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[bookmark: _Toc182853444]Background to the Research (Rationale)
Tata Steel UK (TSUK) is currently going through a major reorganisation. On 15th September 2023 TSUK announced their investment in an electric arc furnace, proposed to be operational in 2027/2028 (Tata Steel, 2023). Subsequently and as a result of the poor financial position, in January 2024 the company announced the early closure of the Heavy End Operations at Port Talbot and the associated restructuring of the UK wide-business, resulting in 2800 job losses (Tata Steel, 2024). TSUK enhanced their already generous redundancy terms to 2.8 weeks’ pay for every years’ service, 1.3 weeks higher than the statutory pay for those aged 41+ (Acas, 2024). As well as this all employees, regardless of time served will receive at least £15,000, with an attendance related retention bonus of £5,000. While this encourages individuals to volunteer for redundancy it can result in the wrong individuals, our ‘’Talent’’, leaving the organisation (Armstrong and Taylor, 2014).

As an Area Human Resources Manager in TSUK, the author has a professional and academic interest in how leadership and talent management impacts retention. While once infrequent events, restructurings and downsizing of workforce are becoming increasingly common in organisations (Marks and Meuse, 2005; Bergstrom, 2007; Chhinzer, 2024). In parallel there are increasing retention challenges across organisations (CIPD, 2024b) Thus, making this research beneficial on a wider academical basis and the business world. 

[bookmark: _Toc182853445]The Research Problem
When making headcount reductions, organisations look to limit compulsory redundancy by utilising voluntary redundancy (VR). In the Commercial and Functions portfolio there were a significantly large number of volunteers, many of whom were declined VR. This creating a potential retention issue as employees made an emotional decision to leave the organisation and were then refused. Whilst the organisation restructures, the existing knowledge and skills remain essential for the organisation’s future success. Therefore, the key problem facing the organisation is that key talent with skills and knowledge required for the future are lost during the transition, whether that be through VR or natural attrition. 
This paper looks to examine what retention strategies TSUK have deployed in relation to leadership and talent management as well as exploring individual perspectives in how well these strategies have been deployed. 

[bookmark: _Toc182853446]The Objectives of the Research 
1. Identify the primary factors that influence talent retention and understand what motivates individuals to remain with an organisation throughout a major change period.
2. Assess the importance of leadership styles and talent management initiatives on retaining talent, specifically through periods of change. 
3. Assess the effectiveness of talent management initiatives and leadership at Tata Steel UK from both employee and management perspectives using qualitative research methods.
4. Formulate a series of improvement to Tata Steel UK in retaining talent during organisational change. 
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[bookmark: _Toc182853448]Talent Retention 
An organisation’s key to competitive advantage is having high performing, talented employees (Hongal and Kinange, 2020). There are many reasons talent retention is important for organisations including: loss of specialised skills and organisational knowledge; reduced productivity and impact on organisational performance; and negative impacts on wider employee retention (Ott, Tolentino and Michailova, 2018; Keller and Meaney, 2017; Oladapo, 2014). When understanding why employees leave organisations it is important to consider the push and pull factors. Push factors contribute to an employee leaving an organisation while pull factors attract them to another, while they are often a reflection of eachother there are factors to take into account for each (Taylor, 2022). Push factors may include; lack of recognition, lack of development opportunities, low compensation and a negative working culture while pull factors can consist of job security, growth opportunities, flexibility and work life balance and improved salary and benefits (Mutanga, et al., 2021). During times of organisational change, there will be a significant pull factor of job security and the push factor of role ambiguity as processes, teams and management change (Chun-Yu and Chung-Kai, 2021). Abraham Maslow’s ‘Hierarchy of Needs Theory’ (Figure 1) refers to a number of human needs in order of importance and his theory suggests you cannot reach the higher levels before satisfying those below (Pichere, 2015; Wietrak, Rousseau and Barends, 2021). The second level is Safety-security, relating to an individual’s general safety and their job and financial security (Taormina and Gao, 2013). Without job security, employees are unlikely to reach self-actualisation where they are driven by their values, purpose and potential and are truly engaged with the organisation (MindTools, no date). TSUK made the organisational restructuring announcement in January 2024, in November 2024 individuals do not have clarity on their roles or future, this period of uncertainty will heighten the push factor of role ambiguity and pull factor of job security. In addition, individuals may remain at the second level for a sustained period, increasingly the likelihood of demotivation and disengagement (Rojas, Mendez and Watkins-Fassler, 2023). Figure 1 – Maslow’s Hierarchy of Needs (MindTools, no date)

While it is clear that job security plays a big role in an individual’s motivation and engagement with an organisation, there are also other factors that impact retention including: limited recognition, lack of growth opportunities, ineffective leadership and poor management (Hongal and Kinange, 2020). 

[bookmark: _Toc182853449]Leadership 
The CIPD (2024c) define leadership as ‘’the process of understanding people's motivations and leveraging them to achieve a common goal’’. McKinsey & Company (2024) add that this allows one to adjust to changing environments. A study by the CIPD (2022) found that 30% of workers left their previous job due to leadership. 
Kurt Lewin’s 1939 study acknowledges three fundamental leadership styles: autocratic, democratic and laissez-faire (Bell and Jackson, no date). It is recognised that Lewin’s ‘democratic’ leadership style is most effective in engagement and performance by encouraging and influencing employees throughout the decision-making processes (Wibowo and Paramita, 2021). Lewin’s theory has influenced the development of the ‘transformational leader’, this is thought to be the best leadership style during organisational change (Farnham, 2015). Transformational leaders have the ability to increase employee awareness on the overarching aims and strategic goals of the organisation, to allow a bigger picture to be illustrated (Mills, Dye and Mills, 2009).

[bookmark: _Toc182853450]Talent Management 
The CIPD (2024a) defines Talent as ‘’individuals who can make a significant difference to organisational performance, either through their immediate contribution or by reaching their potential.’’
Talent management requires focus on one’s career path, development opportunities and building a strong psychological contract between the organisation and employee (Baqutayan, 2014). There are a number of initiatives organisations can utilise to give focus to talent management such as: building talent pools, succession planning, career management and performance management, though multiple approaches are often necessary in order for successful results (CIPD, 2024a). The way talented employees are managed will affect their desires to stay within an organisation, the majority of talent want to be recognised and given the opportunity to share their talents and organisations need to be able to manage talented employees accordingly (Torrington, et al., 2014).

[bookmark: _Toc182853451]Methodology 
This study will contribute to the breadth of knowledge in the area of talent retention during times of organisational change. This exploratory research will be conducted using a interpretivism research paradigm, best suited due to the differing circumstances that employees are facing and the importance of their unique experiences (Collis and Hussey, 2013). The research will be undertaken with a inductive research approach as the author will be conducting primary research to obtain a better understanding of the nature of the problem and use this to formulate a more generalised theory in response (Adams, et al., 2007). A case study research strategy will be deployed, a natural fit for this paper’s particular research aim as the investigation will be focused on TSUK and exploring the real life context (Saunders, Lewis and Thornhill, 2003). Due to the limited time available, this will be a cross-sectional study, taking one sample of data from the sample population at one point in time (Gratton and Jones, 2010).

Interpretivism and inductivism lend themselves to qualitative data collection methods (Collis and Hussey, 2013 and Yin, 2015). In order to answer the key research question the author will carry out interviews and ask the sample group to complete qualitative questionnaires. These methods of data collection have been chosen for the following reasons: 

Firstly interviews, the author has chosen this method of data collection for a proportion of the sample size due to the personal nature of the research title, it would not suffice to collect numerical data alone (Parrish and Shaikh, 2023). Although interviews are time consuming they allow the interviewee to feel at ease and open up about their experiences, thus, the data collected is more in-depth and valuable (Parrish and Shaikh, 2023). The semi-structured design of the interviews allow the recording of multiple answers to the same question to establish trends but also leave room to probe into further detail (Parrish and Shaikh, 2023).
Secondly, the sample group will receive a qualitative questionnaire. The questions will be open ended ensuring responses are unique, like individuals’ experiences (Ekinci, 2015). Although this method will not allow for the measurement of any variables or statistical trends, it will complement the in-depth interview data (Ekinci, 2015).
The sample group will be those on the talent boards in Commercial and Functions. This population has been chosen as those outside of the area have had talent boards suspended during the organisational restructure. The sample size will be approximately 90 employees and represents a large proportion of the grades within TSUK. A paper by Daniela Mocanasu (2020) makes reference to research suggesting a sample size of 30 when completing a masters degree, although this varies somewhat between professionals. The author will also look to gain insights through interviews with senior members of TSUK i.e. Chief Human Resources Officer. 
Although the interviews will allow for further exploration of responses, the interviews and questionnaires will contain the same core questions for consistency and reliability. Provided individual emotions and perceptions do not alter then the results would be reproduceable under the same circumstances and using the same methods. The questions prompted to the sample group will be fully aligned to the research question to ensure the measurement is valid, this will be further confirmed through a pilot test. 
[bookmark: _Toc182853452]Ethical Issues
Seedhouse’s ethical framework sets out four layers representing aspects of ethical analysis, the outer layer refers to external issues (Stutchbury and Fox, 2009); for the purposes of this research the main law to consider is General Data Protection Regulation (GDPR). The author will ensure that the data collected is specific, explicit and for a legitimate purpose (Clarke, et al., 2019), in doing so the primary research will only look to retrieve the information required. The aim of the research and it’s purpose of serving as evidence in a dissertation will be made explicit to those engaging in the research. The consequential, second layer, makes importance of the consequences of any possible outcomes (Stutchbury and Fox, 2009). A consequence of such primary research could be adverse treatment to participants if they provide negative comments. To prevent this, the ‘talent’ sample population will be anonymised. The third layer, deontological considerations, covers the way in which the research is completed (Stutchbury and Fox, 2009). The research methods will be set out to participants before agreeing to their involvement. Due to the emotional sensitivities of the research and possible individual impact of the restructuring process, the author will look to prevent harm throughout the research process and will signpost mental health resources following the surveys and interviews. The inner layer respects the individual and their autonomy, as discussed in the consequential layer, all survey and interview responses will be anonymised for those in the ‘talent’ sample group (Stutchbury and Fox, 2009). Figure 2 – Seedhouse’s Ethical Framework (Stutchbury and Fox, 2009)


[bookmark: _Toc182853453]Outcomes 
Qualitative Interviews provide large amounts of data so it is important to have a consistent approach in analysing and sorting the data, to do this the author will use open coding (O'Gorman and MacIntosh, 2015). Open coding will allow the breakdown of  data into smaller chunks, allowing easy review and analysis of the data on a whole (O'Gorman and MacIntosh, 2015). Although the questionnaire responses should be more contained than the interviews, the same approach of open coding will be used in order to identify consistent themes and trends. 


[bookmark: _Toc182853454]Evaluation
The research will contribute to an area of academia which is understudied but increasingly important given the current economic circumstances a lot of organisations find themselves facing in today’s climate. Many of these organisations turn to organisational restructures and headcount reductions as a means of reducing their costs and liabilities. This research will assist those organisations in managing change effectively in order to retain their key talent.
However, there are limitations to the research, whilst the sample group includes those described as ‘talent’ in Commercial & Functions, it is not representative of a large proportion of the workforce as it does fail to include the operational areas. The author made the decision not to include the operational areas due to the drastic numbers of redundancies and the potential insensitivity and harm it may cause to those participants. 
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