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[bookmark: _Toc163220565][bookmark: _Toc167309281]Abstract 
This report reflects on a project undertaken to replace the Continuous Emissions Monitor (CEM) on the Boiler 3 stack at the TATA Steel Port Talbot steelworks. The aim was to transition smoothly from an outdated CEM to a newer, more accurate model from another company, crucial for the site's compliance with environmental permits. Failure to comply could result in disciplinary action, including fines and potential plant closure. The report assesses project management, highlighting successes and areas of shortfall. It explores alternative approaches, drawing on established change and management methods, to enhance project efficiency and success. Despite missing its completion deadline by several months, the report aims to analyse findings and demonstrate how successful outcomes could have been achieved. The Boiler 3 stack is vital to the operation of the Power Plant, supplying significant power to the Blast Furnaces. Regulatory limits necessitate stringent monitoring, making the project's success imperative.
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[bookmark: _Toc167309284]Project Overview

This Report will be reflecting on the project carried out on the changing of the Continuous Emissions Monitor on the Boiler 3 stack in the power plant at the TATA Steel Port Talbot steelworks. The Aim of this project was to see a smooth transition from an older Continuous Emissions Monitor (CEM) coming to the end of its life, to a new and more accurate one from another company. The CEMs are essential to the sites compliance with the environmental permit allocated to TATA, and failure to comply with will lead down a disciplinary procedure starting with increasing fine and ending with potential plant closure. Throughout this report I will be assessing how the project was managed, what went well and also where the project failed to meet expectations. The report with then move onto how the project could have been done differently, Researching how proven change and management methods could have been implemented to have ensure a much more efficient and successful project. The intial project ultimately missed its completion deadline by a number of months, so it is the aim of this report to reflect on this, analysis my findings and show how it could have been done successfully to meet the targets set.

[bookmark: _Toc167309285]Background Information 

[bookmark: _Toc167309286]Boiler 3 Stack

The Boiler 3 Stack on the Port Talbot steel works is an essential part of the Power Plant located on site. This Boiler specifically is responsible for supplying a large amount of the power needed for the running of the Blast Furnaces. Regulatory limits are placed on every stack and is it law that they need to be monitored and kept to the lowest amount feasibly possible. Below is an illustration of how the Power Plant Supplies the whole of site.
[image: ]
[bookmark: _Toc167309957]Figure 1: An Overview of the Power Plant

[bookmark: _Toc167309287]Need To Monitor Emissions

Due to the harmful emissions which are an inevitable part of the steel making process it is essential that we as a company do everything in our power to manage and continuously improve on keeping them as low as possible. Below are a list of different types of emissions TATA Steel UK emit as a result of its work.
[bookmark: _Toc167309288]
NOx

NOx emissions consist of nitrogen oxide gases, such as nitric oxide (NO) and nitrogen dioxide (NO2), produced mainly during the combustion of fossil fuels like gasoline and coal in vehicles, industries, and power plants. These emissions result from a high-temperature reaction between nitrogen in the air and oxygen. (www.apis.ac.uk, n.d.)
Impacts of NOx emissions include:
1. Public Health: Contributing to respiratory issues and worsening asthma.
2. Environmental Degradation: Causing acid rain, smog, and eutrophication.
3. Regulatory Compliance: Ensuring adherence to emission standards.
4. Air Quality Management: Identifying pollution sources for targeted interventions.
5. Climate Change: Acting as a precursor to ozone and contributing to global warming.
Monitoring NOx emissions is essential for protecting public health, preserving the environment, ensuring compliance, managing air quality, and addressing climate change(Habib, Elshafei and Dajani, 2008).

[bookmark: _Toc167309289]SO2 

Sulphur dioxide (SO2) emissions refer to the release of sulphur dioxide gas into the air from sources like industrial processes, fossil fuel combustion, and volcanic eruptions. SO2 is a colourless gas with a sharp, pungent odour and is a significant air pollutant with harmful effects on health, the environment, and infrastructure. (US EPA, 2023)
Impacts:
1. Air Pollution: SO2 reduces air quality and visibility.
2. Respiratory Issues: Causes respiratory problems such as asthma and bronchitis.
3. Acid Rain Formation: Reacts with moisture to form acid rain, harming ecosystems and water quality.
4. Particulate Matter Formation: Forms PM2.5, contributing to respiratory and cardiovascular issues. (Minnesota Pollution Control Agency, 2023)

[bookmark: _Toc167309290]CO2 

Carbon dioxide (CO2) emissions result from activities like burning fossil fuels, deforestation, industrial processes, and agriculture. CO2 is a greenhouse gas that traps heat in the Earth's atmosphere, contributing to global warming and climate change(Ritchie and Roser, 2024).
Impacts:
1. Climate Change: CO2 enhances the greenhouse effect, causing global temperature rise, altered weather patterns, severe weather events, and melting polar ice caps.
2. Ocean Acidification: Absorbed CO2 causes ocean acidification, harming marine life and disrupting ecosystems.
3. Air Quality and Health: Elevated indoor CO2 can cause discomfort and health issues like headaches and drowsiness.
4. Ecological Impacts: CO2-induced temperature changes disrupt ecosystems, leading to biodiversity loss and degradation of ecosystem services.
Reducing CO2 emissions is essential for a sustainable future, involving renewable energy, energy efficiency, and sustainable land use policies(NASA, 2024).

[bookmark: _Toc167309291]National Resource Wales

National Resources Wales (NRW) regulates activities that may impact the environment, such as waste management, pollution control, and land use planning, ensuring compliance with environmental laws and regulations.

[bookmark: _Toc167309292]ELVs

Emission limit values are regulatory standards restricting the quantity of pollutants released into the environment from industrial, vehicular, and other sources. They aim to safeguard human health, ecosystems, and air, water, and soil quality by setting maximum allowable concentrations or quantities of specific pollutants (www.gov.uk, n.d.).

[bookmark: _Toc167309293]Risk management 

The following section is how the project team carried out their risk analysis for the project

[bookmark: _Toc167309294]Management of Change (MOC)

When completing a project is important to identify and mitigate the severity and likely hood of any risks that could be encountered. Firstly it is important to know what a risk is. A risk is defined as the potential occurrence of an event or condition that may have a positive or negative impact on the achievement of project objectives (Cambridge Dictionary , 2019).  
In order to identify these risks and mitigate the risk values the team carried out a management of change investigation (MOC) this allowed them to clearly map out all the potential risk that could put this project in jeopardy (onupkeep, n.d.). 

[bookmark: _Toc167309295]Risk management 

[bookmark: _Toc167309296]Risk Assessment 

 (
Figure 
2
:Managment of Change Categories
)[image: ]The first part of the MOC was the risk assessment. This is where the team sat down and Broke each potential hazard down using 6 categories 
Section 1 was the ‘Risk Area’ for this project the risks were put into 5 different categories
· Health 
· Environment 
· Installation Availability 
· Process Safety 
· Occupational Hazards
Section 2 was the ‘Scenario’ section The team then thought about all the different scenarios that could go wrong throughout the length of this project, ranging from working from height dangers to engineering availability and equipment availability.
Section 3 was then for the ‘Effects’ these risks would have on the project. By doing this it allows you to move onto move onto section 4 the ‘Risk values. The risk value is given by assessing two factors. How serious the effect of the risk is, and the likely hood that this risk will happen. The severity is given a number from 1-6, and the likely hood is a letter from A-F. The reference matrix for this scoring is seen below. [image: ]
[bookmark: _Toc167309959]Figure 3: MOC Risk Matrix

Sections 4 is then the measures that can be taken to lower the risk value and section 5 is the new risk value once these have been put in place.

[image: ]
[bookmark: _Toc167309960]Figure 4:MOC Risk Levels
From this the completed Risk analysis was formed and the team could begin assigning roles and move onto the time management on tackling these risks.

[bookmark: _Toc167309297]Personnel Management 

The following section is how the project team was managed.

[bookmark: _Toc167309298]Role Allocation 

Proper role allocation is crucial for ensuring efficient project execution and maximizing team productivity. For this project the team was made up of a wide range of job roles and skill sets (Covert, 2022). Therefore, it was decided that in order to ensure each member of the team was being utilised to their fullest potential, the three steps below were carried out.
1. Skills Assessment: Conduct a thorough assessment of team members' skills, expertise, and experience to match individuals with roles that align with their strengths and capabilities. Use tools such as competency matrices or skills inventories to identify skill gaps and areas for development.
2. Role Clarity: Clearly define roles, responsibilities, and expectations for each team member to avoid confusion and ambiguity. Develop role descriptions or job profiles outlining key tasks, deliverables, and reporting relationships for each role.
3. Task Assignment: Assign tasks and responsibilities based on individuals' competencies, availability, and workload capacity. Consider factors such as task complexity, deadlines, dependencies, and team dynamics when allocating tasks to ensure equitable distribution and balanced workloads.


[bookmark: _Toc167309299]Prioritisation

In order to prioritise the tasks throughout the project, the team opted to use ‘ABC Analysis’. 
ABC analysis is a method used for categorizing items, tasks, or activities into three groups based on their importance or priority. A (high priority), B (medium priority), and C (low priority). Allocate resources and attention, accordingly, focusing on completing A tasks before moving to B and C tasks. Here are the advantages and disadvantages of ABC analysis (Jenkins , 2020):
Advantages:
1. Resource Optimization: ABC analysis helps in allocating resources effectively by focusing on high-priority items (A) that contribute the most to the overall success of the project or organization.
2. Time Management: It enables better time management by directing attention and effort towards critical tasks (A) that have the greatest impact on achieving objectives.
3. Risk Reduction: By prioritizing high-value items (A) and ensuring they receive adequate attention and resources, ABC analysis helps reduce the risk of delays, errors, or failures in critical areas.
4. Cost Savings: By identifying and prioritizing high-value items (A), organizations can allocate resources more efficiently, potentially reducing costs associated with excess inventory, overtime, or rework.
5. Focus on Value: ABC analysis encourages a focus on value-added activities and tasks that contribute the most to organizational goals and customer satisfaction, enhancing overall performance and competitiveness (www.javatpoint.com, n.d.).


Disadvantages:
1. Subjectivity: The classification of items into A, B, or C categories may be subjective and influenced by individual biases or perceptions, leading to inconsistent or inaccurate prioritization.
2. Limited Scope: ABC analysis may overlook important factors such as qualitative criteria, strategic objectives, or long-term implications, resulting in a narrow focus on quantitative measures of importance.
3. Complexity: Implementing ABC analysis can be complex, especially in large or diverse organizations with a wide range of items or activities, requiring significant effort to collect, analyse, and categorize data.
4. Maintenance Overhead: Maintaining the ABC classification over time may require ongoing monitoring and updates as priorities change, new items are added, or existing items evolve in importance.
5. Risk of Overlooking Low-Priority Items: While ABC analysis prioritises high-value items (A), it may inadvertently downplay the importance of low-value items (C) that still require attention or resources to prevent negative consequences (www.javatpoint.com, n.d.).
Overall, while ABC analysis offers benefits in terms of resource optimisation and focus on critical tasks, organizations must be mindful of its limitations and ensure a balanced approach to prioritization that considers both quantitative and qualitative factors.

[bookmark: _Toc167309300]Maintaining Focus and Motivation

Ensuring that the team maintained focus and motivation was an essential part of any success this project was going to have. In order to ensure these levels were as high as possible the team would Foster open and transparent communication channels within the team to keep everyone informed about project progress, challenges, and changes. Regular meetings, updates, and status reports help maintain alignment and focus on key objectives. It was also decided that there should be a conscience effort to celebrate the wins and successes achieved by the team, positive reinforcement reinforces focus and commitment to project goals (www.berrydunn.com, n.d.).


[bookmark: _Toc167309301]Project management 

During the course of this project there was a number of issues faced with delays and missed deadlines. This can be put down to poor project management (Barenscheer, 2022). The no formal planning procedure was followed for key dates in through the project such as delivery dates, engineer availability or dates IT software’s would need to be completed by.
As a result of this the project ended up running over by several months. The extent of these delays grew to such a extend that the NRW issued an enforcement notice and their own deadline for the installation of the new continuous monitor. Failing to meet this would have led to fines. 

[bookmark: _Toc167309302]Literature Review 

In this section I will be reviewing the methods I researched to conduct my report.
[bookmark: _Toc167309303]Change Management 

As this report will be reflecting on how the project in question was managed it was paramount the sufficient research was done into effective change management methods. The key ones identified was Kotter’s 8 step model and the ADKAR model (Schneider, 2023).

[bookmark: _Toc167309304]Kotter’s 8 step

Kotter's 8-Step Model is a comprehensive change management framework designed to facilitate successful organisational transformations. The model begins by creating a sense of urgency to motivate action, followed by forming a powerful coalition to lead the change effort. It then involves developing a clear vision and communicating it effectively to gain buy-in from stakeholders. Empowering employees to take action, generating short-term wins, and consolidating gains further drive the change process forward. Finally, anchoring the changes in the corporate culture ensures their sustainability. Kotter's model is effective because it provides a structured approach that addresses both the technical and human aspects of change, fostering buy-in, momentum, and long-term success (Juneja, 2015).

[bookmark: _Toc167309305]ADKAR 

The ADKAR model, developed by Prosci, is a goal-oriented change management framework focused on guiding individuals through successful transitions. It comprises five key stages: Awareness, Desire, Knowledge, Ability, and Reinforcement. Firstly, individuals must become aware of the need for change, followed by developing a desire to participate and support the change. Next, they acquire the necessary knowledge and skills to implement the change effectively, ensuring they have the ability to perform in the new environment. Finally, reinforcement strategies are employed to sustain the change over time, embedding it into the organisational culture. The ADKAR model is effective because it addresses the individual's journey through change, emphasising the importance of awareness, motivation, capability, and reinforcement in achieving successful outcomes (Matern, 2022).

[bookmark: _Toc167309306]Comparison

Kotter's 8-Step Model and the ADKAR model are both prominent change management frameworks, each with distinct focuses and strengths. Kotter's model provides a structured approach to organisational change, emphasising the importance of creating urgency, building coalitions, and anchoring changes in corporate culture. It addresses the strategic aspects of change, guiding organisations through large-scale transformations. Conversely, the ADKAR model offers a more individual-centric perspective, focusing on the stages individuals go through during change. It highlights the importance of addressing awareness, desire, knowledge, ability, and reinforcement at the individual level, helping to manage resistance and foster successful adoption of change initiatives. While Kotter's model is effective for driving strategic change initiatives, the ADKAR model offers valuable insights into managing the human side of change, making it useful for addressing individual concerns and building capability. Organizations may benefit from leveraging both frameworks in tandem to address both strategic and human dimensions of change comprehensively (Franz, 2022).
[bookmark: _Toc167309307]Reflection Methods

Aswell as researching change management techniques that could have been used throughout the duration of the initial project I also researched differed reflection methods that could be used for the compiling of this report (Farber, 2016).

[bookmark: _Toc167309308]Gibbs’s Reflective Cycle 

This model involves six stages: Description, Feelings, Evaluation, Analysis, Conclusion, and Action Plan. It encourages individuals to systematically reflect on an experience by considering what happened, how they felt, what was good or bad about the experience, what they learned, and how they can apply this learning in the future (The University of Edinburgh, 2020)
[bookmark: _Toc167309309]Kolb’s Experiential Learning Cycle 

Based on the idea that learning is a continuous process, Kolb's model consists of four stages: Concrete Experience, Reflective Observation, Abstract Conceptualisation, and Active Experimentation. It encourages individuals to learn from experiences by reflecting on them, conceptualising new ideas, and testing them in practice (Cloke, 2023).
[bookmark: _Toc167309310]Comparison

Gibbs' Reflective Cycle and Kolb's Experiential Learning Cycle are prominent frameworks for fostering reflective thinking and learning. Gibbs' model comprises six sequential stages, guiding individuals through systematic reflection on past experiences. In contrast, Kolb's model depicts a cyclical process, commencing with concrete experiences, proceeding through reflective observation and abstract conceptualisation, and concluding with active experimentation. While Gibbs' model is prevalent in professional development and healthcare, Kolb's is common in education and organisational development, reflecting varied emphasis and structures (Sethmini, 2021).
[bookmark: _Toc167309311]Project Management

[bookmark: _Toc167309312]Planning and Scheduling 

The foundations of a successful project stems down to the initial planning. The following section will delve into the planning and scheduling process that was undertaken for this project (TheKnowledgeAcademy, 2023).

[bookmark: _Toc167309313]Gantt Chart 

In TATA Steel the standardised procedure for the instigation of a new project is the creating on a Gantt chart. This essentially creates a time line of events that are to be followed form the start to completion of the project. Tasks are the set out and categorised into tow categories. Short and Long term Tasks. These will then be given owners and deadlines which aids in keeping the project on track all the way to its final deadline. For this reflective report i have decided to adopt this method into my planning in order to carry out this report efficiently. To make this decision I looked at both the advantages and disadvantages of using a Gantt chart (Duke, 2023).

[bookmark: _Toc167309314]Advantages and Disadvantages

Before looking into the Gantt chart that was created for this particular project. It is important to look at the advantages but also the disadvantages using a Gantt chart can come with.
Advantages:
1. Visual Representation: Gantt charts provide a clear and visual representation of project tasks, timelines, and dependencies, making it easy for team members to understand project progress and requirements at a glance.
2. Timeline Clarity: They offer a comprehensive overview of project timelines, including start and end dates for each task, helping project managers and team members stay organized and focused on meeting deadlines.
3. Task Dependencies: Gantt charts allow for the identification of task dependencies and critical paths, enabling project managers to schedule tasks in a logical order and allocate resources efficiently.
4. Resource Allocation: By visualizing task durations and resource requirements, Gantt charts facilitate effective resource allocation, ensuring that team members are assigned tasks based on their availability and skill sets.
5. Communication Tool: Gantt charts serve as effective communication tools, enabling project managers to communicate project timelines, milestones, and progress updates to stakeholders, clients, and team members in a clear and understandable format (Miller, 2021).


Disadvantages:
1. Complexity: Gantt charts can become overly complex and difficult to manage for large or highly detailed projects, especially when there are numerous tasks, dependencies, and changes to track.
2. Time-Consuming: Creating and updating Gantt charts can be time-consuming, particularly when manually inputting task details, dependencies, and timeline adjustments, which may detract from valuable project management time.
3. Static Nature: Gantt charts are static documents that may not easily accommodate changes or revisions to project plans, requiring frequent updates and adjustments to reflect evolving project requirements or unforeseen challenges.
4. Dependency Limitations: Gantt charts may not effectively capture complex task dependencies or interrelationships between tasks, leading to potential scheduling conflicts or inaccuracies in project planning.
5. Limited Collaboration: While Gantt charts can be shared electronically, collaboration features may be limited compared to project management software, making it challenging for multiple team members to contribute or collaborate in real-time (Miller, 2021).
[bookmark: _Toc167309315]Assessment of Gantt charts Advantages and Disadvantages

Overall, while Gantt charts offer valuable benefits in terms of visual project planning and communication, they also have limitations in terms of complexity, flexibility, and collaboration, which should be considered when deciding whether to use them for project management. However it was decided that it would be the best method.

[bookmark: _Toc167309316]Gantt Chart	

The first stage of the Gantt chart completed for the Gantt chart for this report involved setting out my initial aims and putting forward the benefits completing this reflective piece of work would have for future projects to come. (TATA 2024)

[image: ]
[bookmark: _Toc167309961]Figure 5:Projects Gnatt chart Front Page
The Final part of my Gantt chart as seen below laid out all the task that were to be followed in chronological order to see through the completion. This also aiding in keeping accountability for the tasks at hand and allowed the high level of focus and motivation that was present at the start throughout the whole project. (TATA 2024)
[image: ]
[bookmark: _Toc167309962]Figure 6: Gnatt Chart Task Timeline
[bookmark: _Toc167309317]Review of Gantt Chart 

Overall I believe using this method to plan and follow while the reflective report was being compiled allowed for high quality and free flowing final piece of work. The project spanned over 14 weeks. With 5 weeks of that being on the assessing of the strengths and weaknesses of the project. A key benefit this Gantt chart offered this project was the ability to look ahead on the time to completion. Initially it was decided that this task would be a week shorter. Apon assessing that we would have a week extra at leftover till the completion date as the completion of previous task ere ahead of plan. It was decided that an extra week would be taken on this phase. This decision was made after weighing up which task giving this extra week would benefit the whole project the most. Giving the strengths and weaknesses task this extra time proved extremely beneficial as some key findings were found in this final week (TATA 2024)
[bookmark: _Toc167309318]Aims and Expectations 

The aim of this reflective report is to assess how the project for changing of the Boiler 3 CEM was managed, and seek out opportunities for improvement for future work carried out in the department. The key objectives for the report are;
· Assess using proven methods where gaps and shortcoming occurred in the management of the project.
· Offer alternative methods to the management of the project which could have been more effective.
·  Formulate conclusions on whether the methods used were the most efficient or not.
· Learn from all outcomes to help the department going forward.


[bookmark: _Toc167309319]Methodology 

I will carry out my analysis by applying Kotter's 8-Step Model to the project of changing the Continuous Emissions Monitor (CEM) on the Boiler 3 stack at TATA Steel Port Talbot steelworks. I found it provided a structured approach to manage and reflect on the change process effectively (Lucidchart, 2019). Here is what I will look for when analysing each step with the model
1. Create Urgency: If the team could highlight the critical need for replacing the older CEM to ensure compliance with environmental permits and avoid significant fines or potential plant closure. Emphasising the potential risks and benefits successfully created a sense of urgency among stakeholders (Maciver, 2010).
2. Form a Powerful Coalition: A team of key stakeholders and influential leaders from different departments (e.g., engineering, compliance, operations) could be assembled to drive the change effort. This coalition had the authority and resources needed to support the transition (Aster, 2021).
3. Create a Vision for Change: A clear and compelling vision for the project being developed, such as "Ensuring accurate emissions monitoring for environmental compliance and operational excellence." This vision would outline the strategy and objectives that guided the project towards successful implementation (Tanner, 2019).
4. Communicate the Vision: The vision, strategy, and benefits of the new CEM would need to be consistently and effectively communicated to all stakeholders. Regular meetings, emails, and presentations kept everyone informed and engaged, addressing any concerns and providing updates (Mind Tools, 2022).
5. Empower Action: Obstacles that could have hindered the project's progress would be identified and removed. Necessary resources, training, and support should be provided to the project team, encouraging innovation and problem-solving to overcome challenges (Aster, 2021).
6. Generate Short-term Wins: Visible, short-term successes can be planned for and achieved to build momentum and demonstrate the benefits of the new CEM. Successfully completing initial installation phases and achieving preliminary compliance metrics boosted confidence and support (Tanner, 2019).
7. Consolidate Gains: The credibility gained from short-term wins would be used to tackle larger issues and further integrate the new CEM into the plant’s operations. Remaining challenges would be addressed, processes refined, and continuous improvement ensured sustained the project's momentum (Katie, 2015).
8. Anchor Changes in Corporate Culture: The new CEM and associated practices are then embedded into the corporate culture. The new system would become a part of the standard operating procedures, and its importance will then be recognised and supported by ongoing training, policies, and leadership commitment (Lucidchart, 2019).
By applying Kotter’s 8-Step Model while reflecting on this project, the change management process would be systematically assessed, successes and areas for improvement can be identified, and structured recommendations for future initiatives are then provided

[bookmark: _Toc167309320]Analysis 

In this section I will be analysing all the facts found out from my research into the project and applying my knowledge of proven change management methods and other techniques to reflect on the effectiveness of the project. 

[bookmark: _Toc167309321]Kotter’s 8 step model

1. Create Urgency:
To initiate the project, the team could have highlighted the risks of non-compliance with environmental permits through presentations and meetings, emphasising the potential fines and plant closure. A better way would have been to conduct a workshop involving all stakeholders to discuss the specific impacts of non-compliance, using real data and case studies to make the urgency more tangible and relatable. This approach would ensure that everyone understood the immediate need for action and felt a personal connection to the project's goals www.getguru.com, n.d.).
2. Form a Powerful Coalition:
Forming a coalition of key stakeholders, including leaders from engineering, compliance, operations, and environmental departments, was essential to drive the change effort. A more effective approach would have included influential informal leaders and frontline workers in the coalition. This broader inclusion would ensure greater buy-in and diverse perspectives, enhancing team commitment and resourcefulness. Engaging these additional voices could provide insights that top-down leadership might overlook and foster a more inclusive atmosphere for change (learn.nes.nhs.scot, n.d.).
3. Create a Vision for Change:
The project required a clear vision, such as "Achieving compliance with environmental standards through the seamless implementation of a new, accurate Continuous Emissions Monitor." Developing this vision was necessary to guide the strategy and objectives. An improved method would have involved engaging stakeholders in a collaborative process to co-create the vision. This approach ensures that the vision reflects shared values and goals, thereby increasing ownership and motivation. When stakeholders see their input valued in the vision, their commitment to the project’s success naturally grows (The Big Picture People, 2019).
4. Communicate the Vision:
Effective communication of the vision and its importance to all stakeholders was crucial. Regular meetings, emails, and presentations were used to keep everyone informed about the project’s progress. A better approach would have been to implement a multi-channel communication strategy, including interactive forums, feedback loops, and visual progress dashboards. This would maintain high engagement and transparency, allowing for real-time updates and active stakeholder participation. Such diverse communication channels ensure that all stakeholders receive and understand the information in ways that suit their preferences (www.globalization-partners.com, 2024).
5. Empower Action:
Empowering the project team by providing necessary resources, training, and decision-making authority was essential. To enhance this, establishing cross-functional task forces to address specific obstacles, supported by leadership, would have been beneficial. Additionally, incentivising innovative solutions through recognition and rewards would encourage proactive problem-solving. By fostering an environment where team members feel both supported and recognised, the project could have navigated challenges more effectively and with higher morale(Aster, 2021)..
6. Generate Short-term Wins:
Planning for and achieving short-term wins, such as completing the installation of the new CEM in a test phase, helped build momentum. A more effective strategy would have identified and celebrated a series of incremental milestones with regular recognition events and visible rewards. This would maintain momentum and morale throughout the project, ensuring sustained engagement and providing continuous motivation for the team. Celebrating these wins publicly also reinforces the project’s progress to the broader organisation, building broader support (Kotter, 2014).
7. Consolidate Gains:
Using the credibility gained from short-term wins to drive further progress involved addressing remaining challenges and refining the new system. A better approach would have been to implement continuous improvement cycles, soliciting feedback from all levels of the organisation. This ensures adaptive learning and responsive adjustments to sustain and build on gains. By creating a culture of continuous improvement, the project could evolve dynamically, responding to new challenges and opportunities as they arise(Kotter, 2014).
8. Anchor Changes in Corporate Culture:
To ensure the long-term success of the project, integrating the new CEM and its associated practices into the corporate culture was necessary. This was done by making the new system part of standard operating procedures and ongoing training programs. An enhanced method would involve embedding the new CEM within the company’s core values and mission, creating ambassador roles to champion the new system, and incorporating its principles into leadership development programs and performance metrics. This deeper integration ensures that the change is not only maintained but also evolves as an integral part of the company’s ongoing strategy and culture(Lindqvist and Winborg, 2012).

[bookmark: _Toc167134261][bookmark: _Toc167309322]Project Management Reflection 

The issues previously state n the poor project management could have been mitigated through proper planning with proven methods such as a Gantt chart 
Using a Gantt chart could have significantly mitigated the issues faced with delays and missed deadlines in the project. A Gantt chart is a visual project management tool that outlines the schedule of tasks and their respective timelines, providing a clear overview of the entire project from start to finish. Detailed planning and scheduling, visual representation of timelines and deadlines, better resource allocation, continuous monitoring and control, improved communication and coordination among team members, and ensuring compliance with external deadlines are key advantages of employing a Gantt chart. By incorporating these elements, project managers could have ensured clearer visibility of the project's progress, minimised misunderstandings, and proactively addressed potential delays, ultimately leading to more efficient project execution and timely completion (Kashyap, 2020).

[bookmark: _Toc167134262][bookmark: _Toc167309323]Risk Management Reflection 

With the risk assessment framework in place, the project team has adopted a structured approach to identify, assess, and mitigate risks linked to the project. To enhance the risk assessment process, the project team could implement several improvements. Firstly, refining the categorisation of risk areas would ensure a more comprehensive coverage, potentially by breaking down broader categories into subcategories or incorporating additional risk areas specific to the project context (Simmons, 2022). Secondly, broadening the scope of scenario identification through brainstorming with diverse stakeholders would capture a wider range of potential risks. Thirdly, conducting a more thorough assessment of the potential effects of each identified risk on the project, perhaps through quantitative analyses or scenario planning exercises, would provide a clearer understanding of impact likelihood. Additionally, refining the methodology used to calculate risk values could improve prioritisation accuracy, potentially by incorporating more sophisticated risk assessment techniques. Lastly, strengthening the effectiveness of risk mitigation measures through actionable, realistic strategies aligned with project objectives would further mitigate potential threats. By implementing these enhancements, the project team can bolster their risk assessment process and better safeguard project success (Covello and Merkhoher, 1993).


[bookmark: _Toc167134263][bookmark: _Toc167309324]Personnel Management Reflection 

The personnel management of the project team could have been improved in several key areas to enhance efficiency and productivity. Firstly, while the team conducted a skills assessment and provided role clarity, there could have been a more robust process for task assignment (Antonio, 2022). This could involve considering factors such as task complexity and workload capacity more comprehensively, ensuring equitable distribution of tasks among team members. Secondly, while the team opted for ABC analysis for task prioritisation, there were limitations in its implementation. To improve effectiveness, the team could address subjectivity by establishing clearer criteria for categorisation and ensure ongoing maintenance to adapt to changing priorities over time (admin, 2023). Lastly, although the team fostered open communication and celebrated successes, there could have been more proactive measures to maintain focus and motivation. This could involve regular feedback sessions to address challenges, as well as opportunities for skill development and growth to keep team members engaged and motivated throughout the project. By addressing these areas for improvement, the project team can enhance personnel management practices and ultimately contribute to the success of the project (Czerwonka, 2024).

[bookmark: _Toc167309325]Conclusion 

In conclusion, using methods such as Kotter's 8-step model to analysis and reflect on the changeover of the continuous emissions monitor on the Boiler 3 stack at TATA Steel Port Talbot , it becomes evident that while the project team effectively addressed some aspects of change management, there were opportunities for improvement in others. The analysis highlights key areas where the implementation of Kotter's model could have been more effective, such as creating urgency through a more immersive and personalised approach, and forming a powerful coalition by involving a broader range of stakeholders. Additionally, the project could have benefited from a clearer vision for change, enhanced communication strategies, and a stronger focus on empowering action and generating short-term wins to maintain momentum. Also, anchoring changes in corporate culture could have ensured the long-term sustainability of project outcomes.
The reflection on project management practices underscores the importance of proper planning and risk management techniques such as Gantt charts and a comprehensive risk assessment framework. These tools could have helped mitigate issues related to delays and missed deadlines, as well as identified and addressed potential risks more effectively. Finally the analysis of personnel management highlights the need for a more robust approach to role allocation, task prioritisation, and maintaining focus and motivation among team members. By addressing these areas for improvement, the project team could enhance efficiency, productivity, and ultimately contribute to the success of future projects(Writing a Conclusion, 2016).
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