
APPROACHES TO INNOVATION AND ORGANISATIONAL CHANGE



Executive Summary
The purpose of this report is to analyse the management of change undertaken within the TATA Steel UK laboratories following the strategic decision to close the heavy‑end operations at the Port Talbot site. While high‑level change management addressed the plant‑wide impacts, the specific implications for day‑to‑day laboratory operations required a localised approach to ensure continuity, quality, compliance and employee wellbeing during a period of considerable organisational uncertainty.
A comprehensive management‑of‑change process was initiated to assess the operational consequences for each laboratory section. This involved a detailed risk assessment, full mapping of existing testing activities, close engagement with internal customers, and early identification of changes to testing volumes, sampling methods, and safety requirements. Significant reductions in workload were forecast across Raw Materials, Spectroscopy, and Analytical teams, with some functions shifting from 24/7 to ad hoc operations. These findings informed phased implementation, ensuring employees were briefed in a timely and transparent manner while minimising disruption and safeguarding morale.
Throughout the transition, the laboratory management team assumed a broad spectrum of managerial roles, providing leadership, clarity and support while coordinating with senior stakeholders and adapting resource allocation to changing demands. Motivational frameworks such as Maslow, Herzberg, and McGregor helped interpret staff responses and guided actions aimed at sustaining engagement during redundancy uncertainty. Change management models including Lewin’s and Kotter’s were applied selectively to structure the transition, embed new practices, and maintain open communication, though some elements proved challenging due to the customer‑driven nature of the environment.
Overall, the change process was managed with professionalism, empathy, and strategic foresight by the laboratory management enabling the laboratories teams to stabilise operations, maintain standards, and prepare for future requirements aligned with TATA Steel’s transition to green steelmaking.
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Introduction  
The change that will be explored is the management of change carried out within the laboratories at TATA Steel UK following the announcement of the heavy end closure on its Port Talbot site (Eveleigh, 2024)(Thomas and Pigott, 2024). While there was a management of change carried out at a high level for this encompassing the parts of plant which would be affected, the day to day operations of the laboratories was not covered, it was imperative to carry out a local management of change to understand the implications to the department and any deviances to the scope of work, while maintaining quality standards, regulatory compliance and safeguarding employees wellbeing during a period of operational uncertainty.
The cessation of the heavy end operations represented a significant organisational shift by the company due to rising costs, safety concerns and to move its focus towards a green steelmaking operation and aligned with the business vision statement which was to be a green steelmaker in the UK by 2030, reducing its direct carbon emissions by 90%, a 75% recycling rate and a move to a circular economy. (TATA Steel UK, 2024)
The changes within the laboratories and the outcomes of the management of change will be laid out and using various models such as Lewin’s forcefield analysis (University of Cambridge, 2016), Lewin’s three step change management (Raza, 2024) and motivational models such as Herzberg’s two factor theory (Nickerson, 2025) and Theory X and Theory Y (Mindtools, 2025) will aim to critically examine the change and how it was managed, the effectiveness or otherwise of the process and reflect on the impact on motivation of the team.













Main Findings
Background Information for the change and laboratories existing processes.
Organisational change involves deliberate actions taken by businesses to modify key aspects of their operations in response to technological, internal or external pressures, while change management provides structured guidance to ensure those changes are implemented successfully (Stobierski, 2020).
In January 2024 an announcement was made by TATA Steel UK to cease heavy end operations at  Port Talbot steel works from September 2024 (Eveleigh, 2024) (Thomas and Pigott, 2024) significantly affecting the scope of laboratory activities. Prior to this, laboratory teams supported a wide range of testing functions across raw materials, iron and steel, and environmental analyses.
The need for change accelerated in March 2024 following safety concerns at the Morfa coke ovens, bringing forward the impact on laboratory operations. (TATA Steel UK, 2024b) (Evans, 2024). In response, a formal management of change process was initiated to assess how the closure would affect laboratory testing. A cross-functional risk assessment team was established, involving technologists, shift leaders, and representatives from different operational levels. Key outcomes included compiling a comprehensive overview of existing laboratory testing activities, assessing future testing requirements in consultation with customers, and considering changes driven by CDM restrictions (HSE, 2015).
Further analysis involved engagement with decommissioning teams to identify any additional safety or performance testing requirements, such as specialised testing during blast furnace blowdowns, which are not part of routine laboratory operations and would require additional resources and investment.













Changes to the laboratory operations.
The management of change process identified significant reductions in laboratory activity following customer engagement. Raw materials testing was forecast to decrease by approximately 90% between March and September. The spectroscopy laboratory was scheduled to cease routine operations in line with the final blast furnace shutdown in September 2024, with only limited, ad hoc testing required for newly imported substrates, making a 24/7 operation no longer viable. The analytical laboratory experienced the least impact, retaining some ad hoc raw material testing, although coke oven sample analysis reduced by around 50%. Additional non-routine testing, including effluent and gas analysis, was required to support two blast furnace blowdowns.
These changes were formally documented through the management of change process and communicated to the teams as early as possible. During this period, uncertainty around job security affected all employees, making it critical for management to maintain professionalism, consistency, and routine. The changes were introduced in phases, prioritising immediate adjustments linked to plant closures. While teams were fully briefed on these early changes, the release of a new competency matrix was intentionally delayed until after the redundancy process to provide clarity on individual roles.
Overall, the approach demonstrated several strengths, including early initiation of a structured change process, employee involvement across roles, phased implementation, and consistent communication. These elements supported continuity and helped teams adapt during uncertainty. However, the lack of a clearly articulated long-term strategic vision early in the process limited employees understanding of the broader direction and contributed to prolonged uncertainty and reduced trust in senior leadership.
Managerial Roles through the change.
The announcement of the heavy end closure was delivered by the CEO and driven through a top‑down approach, which generated significant resentment across the business, including within the laboratory team. As a result, laboratory management recognised the need to manage local change carefully and empathetically to ensure employees felt included and understood the rationale for change at a local level.
During this period, laboratory managers adopted multiple roles, balancing leadership, communication, coordination, and operational responsibilities. They provided direction and motivation to the team while liaising with senior management and customers, monitoring progress, and overseeing the change process. Managers also demonstrated entrepreneurial leadership by identifying improvements and redefining the laboratory’s scope in response to evolving demands. Alongside this, they addressed emerging issues, allocated resources in line with reduced workloads, and negotiated additional spending with suppliers and senior leaders. Ultimately, laboratory managers became the primary drivers of change, using information gathered from their teams to implement and manage the transformation effectively.
Motivational Models and how these are applicable in the change.
Motivation during the change process was significantly affected by the absence of a clearly defined long-term vision, making it difficult for employees to understand their goals and direction. While objectives and one-to-one processes helped provide some structure, uncertainty surrounding the changes and limited clarity from senior leadership remained a major motivational barrier, this is defined by Mullins,2008 (MBA, 2013) describes motivation as a driving force through which people strive to achieve their goals and fulfil a need or uphold a value. In line with Maslow’s hierarchy of needs (Channell, 2024) where “Maslow believed that all humans have needs that must be satisfied… According to Maslow, people will be consumed by their basic needs before moving on to other, more advanced needs.”, management ensured that physiological and safety needs were consistently met through secure facilities, appropriate PPE, and regulatory compliance. Efforts were also made to support belonging and esteem by maintaining transparent communication, involving employees in discussions, seeking feedback, and recognising contributions through small rewards.
Herzberg’s two-factor theory (Nickerson, 2025) further explains the challenges experienced. Hygiene factors such as pay, working conditions, policies, and supervision remained stable throughout the change, preventing dissatisfaction but not improving motivation. The primary difficulties lay with motivational factors, including recognition, achievement, autonomy, and development opportunities, which were constrained by redundancy uncertainty and reduced future clarity. Although managers worked to sustain engagement through regular communication, minor improvements, and recognition of effort, motivation remained difficult to maintain until redundancy outcomes became clearer. The absence of structured emotional and psychological support mechanisms further limited the organisation’s ability to fully address the human impact of the change.






Figure 1 Herzberg Two Factor Theory (Nickerson, 2025)
Another tool that can be used to analyse the change is McGregor’s X and Y theory (Mindtools, 2025), there was a shift in employees usual work style, there was a definite switch in both directions of McGregor’s X and Y theory. Some employees shifted towards employee X where they needed constant motivation, most likely due to the uncertainty and stress of the situation. Others who were more concerned about job security went more towards employees Y and showed a more self- driven and collaborative nature. This showed different responses to the change and the management of the employees through this time had to change accordingly to align with the different scenarios.
Lewin’s forcefield model 1951 looks at the imbalance of forces for change. The driving forces vs the restraining forces (University of Cambridge, 2016) , figure 2 below shows the forces from both sides for this change based on Lewin’s model.

Figure 2- Table showing forces for change vs Restraining force.
From these you can see that the forces for change far outweighed the restraining forces. The safety concerns around Morfa Coke Ovens was a very high force due to it being safety critical and non-negotiable driver which would have been urgent and risk based. The rising costs and decreasing sale prices are both high impact financial, sustainable and market driven forces. The longer term vision of the company was medium force, but a strategic force and future orientated. The aligning of lab processes and providing the best service to customers was a strong force for change to ensure operational alignment and ensuring service level agreements were upheld through the changes. While ensuring the manning levels and competence of the teams was to uphold organisational resilience and capability driven for the future. For the restraining forces uncertainty around job security had a very high psychological and emotional reaction for employees, coupled with the redundancy announcements. Along with those the uncertainty over future testing commitments and the fear of the unknown both carrying a high force also. Driving forces are more structurally strong and unavoidable whereas restraining forces are emotionally stronger, but the change was necessary and inevitable but the success depended on managing the change as such that it would reduce the fear and uncertainty rather than increasing the pressure on staff. 
Lewin’s step‑change model (Raza, 2024) is built around three core stages unfreeze, change, and refreeze. The unfreezing stage involves identifying the required changes, securing support for them, and communicating the long‑term vision. In this case, the planned changes for the next three to four years linked to the transition to green steel were outlined early, and the team has continued to receive updates as the process progresses and new developments emerge. The second stage, change or transition (Raza, 2024), is when new ways of working are introduced. We implemented these changes gradually and across a manageable timeline to avoid overwhelming the team. This slower rollout might not typically be the preferred approach, the scale of the transformation and the emotional impact on the workforce made it the most appropriate strategy. This allowed the team to secure small wins along the way before moving on to the next phase of change. The final stage, refreeze (Raza, 2024), is where the new processes become embedded and accepted as the normal way of working. The team has now reached this stage, with the changes fully integrated into daily operations. However, with the upcoming introduction of the new Electric Arc Furnace maintaining ongoing dialogue with stakeholders is critical to understand future laboratory requirements. These discussions are communicated regularly to the team to ensure they remain informed and prepared for the next wave of change.
The laboratories operate in a customer‑led environment and because of this there was limited opportunity to develop and articulate a long‑term strategic vision beyond the immediate need to align with the new operational landscape. A formal vision has since been created and is scheduled for cascade. While management‑level obstacles were addressed, individual‑level barriers proved far more challenging. Despite transparent communication, democratic leadership, and open improvement discussions at a local level, a significant lack of trust toward higher‑level management remained, making this one of the most difficult aspects of the change process. As a result, although the change was operationally well managed, greater emphasis on strategic communication, trust building, and structured employee support could have enhanced engagement and reduced resistance.





















Conclusion 
The management of change within the laboratories following the announcement of the heavy-end closure at Port Talbot represented a significant organisational challenge that required careful planning, communication and leadership. The transition towards a greener steelmaking model, aligned with the long‑term sustainability goals of the company but created operational and emotional impacts across the business. The local management of change process proved essential in identifying how the revised scope of work, reduced sample throughput and how changing customer requirements would affect each laboratory section. By conducting a thorough risk assessment, consulting with stakeholders and documenting the implications the management team ensured the transition was approached systematically and responsibly.
Throughout the change managers adopted multiple roles, shifting between leadership, coordination, resource management, and communication responsibilities to maintain clarity and stability. Applying motivational theories such as Maslow and Herzberg highlighted the challenges of sustaining morale during periods of uncertainty, while McGregor’s X and Y theory illustrated the varied behavioural responses of employees and the need for adaptable leadership. The application of change models including Lewin’s forcefield and three‑stage approach helped to structure the transition and embed new working practices, although certain elements of Kotter’s model proved more difficult to implement due to the customer‑driven nature of the laboratory environment and the lack of an initially defined strategic vision.
Ultimately, the changes were implemented gradually, transparently and with a strong focus on employee wellbeing. While the process was complex and at times challenging, the laboratories successfully adapted, ensuring continuity, compliance, and readiness for the evolving operational future.
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