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1 Introduction
This report examines the organisational change undertaken within TATA Steel at its Port Talbot site. As one of the UK’s most critical industrial operations, Port Talbot has been the centre of a vast transformation in response to economic status of the steel industry, rising environmental expectations within the UK, and the urgent need for decarbonisation of the steel making process within the UK. These changes undergone transition towards greener technology, operational restructuring, and a whole workforce reorganisation. The purpose of this analysis is to evaluate how TATA Steel has navigated the complex complete restructure of the organisation and operations.
2 Organisational & Operational Change
The change that has incurred has restructured the whole of the Port Talbot site’s workforce not only effecting TATA Steel but the surrounding area and contracted workers. The change restructured the whole Port Talbot site, closing down the Heavy End asset’s such as the Blast Furnace’s in July & September 2024, Morfa Coke Ovens in March 2024, and temporarily shutting down the Casters at the BOS Plant in November 2024, along with this the release of thousands of workers in TATA Steel and the surrounding contractor companies employed by TATA. However, TATA Steel offered employee’s voluntary redundancy packages, allowing employee’s who wanted to leave to free up space and allow other’s that may have lost their jobs to stay. This was to all make room for the new Electric Arc Furnace (EAF) being built next to the BOS plant, as of April 2025, the organisational change has been completed, and contracts to build the Electric Arc Furnace has been signed, this is a great step in the right direction, whilst also creating more jobs in the near future to help build the newly proposed EAF however, although there will be a new way of producing steel, the site will no longer make steel, with the EAF reusing old steel and cleaning it up.
2.1 Critical Examination of Change
The organisational and operational change of TATA Steel Port Talbot represents a fundamental and key milestone in the transformation of the steel industry in the UK, becoming the largest Electric Arc Furnace in the world and producing more than 3 million tonnes of steel a year, whilst reducing it’s carbon emissions by 90%. 
The strategic intent behind the closure of the blast furnaces and move to newer, cleaner technology is to ensure the company aligns well with the global decarbonisation plan and preparing it early to ensure they stay ahead of other competitors. 
From an aspect of an apprentice who is not affected as such by the organisational change, the Management of Organisational Change process has raised concerns, where set dates of new roles to employees has been altered and changed, as well as employees not being able to move over to the new roles due to commitments in current areas, furthermore, the role out of letters confirming positions to employees were not sent out at the right time, all this caused much confusion and anguish within the departments.
3 Lewin’s Forcefield Analysis
Lewin’s Forcefield Analysis examines the driving and restraining forces behind major transformations taken place in businesses, I will use this to examine and analyse the driving and restraining forces behind the major changes conducted at TATA Steel Port Talbot. The change included closing the 2 steel making blast furnaces, along with the Morfa Coke Ovens, and periodic closure of the BOS Plant until the Electric Arc Furnace is in place, the change is both operationally and culturally significant. The closure of these and proposal of the Electric Arc Furnace is designed to modernise steelmaking while aligning with environmental and financial priorities, while also continuing steel making the UK and becoming the forefront company to introduce new technology into the industry.
3.1 Driving Forces (Forces Supporting Change)
Environmental Legislation & Net Zero Commitments
The UK Government has a commitment to achieve net zero carbon emissions by 2050 due to increased pressure by the United Nations to fulfil this goal. This then puts more pressure on the steel industry with it being one of the industries in the UK with the largest Carbon Emissions produced. The adoption of the Electric Arc Furnace enables TATA Steel to reduce the carbon emissions by nearly 90%.
Financial Pressures & Long-Term Sustainability
The current financial situation at TATA Steel is reportedly incurring daily losses exceeding £1 million.  The financial instability at the plant requires a shift toward a more economically viable model of production to continue producing steel while increasing the financial situation, such as the Electric Arc Furnace, which offers lower operational costs, while continuing to produce an equal amount of steel per year.
Government Support & Strategic Investment
The UK government has furthered this cause pledging a £500 million package to support the decarbonisation of steel production at the Port Talbot site. The external funding from the government has acted as a powerful enabler of change, to ensure the change to the site is completed furthering TATA Steels financial gain and elevating the financial pressure of the project, whilst also reducing the risk associated with the massive transformation.
Technological Modernisation & Industry Trends
The whole steel industry itself is experiencing the change associated with decarbonisation with a major shift towards more sustainable and cleaner ways of producing steel. Transforming the site to algin with this global objective sooner ensures they continue to produce and sell steel earlier than competitors when they eventually have to endure the transformation allowing them gain more financial stability with more contracts to better their chances. The transformation further aligns TATA Steel with these emerging best practices and continue to maintain competitiveness within the global steel industry.
Corporate Sustainability Goals & Stakeholder Expectations
Increasing expectations from investors, customers, and stakeholders for environmentally responsible practices are compelling TATA Steel to demonstrate leadership in sustainability and innovation throughout the UK, influencing other customers to who are also trying to align with the same objectives their business at TATA Steel such as the new JCB contract signed to produce green steel for their products.
3.2 Restraining Forces (Forces Resisting Change)
Large-scale Job Losses and Community Impact
The proposed closure of the Blast Furnaces, Morfa Coke Ovens and temporary closure of the BOS Plant has effected approximately 2,800 local people leading to redundancies. This present a major resistance from the workforce, contractors, community, and trade unions which are heavily reliant on the plant for employment, with Port Talbot having the nickname of the Steel Town.
Union & Workforce Opposition
Unions strongly criticised the lack of meaningful consultation during the decision-making process, due to this there was a lot of upset and low morale throughout the site, due to a fear of job losses and erosion of workers rights throughout the site. Due to all this the time frame of the planned switch off, of the blast furnace were then pushed back, due to rising concerns and more negotiations between the unions and the company.
Loss of Industrial Identity and Skills
The blast furnace were a central feature of steel production at Port Talbot for decades, and one of the largest steel making plants in the UK being know across the UK for this. The change incurred seen the loss of generational knowledge of the site and the steel making process, as well as this, the change has diminished the towns identity being known for the large operational blast furnaces standing tall being seen throughout Port Talbot.
Operational Disruption & Transition Risk
The gap to produce steel in Port Talbot has brought up issues with the site not being able to produce steel until 2027 when the Electric Arc Furnace is fully operational, furthermore, the temporary loss of the BOS plant means that there will be no steel casted, further cementing the issue of not being able to produce or cast steel until 2027. Due to this, the site has now become a site that only rolls steel such as other TATA Steel Sites around the UK.
3.3 Evaluation
Lewin’s Forcefield Analysis highlights the driving forces are powerful, particularly those ties to the environmental compliance of the site and financial viability to ensure the sites financial situation improves, the restraining forces are equally significant and deeply rooted in social, cultural, and human capital concerns. The opposing forces were effectively addressed, by introducing a voluntary redundancy package, allowing workers to go at free will and in turn earn money based on time spent at the company, this then freed up space within the company to ensure that the amount of workers that were unfortunately made redundant were as low as possible. This provided a better morale boost throughout the company allowing workers who chose to leave, the possibility to leave, and lower workers concerns of becoming redundant.
To ensure the move forward is as smooth as possible, TATA Steel has began retraining workers, and redeployment programs supported by the local council and local businesses, as well as engaging with the community, unions, and workers, whilst also enhancing employee support and participation to ensure morale at the site increases and shifts the goal to success.
4 Application of Change Model: Kotter’s 8-Step Model
To further assess the effectiveness of the organisational and operational change at TATA Steel Port Talbot, Kotter’s 8-Step Change Model is applied. This change model’s framework provides a step-by-step guide to implement successful, sustainable organisational and operational transformation, this is done by analysing leadership actions, employee engagement, and communication processes of the change.
The main change is the operational transformation, providing a knock on effect on to the organisation, resulting in an organisational change to the company. The closure of the Blast Furnaces, the Morfa Coke Ovens, the temporary closure of the BOS Plant, and the proposed construction of the new Electric Arc Furnace now underway. This represents a major shift from the traditional way of the steel making process, which is carbon-intensive, towards a more environmentally friendly, sustainable, and cost effective way of producing steel, although the, the Electric Arc Furnace won’t make steel and will only reuse and clean steel already made, that has been scrapped and is past it’s life cycle. The change which is currently underway, is expected to reduce carbon emissions by up to 90% annually, however, cutting jobs at the site by approximately, 2800 jobs.
Step 1: Create a Sense of Urgency
TATA Steel created the urgency for this change by outlining the financial operational losses of £1 million per day, including the need to decarbonise the steel industry in the UK, pushed by the Government, and the United Nations to align with the plan and ensure the targets set are met. The age and inefficiency of the Blast Furnaces furthered this cause to justify the change.
Step 2: Build a Guiding Coalition
The coalition driving the change included Tata Steel’s executive leadership and the UK Government, which pledged £500 million in support of the green transformation. This partnership gave the change legitimacy and funding whilst also reducing the financial investment into the project, furthering the transformation.
Despite this, the exclusion of union representatives and worker advocates from early-stage planning weakened the perceived credibility of the guiding coalition at the employee level.
Step 3: Form a Strategic Vision and Initiatives
The vision for change was to reduce the carbon emissions of the site, and to modernize the steel production process, whilst investing in greener technologies, ensuring the long-term viability of the site to continue to produce steel in the future. This step would have been communicated to the stakeholders to gain buy-in.
Step 4: Enlist a Volunteer Army
For large-scale change, employee engagement is crucial. During the first announcements of this change TATA Steel could have performed this better, however, now have encouraged workers to embrace the new processes via retraining programme of current workers, as well as engaging within the community, by holding open night sessions for the community to air their feelings towards the change, further to this, they also benefited the community by continuing their support of the community by sponsoring activities throughout the local areas, such as the Richard Burton 10K run, the local rugby and football teams, and the local schools.
Step 5: Enable Action by Removing Barriers
Operational changes involved restructuring the workforce, closing down operations within the site, whilst investing in newer technologies and the younger generation by offering existing positions that haven’t been filled yet to graduates. Removing bureaucratic hurdles and ensuring smooth transitions was key in the change to ensure it was smooth and without opposing barriers.
Step 6: Generate Short-Term Wins
To maintain momentum, TATA Steel focused on the installation of the new Pickle Line being put in place of the older deteriorating Pickle Line located within the Cold Rolled Products facility, in addition to this, the signing of new contracts to further push the Electric Arc Furnace were also publicly displayed to the workforce and local community to ensure everyone involved was kept informed, furthermore, TATA Steel proposed a new distribution centre at the Newport Docks for storage and distribution of Steel, currently it is being used to transport Steel slab into Wales from other steel plants around the world, which are then transported into the Hot Mill into the newly refurbished Stripper Mill, which included a new section of rail to transport steel into the site, and full refurbishment of the rail fleet to carry the new EAF steel.
Step 7: Sustain Acceleration
The change is expected to be complete by 2027, so once the initial changes were implemented, the company reinforced improvements by continuing to ensure the Electric Arc Furnace, improving the rail network for distribution, including a contract at the Newport Docks to continue improvements within the site.
Step 8: Institute Change
To institutionalise the operational and organisational shift, TATA Steel have embedded new skills for workers to transform current and upskill current employee’s, updated the safety procedures, and focusing on better maintenance regimes & Plant Condition Monitoring equipment, to further the transformation of the site.
Conclusion of Kotter’s 8-Step Change Model
The application of Kotter’s 8-Step Change Model to TATA Steel Port Talbot’s transformation highlights both strategic intent and the operational challenges of enacting large-scale industrial change. The shift from carbon-intensive blast furnace production to Electric Arc Furnace technology marks a fundamental redefinition of TATA Steel’s manufacturing approach, with profound environmental, economic, and human impacts. While the urgency was clear and the guiding coalition provided legitimacy and funding, shortcomings in early communication and employee engagement led to resistance and mistrust, particularly among workers and union bodies.
Nonetheless, the company has taken meaningful steps to address these concerns through retraining initiatives, community engagement, and early demonstration of progress via short-term wins like infrastructure upgrades and new partnership’s. TATA Steel’s effort to embed long-term cultural and operational change through skills development, safety enhancements, and strategic investment further demonstrates a commitment to sustainable transformation.
This case exemplifies how Kotter’s model can effectively frame complex change, provided that leadership maintains momentum, inclusivity, and transparency throughout the process, whilst also keeping transparency with the workforce and local community.





5 Conclusion
TATA Steel’s organisational and operational transformation at Port Talbot marks a pivotal shift in the UK steel industry, driven by urgent environmental obligations, economic pressures, and the need for technological modernisation. The strategic move from traditional blast furnace production to the more sustainable Electric Arc Furnace (EAF) reflects a bold step toward aligning with the UK’s Net Zero Targets and ensuring long-term business viability. The new EAF promises to cut carbon emissions by 90% while maintaining annual steel output, aided by substantial government support and investment.
However, the transformation has come at a significant social and cultural cost. The closure of longstanding assets, including the blast furnaces and Morfa Coke Ovens, resulted in large-scale job losses, impacting 2,800 workers and deeply affecting the surrounding community. Initial shortcomings in communication and engagement created distrust process. The emotional and symbolic value of the steelmaking tradition in Port Talbot further intensified resistance, highlighting the importance of cultural considerations in industrial change. 
Despite the challenges, TATA Steel has taken steps to ease the transition through voluntary redundancies, retraining programs, and active community engagement. The application of change models, such as Lewin’s Forcefield Analysis and Kotter’s 8-Step Model, demonstrates that while resistance was significant, the driving forces of environmental compliance, financial necessity, and strategic opportunity ultimately outweighed them.
As the company moves towards full EAF operation in 2027, sustained transparency, employee involvement, and strategic investment will be essential to embedding this transformation successfully. If managed effectively, Port Talbot can evolve from a legacy steel town into a model of sustainable, modern steel production, securing not only the site’s future, but also its place at the forefront of a decarbonised industrial landscape in the UK.














6 References
Reference list
Barry, S. (2024). Is Port Talbot steelworks really losing £1m a day? [online] Wales Online. Available at: https://www.walesonline.co.uk/news/wales-news/port-talbot-steelworks-really-losing-28537874.
Browne, A. (2024). Tata Steel: £13.5m to help firms hit by Port Talbot job losses. [online] BBC News. Available at: https://www.bbc.co.uk/news/articles/c624rz52v4yo.
European Steel Association (n.d.). Map of EU steel production sites Blast Furnace & Basic Oxygen Furnace Electric Arc Furnace Blast Furnace & Basic Oxygen Furnace Electric Arc Furnace Basic Oxygen Furnace only Blast Furnace only. [online] Available at: https://www.eurofer.eu/assets/Uploads/Map-20191113_Eurofer_SteelIndustry_Rev3-has-stainless.pdf.
GOV.UK (2025). The steel strategy: the plan for steel. [online] GOV.UK. Available at: https://www.gov.uk/government/consultations/input-into-the-steel-strategy/the-steel-strategy-the-plan-for-steel.
Jolly, J. (2024). Tata Steel rejects union plan to save jobs and keep Port Talbot furnace open. The Guardian. [online] 25 Apr. Available at: https://www.theguardian.com/business/2024/apr/25/tata-steel-rejects-union-plan-to-save-jobs-and-keep-port-talbot-furnace-open.
Lawless, J. (2024). Tata Steel announces plans to cut 2,800 jobs in a blow to Welsh town built on steelmaking. [online] AP News. Available at: https://apnews.com/article/uk-tata-steel-port-talbot-wales-layoffs-64406c62c2d048b9ad3d99725b2bb0ab.
Mayo, F. (2024). The largest emitters in the UK: annual review | Ember. [online] Ember. Available at: https://ember-energy.org/latest-insights/the-largest-emitters-in-the-uk-annual-review/.
MPI UK (2021). DECARBONISATION OF THE STEEL INDUSTRY IN THE UK Toward a mutualised green solution. [online] Available at: https://www.mpiuk.com/downloads/industry-papers/SI-Series-Paper-05-Decarbonisation-of-the-Steel-Industry-in-the-UK.pdf.
Simpson, J. (2024). Blow for British steel industry as 2,500 jobs go at Port Talbot. [online] the Guardian. Available at: https://www.theguardian.com/business/2024/sep/11/blow-for-british-steel-industry-as-2500-jobs-go-at-port-talbot.
Skanska (2024). Tata Steel UK appoints Skanska for state-of-the-art electric arc furnace project | www.skanska.co.uk. [online] www.skanska.co.uk. Available at: https://www.skanska.co.uk/about-skanska/news-and-events/press-releases/296646/Tata-Steel-UK-appoints-Skanska-for-stateoftheart-electric-arc-furnace-project [Accessed 1 May 2025].
TATA Steel (2024a). New Employment & Skills Fund to support Tata Steel UK and supply chain workers in Wales. [online] Tata Steel UK. Available at: https://www.tatasteeluk.com/corporate/news/new-employment-%26-skills-fund-to-support-tata-steel-uk-and-supply-chain-workers-in-wales.
TATA Steel (2024b). Planning process. [online] Tata Steel UK. Available at: https://www.tatasteeluk.com/green-steel-future/planning.
TATA Steel (2025a). Local companies to support £1.25 billion investment. [online] Tata Steel UK. Available at: https://www.tatasteeluk.com/corporate/news/local-companies-support-investment [Accessed 11 May 2025].
TATA Steel (2025b). Plans Approved for Electric Arc Furnace. [online] Tata Steel UK. Available at: https://www.tatasteeluk.com/corporate/news/plans-approved-for-electric-arc-furnace.
TATA Steel (2025c). Steel investment programme for jobs hits £3 million. [online] Tata Steel UK. Available at: https://www.tatasteeluk.com/corporate/news/steel-investment-programme-for-jobs-hits-%C2%A33-million [Accessed 12 May 2025].
TATA Steel (2025d). TATA Steel’s Newport steel port. [online] Tatasteeluk.com. Available at: https://www.tatasteeluk.com/corporate/news/newport-uks-number-one-steel-port [Accessed 12 May 2025].
Unite the Union (2024). Trade Union, Unions UK, Workers Union - Unite the union. [online] www.unitetheunion.org. Available at: https://www.unitetheunion.org.
United Nations (2024). For a livable climate: Net-zero commitments must be backed by credible action. [online] United Nations. Available at: https://www.un.org/en/climatechange/net-zero-coalition.



Sensitivity: general

Sensitivity: general



image1.png
Prifysgol Cymru

Y Drindod Dewi Sant
University of Wales
Trinity Saint David




image2.png




image3.png




image4.jpeg




