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Introduction 
TATA Steels operations in Port Talbot, one of the UK’s largest steel producing sites, have undergone significant organisational changes within the recent years. Due to environmental pressures from the UK government to push for ‘green steel’. Along with other factors such as, market conditions and strategic corporate decisions. This report examines the main findings / transformations within TATA Steels Port Talbot plant, focusing on operational, structural, and workforce related developments, that have reshaped the future of the organisation. Along with the aims to present a detailed picture of how TATA Steel is adapting to the industry pressures while navigating various complexities. These complexities consist of environmental compliance, long term viability in the new era of steelmaking, and importantly, the workforce management to make this a smooth transition. 
The importance of the relationship between organisational development and change was highlighted by Hamlin, Keep and Ash (2001) who state that change should be welcomed in order to increase efficiency and build new organisational success. This report will explore the recent changes and their broader context. Additionally, it will consider the workforce complications of these changes, including workforce structure, union negotiations, and reskilling programs for current and old employees of the company. TATA Steel have announced they are shifting from their traditional steel making methodology from blast furnaces to an electric arc furnace (EAF), this move is driven by the sustainability goals faced from the UK government.
The report will also provide a comprehensive overview of the organisational changes TATA Steel Port Talbot, highlighting both the opportunities and challenges that have risen from the transformation. It will include analysis of stakeholder responses, including government interventions and local community concerns, which have played a factor in the transformation of green steel within the UK.

Main Findings
Organisational changes at Tata Steel Port Talbot
In response to the financial challenges and environment commitments with the UK government, Tata Steel has announced its recent £1.25 billion investment (GOV, 2024), to replace its aging and financially unstable blast furnaces with Europe’s most state of the art EAF. This initiative is supported by £500 million grant from the UK government, which aims to reduce the UK’s carbon emissions and modernise the production of steel. However, the transition has led to the closure of the heavy end assets, resulting in approximately 2,500 job losses (Simpson, 2024). The company had supported their current and ex-employees with enhanced redundancy packages and training programs with the £100 million they set aside to aid.
Mullins (2007) noted how ‘people are the key factor’ in organisational change, and that if change is to be successful it must change the attitude, perceptions and behaviour of the employees. 
Nature of the change
The decision made from Tata steel to close the heavy end (blast furnaces) and adopt the EAF is a major transformational change within the organisation that influences the strategy, technology, culture, people, and operations. This will fundamentally shift the way Tata steel does business within the UK as its reducing the environmental and regulatory impact. The EAF can reduce as much as 85% of the emissions at Port talbot and helps the government achieve its net zero goals (BMRA). The economic impact is also efficient as the supply chain for raw materials will be significantly reduced as the EAF has less of a need for coke coal. The EAF runs on scrap steel which is one of the largest exporting economies in the UK (UCL, 2021). The strategic & competitive implications means the carbon footprint can be significantly reduced as there’s no longer a major need for coal, whilst boosting the UK scrap economy. The cost efficiency of the EAF has a significant advantage over the blast furnaces as the operational cost to maintain is significantly lower, but the initial operational cost is higher.
Implications of change
There are several factors that lead to implications of change. In Tata Steel’s case one major implication to change was the workforce due to the approximately 2,800 of redundancies expected. Another case, was the loss of identity and morale around plant as the historic value of the blast furnaces and the production of raw steel. The steelworks housed and provided for many generations of workforce, this change caused a cultural shift as the traditional steel manufacturer must shift to a tech-driven green steel manufacturer. Another big concern was the community impact due to the redundancies, as a lot of Tata steels workforce is made up of the surrounding community. Meaning Port Talbot is economically and emotionally tied to the steelworks. If Tata steel were to close it would cause an economic slowdown as it would affect local businesses, housing, education, and social and domestic pleasures. E.g. the local Tata rugby team.  The change is likely to produce a lot of feelings for the workforce and the wider community. Reeves and Knell (2009) state that successful leaders will understand that emotions will be provoked and will allow individuals to feel afraid and resentful, as well as excited. Czerniawska (2003) noted how changes can result in a new distribution of work across people, organisations and locations, which can make the work feel fragmented. This can contribute to resistance to change.
Resistance to change
Cunningham (2005) suggested that employees resisting change is a myth, and instead argued that individuals welcome development. He argued that resistance arises when the workplace perceives a potential loss. In Tata steels case, workers feared loss of purpose, status, and income when the news had been made public to go green. The lack of clear and defined communications, along with the perceived lack of empathy created mistrust with its employees. The quiet and unresponsive contact made unions and employees excluded from the decision-making, leading to the strikes, employee turnover, and media criticism. This is deep organisational change, where it’s a disruption to long standing routines and processes. Along with a realignment of its values and future strategies which requires more than investment and planning. It involves being transparent and engaging with employees with ongoing communication. This is to provide strong leadership from management, employees, unions, and representatives, along with a clear and successful vision forward.
Communicating the vison of change
To avoid the resistance of change Tata steel could have used multiple communication methods through managers, emails, on-site Q&A sessions to avoid employees losing trust within the company. Along with avoiding vague and delayed information. Rolling out consistent and transparent information across the steelworks.
Pre change actions
Tata steel had invested £100 million into re training employees but this came after many of the redundancies took place. The re training and improvement skills could have been before job roles had disappeared allowing employees to either be placed elsewhere in the company or been in a good position to join many of the contracting companies or further employment. Another action is to partner with online or on-site training platforms to deliver technical training on the future of the steelworks going forward with the EAF operations or technical systems. 
Types of organisational change
There are several types of organisational change Tata Steel will undertake within the implementation of the electric arc furnace in the UK. The various sectors around plant have seen major changes within the business. Firstly, structural change has developed significantly due to departments requiring restructuring, operational hierarchy, creation of new job roles for EAF, relocation, redundancies, and redefined job roles and responsibilities. Through the redundancies there has been a cultural change and people centric change that has directly affected the workforce culture, motivation, morale, and skills. 
This has ultimately led the business to shift the organisations values, normalities, and practices from the traditional heavy end industry to innovation and sustainability. As the company has moved to an innovated and sustainability mindset there has also been a strategic change in the overall direction or goals which is to strive towards producing low-carbon steel for the long-term future and competitiveness of the industry. Another organisational change has been in the technological department as the implementation of modern technology and replacing outdated processes, equipment, machinery, and up to date software is being conducted. 
Herzberg’s Two-Factor-Theory
Overview:
Herzberg’s (1959) theory, also known as the Motivation-Hygiene theory, proposes the satisfaction and dissatisfaction of the workforce are influenced by the motivators and the hygiene factors. In the workplace there are several factors in which creates job satisfaction while there are other several factors that cause job dissatisfaction. They act independently of each other but are there to keep employees motivated and engaged as they work together.
The Hygiene factors to prevent dissatisfaction in the workplace is to have a sense of job security, this is achieved by minimising layoffs, redeployment within the company where is needed, or offer severance. The big culprit in dissatisfaction in Tata steels case was the fear and rumours going around as there was no transparent communication. 
The motivators to increase / keep satisfaction in the workplace is to have recognition across the workplace by acknowledging their work ethic, adaptability, and the upskilling efforts. Along with potential reskilling programs for the EAF operations, maintenance, and technical systems. Another motivator could have been to provide counselling services to support the well being of the workers and offering mentorship programs to ease transitions and promoting internal networking
Additionally, Galenic and Weeks (2001) suggest that while there is no substitute for ‘job security’, there are other strategies that encourage commitment when job security is demising. This includes; life-style friendly perks, flexible working, and paying more attention to compensation. 

Lewin’s Force Field Analysis
Overview:
Lewin’s (1942, 1943)force field analysis was invented by Kurt Lewin and provides a framework to understanding the dynamics of organisational change by identifying the driving and restraining forces. In this case the closure of the heavy end assets (blast furnaces) and the introduction into green steel using the EAF.  The more driving forces an organisation has that outweighs the restraining ones are more likely to occur positively / successfully.  

Driving Forces
There are several driving forces at Tata steel involving the transition to the EAF green steel. Firstly, the government £500 million grant incentive for Tata steel to modernise its infrastructure with the EAF. This will support the company transition its green era of steelmaking. Along with the UK government climate targets and global carbon reduction policies demanding green manufacturing. This transition to the improved technological advancements will do better output control and operational efficiency. This ultimately cheaper long term by using scrap material instead of raw material. The main driving force is this will give Tata steel UK reputation and sustainability credentials allowing green production. This will enhance the image and investor appeal whilst gaining a new market. 
Restraining Forces 
There are several restraining forces at Tata steel involving the transition to the EAF green steel. Firstly, the 2,800 that were in risk as the heavy end assets are no longer required for the production of green steel. This caused layoffs and employees being afraid causing strikes. Another restraining factor was the transition complexity and infrastructure required. Merging an old process / plant to a new plant raises several challenges and the lack of knowledge around the EAF’s was identified as workers may not have the required skills which made employees acceptance of change difficult. 
Analysis put into practice
The methods required to increase the driving forces are to showcase the success stories from other blast furnace to EAF transitions as this will increase the workforces morale and security. Along with aligning the change with the workforces values and communicating long term benefits to the future of the business, environment, and economy. 
The methods required to reduce the restraining forces are to improve the communication and involvement of workforce and unions in the decision making. Along with offering redeployment, early retirement, and generous severance packages to the workforce who wants to leave or moved. By providing reskilling programs and establish community impact mitigation funds for workers will motivate workers to stay in the transition period for the long run. 
Kotter’s 8-Step change model
Kotter (2012) showcased that 70% of reform efforts in organisations fail. He argued that companies often are unsuccessful due to not adopting a broad enough strategy in order to drive the results that they are after. He argued that organisations are more likely to be successful if they adopt a holistic approach and strengthen their ability to change. In order to do this Kotter developed an 8-Step Process for leading change. The steps and how they relate to TATA Steel’s ongoing, recent changes will now be explored.
Step 1: Create a Sense of Urgency -
This step involves clearly communicating the ‘why’, in TATA Steel's case they shared powerful data on net-zero climate targets, rising carbon costs and industry trends. The rising demand for sustainable steel from automakers and construction sectors have been the rising concern to not lose their customers. 
Step 2: Build a Guiding Coalition 
This step involves who implements the change with the credibility, skills, reputation, formal authority, and connections to provide change leadership. In TATA Steels case it is important to have a green steel transition committee to oversee the project and having experienced and confident leadership and technical EAF experts.
Step 3:  Vision and Initiatives 
This step involves creating a vision / goal which is sensible, clear and uplifting, and sets of strategies. Tata steel has the key target to shift from BF-BOF which is coal and iron heavy to EAF which is scrap / renewable energy based. The main target is to get 30% EAF production by 2030 and 100% by 2050 (Tata Steel Annual Report 2022-2023).
Step 4: Communicate 
This step requires vision and strategy in order to create an understanding and commitment with employees and stakeholders. Tata steel has union groups to communicate any organisational change within the company to ensure workforce buy-in.
Step 5: Empower Action 
This step removes obstacles and provides resources to enable employees to contribute to the change. Tata steel offers retraining programs, internal job opportunities, and any support required when an employee has transitioned into a new role.
Step 6: Generate short-term wins
This step shows why it's important to communicate the smallest of successes as they build momentum and motivation. Tata steel drive to achieve 10% emission reduction in 3 years (Tata Steel Annual Report 2022-2023).
Step 7: Consolidate gains
This step uses credibility from early wins to drive further change and improvements within the company. Tata steel can use feedback and previous methods of processes, communication, and information to adapt the strategy and increase participation within projects such as, integrating circular scrap economy, expanding EAF capacity, and continuous R&D in hydrogen based steelmaking. 
Step 8: Anchor change
This step integrates new behaviours and practices into the organisational culture by nurturing a new culture and developing group values and behaviours. Tata steel sharing success stories globally to gain attraction. 
Conclusion 
The transition from the blast furnaces to the electric arc furnace underscores the company’s commitment to sustainability whilst modernising the plant. The thousands of job losses have cause a major cultural and emotional displacement on the workers once there and still there. This requires sensitive and strategic management from Tata steel.
The report highlighted how organisational change on this scale is more complicated than the infrastructure investment. It adds human factors through communication, inclusion of workers and community, and proactive measures. The application of Lewin’s force field analysis, Kotters 8 - step model, and Herzberg’s two factor theory has demonstrated that it is proactive and effective change management tool that requires an empathetic and holistic approach. 
One of TATA Steel’s biggest downfalls when integrating change into the organisation, is not putting the people at the centre of change. Taylor (2007) notes how a feeling of loss of control is often one of the most stressful aspects of change, as employees feel helpless and powerless. He argues that not enough is done to help employees to psychologically adapt to the change. 
For Tata Steel the success is not only modernising and innovation but their ability to do that whilst maintaining their workers morale, trust, and most importantly the culture and passion of the workers. Its important as this can lead to a resilient organisational culture that embraces the green steel era of Port Talbot.
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