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Executive Summary

The purpose of this report is to study and analyse the effects of the closure of the blast furnaces in Port Talbot steel works. The report will investigate how the closure effected employees, employers, and the local population and economy. 

It will divulge into a brief history of the employment such as how and why the steel works was founded, and the multiple changes of ownership throughout its tenure, which is over a century at the time of this report being written. 
As well as looking into implementing different change such as using Lewins forcefield analysis and how the implementing the change would be accepted and/or ridiculed and how the employee and employers would resist the change. This will be evident by using Kotter’s model. 
The conclusion will then evaluate the all the evidence within the report. It will then discuss the pros and cons and evaluate the best way in which to proceed. 
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1.0 Introduction  
1.1 Brief History of the Steel Works 

Port Talbot Steel Works has been a constant in Welsh industry since 1903, and Port Talbot takes its name from the Talbot family. The history of Port Talbot has been a turbulent one over the last 122 years, as in 1903 steel started to replace iron as a commodity for industry.   However, towards the end of the 20th century, approximately the 1980’s, with political issues (such as Margaret Thatcher’s attack on British manufacturing in 1984) and with the green initiative that started in the mid 1990’s to move towards greener and safer manufacturing and energy. In 2021 a 50 MPH speed limit was introduced in order to combat air pollution within Port Talbot.  After several ownerships throughout the 20th century from, as mentioned, the Talbot family, to Margam works (1923-1926), Abbey Works (1951-1967) where it was then nationalised under British Steel. But was then privatised to form a coalition with Hoogovens to form Corus Group. Then on March 2007 Tata bought the shares for Corus and in 2010 the steel works assimilated the name Tata name.  

The purpose of this report is to investigate the changes the closure of the blast furnaces within Tata Steel for electric arc furnaces and how it affected the employees and even the town of Port Talbot itself. It will also examine several leadership styles such as Lewin’s forcefield analysis, and Koppers leadership style and will then offer recommendations within the conclusion. 
As this introduction illustrates, change of ownership and closures have been apart of the history of the steel works for over a century, and unfortunately seem to be apart of the nature of the industry. 
Daniel Dawson. (2017). A brief history of steel in port talbot. [Online]. Medium. Last Updated: 21st October. Available at: https://medium.com/@dmdawson91/a-brief-history-of-steel-in-port-talbot-bcdd0c6b587a [Accessed 5th April 2025]. 

BBC. (2024). Miners strike 1984. [Online]. bbc.co.uk. Last Updated: 2 March. Available at: https://www.bbc.co.uk/news/uk-england-68244762 [Accessed 5th April 2025].
2.0 Main Findings
2.1 Lewins Forcefield Analysis













Figure 1 Showing a simplified version of Lewins forcefield analysis (Connolly, 2023). 

Lewins force field analysis was created by psychologist Kurt Lewin which analyses situations that involve change, it can be used in a variety of institutions such as social, economical and business.  (Connolly, 2023)
In this situation the desired state is closing the blast furnaces, the driving forces of which are

· Operational challenges and economical losses- losing approximately £1 million per day 
· Transition to Greener Technology- The government wanting to achieve “net zero carbon emissions with electric arc furnaces (EAF’s) 
· Investment and technological upgrades- Tata steel have secured a £1.25 billion investment for the EAFs with the UK government subsidising £500 million and Tata investing the remainder. 
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Restraining Forces
As mentioned previously these are the driving forces as to why the change was needed, below is a list of the reasons why people would be against the closure. 
· Social and Economic impact- 2,800 jobs were lost due to the closure, many employees had a long tenure, families also worked there, and local businesses had to close. (The Guardian, 2024b).
· Mental health and wellbeing for the local community- emotional distress and the worry of job losses triggered an increase in depression and anxiety. 
· Industrial and strategic concerns- Even though the EAF’s are a step in the right direction for decarbonisation, it significantly reduces the UK’s capacity for manufacturing steel using virgin material which will increase dependency on imports. 
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2.2.1 Overview of the Change 
The opportunity was identified because the factory was losing £1 million a day and the push for greener energy and technological advancements. Exploring the new technology, even though it initially cost 2,800 jobs, could help create jobs in the future along with a helping the UK government to achieve net zero. 
2.2.2 Assessment of Effectiveness- Kotter’s Model 
The 8 steps to Kotter’s Model are 
1. Create a Sense of Urgency- Motivate steak holders and highlight the need for change 

2. Build a Guiding Coalition- Create a powerful group the lead the change  
3. Form a Strategic Vision and Initiatives – Develop and communicate a clear vision.
4. Enlist a Volunteer Army- Engage people around the change through involvement 
5. Enable Action by Removing Barriers – Eliminate obstacles and encourage risk-taking.
6. Generate Short-Term Wins – Achieve early successes to build momentum.
7. Sustain Acceleration – Keep pushing forward after initial successes.

8. Institute Change – Anchor new behaviours in the culture to ensure sustainability.
Kotter, J.P., 1996. Leading Change. Boston: Harvard Business School Press.
2.3.3 Leadership and Management 
Closing of the blast furnaces at Port Talbot Steel works was devastating to the local community and economy, not just for the workers directly but also local businesses that may have worked in or around the steel works. Moral amongst the village of the Port Tabot would also be down as the town was primarily built for people to work and live hand in hand with the steel works. Below are some suggested ways in which Tata should have announced the closure, 
1. Transparent Communication in a Timely Manner 
When a company as large and as important at Tata announces a closure, it is crucial that they are honest with their employees and hold regular meetings with their employees to ensure that they are all up to date and know the current plans.  It is also important they know the reason for the closure such as financial struggles. 
2. Engagement with Affected Communities 
The town of Port Talbot is not only the steel works, but also the cornerstone of the local economy and identity of the people that call it home. Tata should offer local support to the local government officials and help with economic revitalisation. They can achieve this by holding town meetings with the local people and government officials in the town hall. 
3. Retraining programmes and employment support. 
The job losses at the steel works would mean a great upheaval for the employees and a major disruption to their lives. Some ways Tata could have helped with this change are, 


· Job placement services to help employees transition into new roles

· Partnerships with local training institutions or businesses to provide retraining opportunities in alternative industries (e.g., green energy, technology, etc.).

· A robust support package that includes severance pay, pensions, and career counselling.
Why this matters: Demonstrating a commitment to employee welfare can reduce negativ4e reactions and foster goodwill. It also mitigates the impact of job loss (Harrison, 2018).
4. Long-Term Environmental and Corporate Responsibility

Given the growing importance of environmental sustainability, Tata Steel could have emphasized:

Their commitment to maintaining sustainable operations and considering the environmental impact of closing such a major facility. Whether or not there would be plans for repurposing the site for greener purposes, such as renewable energy generation or industrial revitalization.

Why this matters: Corporate social responsibility is integral to long-term success, especially in industries that face increasing scrutiny from environmental activists and policymakers (Carroll & Buchholtz, 2014).
5. Strategic Crisis Communication
Tata Steel should have employed a crisis communication strategy to manage the media narrative and ensure that the company’s message was clear, consistent, and aligned with its values. This could have included:

· A media spokesperson or CEO addressing the public through a live broadcast or well-structured press release.

· Ensuring that all communication, both internal and external, was consistent in message, tone, and timing.

Why this matters: A well-managed crisis communication strategy helps to reduce speculation, control the narrative, and protect the company's reputation (Coombs, 2007).

6. Creating Opportunities for Dialogue and Feedback
Tata Steel should have actively sought feedback from employees, unions, and local communities about their concerns and ideas for addressing the closure. This could have been through:

· Open forums or online surveys for feedback.
· Listening tours where company leaders visited Port Talbot to engage with employees and local residents.

Why this matters: Actively listening to stakeholders can foster a more cooperative and less adversarial environment during difficult transitions (Men & Stacks, 2013).
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3.0 Conclusion

In conclusion, there is no denying that the closure of the blast furnace at Port Talbot steel works was devastating, not just for the local community but also British industry. However, it needed to occur due to economical issues and the UK government wanting to invest in greener energy. But the history of the steel works and the town of Port Talbot show that it is not the first time it has happened in the last 120 years. 
With the EAF’S coming into fruition, this does lead to new industry and technological advancements which will create new and different jobs, like how people were worried about CNC replacing conventional machining for manufacturing, the jobs didn’t disappear, they simply changed. Knowing this, along with the helping the employees to transition to a new way of life (i.e. severance packages and retraining) the future of the steel works doesn’t look as bad as the media and unions portray it and could be a blessing in disguise for both the environment, technological advancements and the future for British manufacturing. 
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