
System changes
In the vision it was brought to the light how preventing coil quenching relied solely on informal communication channels. To combat this it was agreed that system changes would be made. This was done via a 3 step safety net – 
1. An alert at the inspector pulpit was set up on the system to flash up to ring the operators at the next stage to divert the coil away from the quench. 
[image: ] (Tobin, 2024)
[bookmark: _Toc166697613]Figure 24 - Example message shown to inspectors to alert the next unit
2. The second barrier implemented was at the next operator station which was just rung by the inspector. There was a change made to the screen used which would prompt the operator to divert the coil away. The coil would be shown in the ‘do not quench’ section. 
[image: ] (Tobin, 2024)
[bookmark: _Toc166697614]Figure 25 - Image of Operator screen
3. The third and final barrier if the previous two failed was at the quench operator station. If the coil had managed to make its way this far it would show on the their system highlighted red and in the ‘do not quench’ section.
[image: ] (Tobin)
[bookmark: _Toc166697615]Figure 26 - Image of quench operator system showing the new alert
The system changes proven to be successful and well adopted by the teams. 
Data input review
It was brought to light that the original project may have been excluding a certain data set which could also be used. – concession coils. Concession coils are when a coil will exhibit a defect or dimensional issues and offered to the next internal customer on concession, it likelihood of these coils being accepted is very slim. After a comment from one of the operators the concession coils were added to the query to prevent quenching. 

The total number of concession coils for FY23-24 was 122, this now opened up a new avenue and significantly increased the scope of our project. A proposed process was agreed and signed off with the vision. 
[image: ] (Tobin)
[bookmark: _Toc166697616]Figure 27 - Process flow map of 'C' coil concessions
Revised targets based off new production figures
When creating targets a baseline of FY22-23 was used, due to an ageing plant and lack of investment the production figures from the blast furnace was reduced dramatically, this reflected to downstream processes. A typical year for the hot mill in terms of tonnage will be roughly 3.5 million tonnes, in FY23-24 only 1.5 million tonnes of slab was rolled due to issues stemming from the blast furnace. In terms of ‘C’ coils there was 950 in FY22-23 compared to 570 in FY23-24. FY24-25 is expected to have similar production volumes as FY23-24, based off this new targets were created which will have a significant impact on expectations. 
· 570 total rejected "C" coils (47 per month).
· Production aims to avoid quenching 60% (28 coils/month).
· 28 coils x 17% = 5 coils diverted to sales, generating a monthly benefit of £11,250 (£135,000 annually).
[bookmark: _Toc166609988][bookmark: _Toc166699716]Analysis of Step 6
Based off the new system changes, data input review and revised targets new KPI’s were developed to continuously monitor the ongoing performance and engage key buy in from all teams. For the month of April it showed an 84.34% of coils not quenched. There was also a benefit of £15,000 for the month  which is over the target (Mainly due to fluctuating market conditions).
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(Tobin, 2024)
[bookmark: _Toc166697617]Figure 28-Image of production figures of FY23-24 & FY24-25 along with percentage figure of coils not quenched for the month of April
Based off the achievements made by the teams and excellent buy in it was time to celebrate the wins. Email reports were sent to all team and area members including high level managers and even the CEO.
[image: ] (Tobin, 2024)
[bookmark: _Toc166697618]Figure 29 - Screen shot of April report

[bookmark: _Toc166609989][bookmark: _Toc166699717]Analysis of step 7 & 8
As seen in the original project the first month proved to be successful as it was a new innovative idea, however over time it slowly declined. The aim is to be consistent throughout the year and continuously produce results and change, the financial benefit of the project directly contributes to the quarterly bonus which is an incentive. To solidify the new process, operator training manuals were updated, and the project's success fostered a culture of continuous improvement, bridging the gap between operators and management.
[bookmark: _Toc166609990][bookmark: _Toc166699718]Overall Effectiveness
The Kotter Change Model provided a structured approach for analysing the shortcomings of the original project and implementing improvements.  By following the steps, we were able to create a sense of urgency around missed financial targets, establish a guiding coalition to develop a new vision, and effectively communicate that vision to the entire team. This resulted in positive changes in the first month, including the implementation of new system alerts and revised production targets.
However, the model's focus on top-down communication could be seen as a weakness. While the initial steps were successful, the project's long-term sustainability remains to be seen.  Enhancing communication channels and incorporating operator feedback throughout the process may have fostered a stronger sense of ownership and increased the likelihood of long-term success.
Recommendations
Kotter's model provided a great start, but Lewin's (2020) Change Management could have strengthened it. Lewin emphasises "unfreezing" the current state, which could have meant more training on the new system before launch to better prepare operators. Additionally, Lewin's focus on "refreezing" aligns with Kotter's later steps, but ongoing monitoring and support throughout the year (as per Lewin) could have ensured long-term success. Combining these approaches might have led to a smoother transition and lasting adoption of the new practices.
While the initial implementation of the quench prevention project, guided by Kotter's Change Model, has shown promising results in its first month, it's important to acknowledge the limitations of a short-term view, a focus on long-term behavioural change could have been strengthened. The true impact of the project will likely become more evident throughout FY 24-25. Additionally, the project highlighted the value of understanding team dynamics.  Utilising frameworks like Belbin's (1996)  Team Roles can offer insights into individual strengths and areas for improvement, informing future team formations for greater effectiveness. 
[bookmark: _Toc166609993][bookmark: _Toc166699721]Professional Improvement
For the purpose of personal continuous professional development created a development plan of core skills and assessed my ability against each core skill. From this a training pack was developed to help close gaps on my knowledge to be able continuously professionally develop. 
[image: ] (Tobin, 2024)
[bookmark: _Toc166697619]Figure 30 - Personal development plan for Joseph Tobin
[image: ] (Tobin, 2024)
[bookmark: _Toc166697620]Figure 31 - Personal development plan key
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[bookmark: _Toc166697621]Figure 32 - Example of criteria for project management
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[bookmark: _Toc166697622]Figure 33 - Example of training plan activities
[bookmark: _Toc166609995][bookmark: _Toc166699722]Conclusion
The quench prevention project served as a catalyst for significant learning and self-improvement. My initial expectations, as outlined, were to identify the root causes behind missed financial targets, recognise skill gaps in project management, explore new methodologies, and develop a personalised CPD plan. By analysing the project through Kotter's Change Model, these expectations were not only met but exceeded.
Utilising Kotter’s 8 step change model the analysis revealed several key factors contributing to the shortfall in financial targets. A lack of in-depth data analysis, particularly regarding concession coils, limited the initial understanding of the problem scope.  Additionally, a focus on short-term communication strategies may not have fostered a strong sense of ownership among team members, potentially hindering long-term behavioural change.  Furthermore, the project's initial success might have masked underlying issues that could have been addressed with a more comprehensive change management approach.
Kotter's model provided a structured framework that facilitated clear communication throughout the change process.  Following the steps, the project effectively created a sense of urgency around missed financial targets and established a guiding coalition to develop a new vision. This vision was then communicated to the entire team, leading to the successful implementation of new system alerts and revised production targets.
Step 5 of Kotter's model emphasises empowering the team to take action on the new vision. The Quench Prevention Project effectively utilised this step to unearth valuable insights and refine the project's approach. Here are three key findings that emerged:
The focus on clear communication in Step 5 led to the identification of a critical gap in the initial system.  Through open discussions with team members, the project team realised their reliance on informal communication channels to prevent coil quenching.  This insight led to the implementation of a three-step safety net system with alerts at various points to ensure timely intervention and prevent quenching. These three findings demonstrate the effectiveness of Step 5 in Kotter's model. By empowering the team and fostering open communication, the project unearthed critical information that ultimately led to a more comprehensive and successful approach. 
By reflecting on these learnings,  a personalised CPD plan was developed focused on honing my leadership, teamwork, industry awareness, and project management skills.  This plan includes activities like attending industry conferences, pursuing relevant certifications, and participating in leadership development programs.
Finally, this project has demonstrated the value of reflective practice.  By critically analysing successes and shortcomings through this the project management approach can be continually improved.  The quench prevention project may not have reached its initial financial goals, but the learning journey it ignited has equipped me with the tools and strategies to deliver impactful and sustainable projects in the future.  This newfound knowledge, coupled with my commitment to continuous professional development, positions me to make significant contributions within the steel industry.
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Through this reflection, | aim to analyse my leamings,
identify areas where | could have improved, Identify
issues behind not hitting the target figures and
showcase the skills | developed throughout the
project.
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Good momning, all,

I thought it would be a good idea to start a report on the good work with have been doing with preventing coils from being quenched to increase the price they sold on screen sales as.

Please see the below figures

Ccolls () quenched Y/N FY23:24 & FY24-25

Benelit per week FY24-25

Thanks to the operators for your hard work, this would not be possible without you!
If you have any questions, please let me know

Met vriendelijke groet / Kind regards,
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Competency

General 

Description

◔ ◑ ◕ ●

Project 

Management

Organisational 

ability, 

Problem 

Solving, 

Decision 

Making, Drive 

for Results

Is familiar with the 

phase gate process 

(technique that is 

used to guide a 

project from 

conception to 

launch), the 

reporting format and 

project methodology 

of Tata Steel

Is experienced in project 

work.  

Has the ability to deliver 

against agreed project 

objectives, maintaining 

project reporting to QA 

system requirements.  

Is familiar with project 

management concepts.

Has experience in project 

leadership. 

Able to control input from 

external groups such as 

suppliers and RD&T.  

Has a working 

knowledge and 

understanding of project 

management tools and 

techniques and applies 

this in practice

Has led large-scale projects at a 

business level.  

Has the ability to manage a broad 

project portfolio across Tata Steel in 

order to meet overall business 

objectives.  

Possesses a detailed understanding 

of project management tools such 

as road mapping and portfolio 

analysis to assist in shaping the 

forward programme.
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Skill Skill Group

Minimum 

Level

Task Status

Date 

Completed

PeopleLink e-learning: Project Controls Awareness Not Started

PeopleLink e-learning: Risk Management in Projects Not Started

Mind Tools e-learning: Decision Making (Personal Skills & Development) Not Started

Mind Tools e-learning: Project Management (Services, Projects & Operations) Not Started

Development Activities Not Started

Development Activities

Describe the key project 

managements activities that are 

required when implementing a 

new project



Consider value adding 

opportunities in your area, 

create a project plan from initial 

idea through to 

implementation. 



Project 

Management

Core

◔


