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1. Executive Summary
TATA Steel employed 14 change agents to change the way in which the company was operating, and to change the behaviours of their employees to invoke better participation and more productivity. Behavioural theories such as Lewin’s Force-Field theory, Maslow’s Hierarchy of Need and Kotter’s eight-step change management model were applied to the current situation at the company. The driving forces and restraining forces for change with Lewin’s were looked at from the perspective of a senior manager at TATA Steel and was deemed that the need for change outweighed the needs against. The change that TATA Steel underwent took 14 weeks to implement, and the method of implementation closely resembled both Lewin and Kotter’s change models. Maslow’s Hierarchy of Need was examined, and it showed that TATA Steel employees have a problem becoming engaged with their work due to the lack of basic needs, such as job security. This has been caused in part by perceived lack of investment, and global factors such as China’s dumping of steel and President Trump’s 25% steel tariff. 
Following the conclusion of the change, there are green shoots of optimism that the change can be successful. There is more engagement with employees and senior management are more visible than they were before, but it’s very early days whether the change can be sustainable long-term.
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2. Introduction
In the last three years, the UK steel industry has been forced to deal with several significant blows to the financial capital and economic structure of the market. These include the “dumping” of Chinese steel (Watts, 2018), uncertainty surrounding Brexit (Meechan, 2018), President Trump’s 25% steel tariff (West, 2018), closure of SSI Redcar (Tighe, 2016), in addition to TATA Port Talbot’s loss of £1 million a day and the threat of closure (Tovey, 2016). These issues have adversely impacted employees’ motivation, performance, and job security. The business deemed that they needed a new way of working, so they brought in change agents to assist in this change. 
Several managerial behaviour and motivational theories will be analysed to determine how organisations bring upon successful, sustainable change. Kurt Lewin’s “Force-Field analysis”, Kotter’s “eight-step change management model” and Abraham Maslow’s “Hierarchy of Need” are theories that will be compared and contrasted and applied to the organisational change made by TATA Steel.
The theories will be interpreted from the perspective of a senior manager within TATA Steel to see if the proposed change in management is justifiable.
The theories will also be critiqued by having their strengths and weaknesses outlined, and whether their theories can be enhanced with new, more relevant theories. 









3. Main Findings
TATA Steel recently employed a business transformational consultancy (change agents) that use “Lean Leadership” techniques to enhance employee performance, engagement, and empowerment to achieve better business results. The company hoped that the transformational company could coach each employee in achieving sustainable operational excellence, with the belief being that these new techniques will create a happier and more productive workplace.  External change agents using lean leadership techniques have been shown to produce short-term improvements in performance and employee engagement (Casey & Wuestman, 2015).
3.1. Lewin’s Force-Field analysis
In order to employ external change agents, the senior management at TATA would have weighed up the advantages and disadvantages of such a venture to see whether it was worth persevering with. Seven decades ago a psychologist named Kurt Lewin produced a tool called ‘Force-Field’ analysis (Lewin, 1948) which enables organisations to effect positive change from their employees, and his ideas are still pertinent to this day (Baumgarten, et al., 2017). Lewin proposed that for any proposed change within an organisation, a team goal or vision was needed. The purpose of this model is to make all forces acting upon and against the goal/vision are visible to the organisation before deciding whether they want to make the change (Barry & Dick, 2013). Lewin’s Force-Field theory is a powerful tool in determining the driving and restraining forces against a proposed change (Gould, et al., 2016). The analysis is a visual representation of all the internal and external factors that act upon the change. 
Figure 2 shows Lewin’s Force-Field analysis conducted on the proposed deployment of external change agents in TATA Steel. The left-hand column shows the “driving” forces for change, and the right-hand side column shows the “restraining” forces, all of which from the perspective of the organisation. Each driving and restraining force was scored in terms of impact from 1 to 4 (weakest to strongest). Lewin deduced that the driving forces for change must outweigh and counter the restraining forces against to make the desired change a success (Mitchell, 2013). After scoring each driving and restraining force, I can understand why the company decided to employ the change agent, as there are far more driving forces for change than restraining against the team vision. 
[image: ]“For organisations that do manage change effectively, change itself becomes the driving force that perpetuates future success and growth.” (Ash, et al., 2001)
Figure 2. Lewin's Force-Field analysis on the effect of employing change agents.
A successful organisation change can only occur when the problem facing the company has been properly identified. If this isn’t done, the implementation of the change becomes ineffective (Dunne, 1996).
The Team Vision that was created was to create “Sustainable Operational Excellence throughout TATA Steel, engaging and empowering all employees”. The company employed fourteen “change agents” and company employees who were seconded into assisting them. They ran various Bootcamps giving a basic introduction into the coaching techniques they would be employing for the day staff and shift workers over their fourteen-week deployment. Over the fourteen weeks, each department had weekly meetings with production, engineering and technical staff to go through the change process, with each week focussing on different element of the change process as can be seen in Figure 3. The idea to include all employees in the change and to include them in creating TATA Steel new Team Vision would increase their confidence and motivation within the workplace and weaken the restraining forces against the change (Burnes, 2015). By feeling a part of a team, and knowing that their [image: ]input is valued, the desired changed is often achieved in a more seamless and effective manner (Kogila, 2016). Eventually, the old habits would fade, and new and improved habits would become normal. This process is derived from Lewin’s three stage Change Management Model; (1) unfreeze, (2) change, (3) freeze (Connelly, 2015). Unfreezing involves getting the involved parties in the change (employees and management) to realise that a change is necessary. When employees come to the realisation that a better way of working is possible, it makes it easier to find the motivation to change. Part of the “unfreezing” process involves using Lewin’s Force-Field analysis, weighing up the driving and restraining forces for the proposed change. Step two covers the change itself. This is where the Change Agents come into the equation and support the ongoing change. Freezing involves maintaining the new behaviours and once the change agents have left the company.
There are some criticisms of this model (Bakari, et al., 2017). Bakari et al (2017) criticises the model for not being suitable for incorporating continuous change and fails to recognise the relationship dynamics between followers and leader, or in the case of TATA Steel, management and employees. Bakari et al (2017) modified Lewin’s three-step change management model by integrating with planned behaviour theory. Bridgman et al (2016) criticise the model for overgeneralising the change process, and they argue that Lewin didn’t develop the model and that his work only took form after his death.
One of the restraining forces against the change is the reluctance of employees to change the way they work. Resistance to change doesn’t necessary stem from the individual, but rather the external circumstances that they deem are beyond their control (Burnes, 2015). In the case of TATA Steel, these external problems include a perceived lack of investment in equipment and training, and global factors such as President Trump’s steel tariffs and Chinese dumping of steel. Of the nine restraining forces acting upon the proposed change, at least half of the forces concern employee commitment to the change, and the current organisation culture. Deal and Kennedy (2000) claim that there are classifications of organisation culture; (1) tough-guy, macho culture, (2) work-hard/play-hard culture, (3) bet-your-company culture, (4) process culture. The process culture classification best aligns with the organisational culture within TATA Steel. Key aspects of process cultures include slow feedback to their employees, and the employees employ self-preservation rather than being held accountable (Mullins, 2016). This has become part of the daily narrative in the workplace where there is little to no accountability relating to the diagnosing and resolution of ongoing issues. This culture has an adverse effect on the employee’s motivation to change, hence bringing the “declining team morale” and “struggle to change old habits” restraining forces to the fore. 
[image: ]Lewin’s Force-Field theory however does have some disadvantages. In order to get effective analysis from the tool, all members of the organisation must fully participate in the change. Creed and Swanson (2014) have found that Lewin’s Force-Field theory is a linear representation of the forces acting upon the change, but “field theory does not fully explain the paradox of inverse vectors in the forces of change” (Creed & Swanson, 2014). Figure 4 shows that restraining factors against a change can in fact become a motivator, making it a driving force. An example of this within the change occurring at TATA Steel is the “declining team morale”. From an organisational perspective, this be a restraining force against the change. But equally, TATA could apply the inverse principle from Figure 4 and use this as a motivator for change. 
1. 
2. 
3. 
3.1. 
3.2. Kotter’s Eight-step process
[image: ]The aim of deploying external change agents into the company is to secure effective change for the company’s future. Dr John Kotter is a management consultant who has devised eight steps for successful organisational changes, as can be seen in Figure 5. Kotter’s approach is that irrespective of positional authority within the organisation, every employee can exhibit leadership when undergoing the change and can affect the behaviour of other employees. Therefore, his model is seen as an effective, logical tool for cultural change (Farkas, 2013). The change agents are employing all eight of these steps outlined by Kotter. They are helping to build a team of people to utilise their skills and are creating a team vision. Each employee is being empowered to help deliver the team vision actively engaging them to get their opinions on the current situation. The seventh and eight steps are “Sustain” and “Institute change” which cover the sustainability of the change once the change agents have left the company and ensuring that a new culture based on shared values and behaviours is developed (Mullins, 2016).Figure 5. Kotter's eight steps to successful organisational change (Kotter Inc, 2019).

1. 
2. 
3. 
3.1. 
3.2. 
The biggest advantage to using Kotter’s model is that it’s a clear and concise step-by-step model which is easy for anyone to follow. Its biggest weakness is that the change isn’t the most important part of the model; the buy-in process and getting everybody on board with the change is the fundamental part of the model. Whereas Lewin’s theory involves identifying the problems and creating a sustained change. The models are in fact so similar, the eight stages of Kotter’s model can be incorporated into Lewin’s 3-stage process. Unfreeze relates to stages 1-4, change relates to stage 5-6 and freeze relates to 7 and 8 (Collins, 2015). In terms of making the organisation and employees aware that change is needed, both models are effective in outlining the urgency for change. By using Force-Field analysis, the driving forces and restraining forces are quantifiable. To generate urgency for change, Kotter recommends trying the make the “status quo seem more dangerous than launching into the unknown” (Kotter, 2017). Often the threat of bad news acts as an effective tool for change.
Both models are effective in involving all parts of the organisation to strive towards a common goal, and they also both demonstrate the struggle to initially get all parties involved and motivated for the change. 
3.3. Maslow’s Hierarchy of Need
[image: ]Abraham Maslow’s concept of Hierarchy of Needs states that people (or in this case) employees are at first motivated to fulfil basic needs, which are highlighted by the first two levels in the Hierarchy; Physiological and Safety. Employees want to feel a connection with their colleagues and managers, but without the first two tiers of basic needs, this is not possible. The first two levels are known as “Survival” tiers (Benson & Dundis, 2003). According to Gallup (2016), “Fifty-one percent [of workers] merely put their time in, while the remaining 16 percent act out their discontent in counterproductive ways, negatively influencing others” (Gallup, 2016).
From the feedback received from the initial Team Vision building, the consensus was that most employees complained about job security, and lack of care and interest from senior management. If these comments are applied to Applying these comments to Maslow’s Hierarchy of Need, the employees are in “Survival mode”. The aim of the change agent deployment was to help make them feel more included and apart of the team, so that they could move into the “Love/Belonging, “Self-esteem” and “Self-Actualisation” tier. This would improve the workers’ state of mind, and increase The biggest issue preventing this was the high stress levels amongst workers, caused in part by job insecurity, unfair pay structures, and a perceived lack of investment by the company. This lack of trust towards senior management could have been exacerbated when the company brought in external change agents, at a considerable cost to the company. With the declining trust in management, and the redundancies that occurred in 2016 (Hollinger, 2016), commitment to the organisation becomes significantly more difficult when Physiological and Safety needs, the most basic of needs are not met. 















4. Conclusion
The deployment of change agents within TATA Steel has been a success. Initially there were many restraining forces against the change, most of which were attributed to distrust towards senior management which in turn created problems with team morale and engagement with the company. Having applied Lewin’s Force-Field theory, it is understandable why the company felt this was a worthwhile venture, to secure the future of the company, whilst increasing productivity and employee engagement. Following the deployment, there has, in general, been an improvement in the collaboration between different shifts, shifts and day workers, and shifts and senior management. Although the change is still in its infancy, there are certainly green shoots of optimism, particularly when problem solving and getting everyone involved in the problem-solving process. The biggest hurdle will be sustaining the change now the external change agents have left. It is of paramount importance that senior management use the tools that have been given to them to continue to properly engage with their employees and keep them striving for the common goal.
The senior management have taken on board the perceived lack of investment in the company and have been very open and honest with future investments within the plant. A new BOS (Basic Oxygen Steelmaking) vessel is to be installed in the summer of 2019 (Tovey, 2017), costing £30 million and a new charging crane in September 2019 (BBC, 2017). With this investment the employees should have more financial security, and in turn, should feel more engaged in their work. This will put the employees on the first two levels of Maslow’s Hierarchy of Need, which should then help them reach the “Belonging”, “Self-esteem” and “Self-Actualisation” tier.
In order to make the change work, it’s important that the company uses Lewin and Kotter’s theory to ensure that long-term change is sustainable. It isn’t easy to start the change process, but with the right support from senior management It is important for the company to have an awareness of Maslow’s Hierarchy of Need. For the employees to feel invested in the company, they need to have their physiological and safety needs met first.


5. References
Altman, W. and Copper, C. (1999), 'New Deal Needed to Secure Commitment', Professional Manager, 8:5, p.40
Ash, K., Hamlin, B. and Keep, J. (2001), Organizational Change and Development, Upper Saddle River: Financial Times Prentice Hall
Bakari, H., Hunhra, A. I. and Niazi, G. S. (2017), ‘How Does Authentic Leadership Influence Planned Organizational Change? The Role of Employees' Perceptions: Integration of Theory of Planned Behavior and Lewin's Three Step Model’, Journal of Change Management, 17:2, pp.155-187
Barry, D. K. and Dick, D. (2013), Web Services, Service-Oriented Architectures, and Cloud Computing, (Second edition) Amsterdam: Elsevier
Baumgarten, F., Endrejat, P. C. and Kauffeld, S. (2017) ‘When Theory Meets Practice: Combining Lewin's Ideas about Change with Motivational Interviewing to Increase Energy-Saving Behaviours Within Organizations’, Journal of Change Management, 17:2, pp. 101-120
BBC. (2017), ‘Tata Steel announces £30m Port Talbot steelworks investment.’, [Online]. Available: https://www.bbc.co.uk/news/uk-wales-south-west-wales-41912542, [2019, April, 7].
Benson, S. G. and Dundis, S. P. (2003), ‘Understanding and motivating health care employees: integrating Maslow's hierarchy of needs, training and technology’, Journal of Nursing Management, 11:5, pp. 315-320
Bridgman, T., Brown, K. G. and Cummings, S. (2016), ‘Unfreezing change as three steps: Rethinking Kurt Lewin’s legacy for change management’, Human Relations, 69:1, pp. 33-61
Burnes, B. (2015), ‘Understanding Resistance to Change – Building on Coch and French’, Journal of Change Management, 15:2, pp 92-117
Casey, J. and Wuestman, D. (2015), ‘Lean Leadership: Sustaining Long-Term Process Change’, Strategic Finance, 96:8, pp. 15-16,61
Coch, L. and French, J. R. P. (1948), ‘Overcoming Resistance to Change’, Human Relations, 1:4, pp5 12-32
Collins, S. (2015), ‘Different Change Models’, Velopi, 14 December
Connelly, M. (2015), The Kurt Lewin Change Management Model, [Online]. Available: https://www.change-management-coach.com/kurt_lewin.html, [2019, April, 11].
Creed, A. and Swanson, D. (2014), ‘Sharpening the Focus of Force Field Analysis’, Journal of Change Management, 14:1, p. 28
Deal, T. E. and Kennedy, A. A. (2000), The New Corporate Cultures, New York City: Perseus Books
Dunne, T. (1996), ‘Fings Ain’t Wot They Used To Be’, Management Development Review, 9:7, pp. 5-10
Farkas, M. (2013), ‘Building and sustaining a culture of assessment: best practices for change leadership’, Reference Services Review, 41:1, pp. 13-31
Gallup. (2016), ‘State of the American Workplace’, s.l: Gallup
Gould, A., Graf, L. and Toves, P. (2016), ‘Innovative Use of Force Field Analysis: Factors Influencing Technology-Enabled Change’ Journal of Behavioral and Applied Management, 17:2, pp. 85-102
Handy, C. B. (1993), Understanding Organizations, (Fourth edition) London: Penguin
Hollinger, P. (2016), ‘Tata’s Port Talbot faces 750 job cuts’, [Online]. Available: https://www.ft.com/content/30af7eba-bd3d-11e5-9fdb-87b8d15baec2, [2019, April, 7].
Kogila, R. (2016), ‘Change Management and its influence on Business, Advances in Management, 9:10, pp. 1-4
Kotter Inc (2019), ’8-Step Process’, [Online]. Available: https://www.kotterinc.com/8-steps-process-for-leading-change/,  [2019, April, 7].
Kotter, J. (2017), ‘Leading Change Why Transformation Efforts Fail’, Accountancy SA, 1 September, pp. 19-29
LaDue, S. (2016), ‘Employee Retention and Psychology’, [Online]. Available: http://knowlton-group.com/employee-retention-psychology/,  [2019, March, 29].
Lewin, K. (1948), Resolving Social Conflicts, New York City: Harper & Brothers
Meechan, B. (2018), ‘UK Steel: why a ‘no-deal’ Brexit leaves us vulnerable, [Online]. Available: https://www.bbc.co.uk/news/uk-wales-45548525,  [2019, April, 7].
Mitchell, G. (2013), ‘Selecting the best theory to implement planned change’, Nursing Management (through 2013), 20:1, pp 32-37
Mullins, L. (2016), Management and Organisational Behaviours, (Eleventh edition) London: Perseus Books
Tighe, C. (2016), ‘Redcar struggles to recover one year after steel plant closure’, [Online]. Available: https://www.ft.com/content/8c02c6b2-8e77-11e6-8df8-d3778b55a923,  [2019, April, 7].
Tovey, A. (2016), ‘Closure of Tata Steel's Port Talbot could trigger 20 years of unemployment for local economy’, [Online]. Available: https://www.telegraph.co.uk/business/2017/11/07/tata-invests-30m-port-talbot-steel-plant-show-commitment-uk/, [2019, April, 7].
Tovey, A. (2017), ‘Tata invests £30m in Port Talbot steel plant in show of 'commitment' to UK steel industry’, [Online]. Available: https://www.telegraph.co.uk/business/2017/11/07/tata-invests-30m-port-talbot-steel-plant-show-commitment-uk/, [2019, April, 7].
Unleash and Engage Ltd. (2019), Sustainable Operational Excellence, Manchester: Unleash and Engage
UWTSD. (2017), University of Wales Trinity Saint David Logo, Swansea: UWTSD
Watts, J. (2018), ‘Theresa May to warn China against steel dumping during trade mission’, [Online]. Available: https://www.independent.co.uk/news/uk/politics/theresa-may-china-visit-steel-dumping-xi-jinping-brexit-trade-uk-prime-minister-a8185726.html, [2019, April, 7].
West, K. (2018), ‘Port Talbot workers on Trump steel tariffs: 'This could be serious'’, [Online]. Available: https://www.theguardian.com/business/2018/jun/18/port-talbot-trump-steel-tariffs-uk-us-china, [2019, April, 7].
















[bookmark: _GoBack]
6. 
7. Appendices
7.1. Appendix 1[image: ]
Figure 2. Lewin's Force-Field analysis on the effect of employing change agents.
Lewin’s Force-Field analysis conducted on the proposed organisational change at TATA Steel. After using Lewin’s technique, the driving forces for change outweighed those restrained against the change.


7.2. [image: ]Appendix 2Figure 3. Fourteen steps to Sustainable Operational Excellence (Unleash and Engage Ltd, 2019)


7.3. [image: ]Appendix 3Figure 4. Inverse principle in field theory (Creed & Swanson, 2014)









7.4. Appendix 4
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Figure 5. Kotter's eight steps to successful organisational change (Kotter Inc, 2019).

7.5. Appendix 5
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Figure 6. Maslow’s Hierarchy of Need (LaDue, 2016)
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Figure 3. Fourteen steps to Sustainable Operational Excellence (Unleash and Engage Ltd, 2019)
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