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Introduction

In September 2023, proposed workforce reductions at Tata Steel’s Port Talbot facility generated
concern about the employment consequences of its transition to electric arc furnace steelmaking. The
proposed £1.25 billion investment included a UK government grant of up to £500 million; the funding
supported decarbonisation rather than guaranteeing that all existing roles would remain (Department
for Business and Trade, 2023; BBC News, 2023; The Guardian, 2023). This essay analyses the HRM
challenges raised by those 2023 proposals. To comprehensively analyse the current state of affairs,
this essay will examine two key HRM concepts: performance management and employee engagement
and participation. These concepts hold significant relevance when considering the restructuring and
downsizing of organisations. They are concerned with strategic alignment in human resources, the
employer-employee psychological contract, development and performance evaluation, and workforce
skilling (Frone and Blais, 2020; SHRM, n.d.; Bergeron, 2022; Sucher and Gupta, 2018). It focuses on
how engagement and performance management could support employees during the proposed
transition.

Employee Engagement During Restructuring

The commitment and congruence of employees with their organisation and its objectives constitute
employee engagement (SHRM, n.d.). Positive, gratifying, and work-related are characteristics of this
psychological state, according to Schaufeli et al. (2002). It is characterised by ardour, commitment,
and focus. The potential for substantial workforce reductions at the Port Talbot facility of Tata Steel
heightens the challenge of sustaining elevated levels of employee engagement. Consequently, it is a
sensitive yet vital obligation to guarantee ongoing engagement. Rousseau’s (1995) concept of the
psychological contract concerns employees’ beliefs about reciprocal obligations with their employer;
restructuring can place those expectations under strain.

As a consequence, employees might encounter feelings of anxiety, demoralisation, and
disillusionment. Research on downsizing links working conditions with employee outcomes, making
support for the remaining workforce important (Frone & Blais, 2020). A commitment to sustainable
employment would align with overarching human resource management principles, including
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promoting transparency in communication, fostering inclusivity, and placing employee welfare as a
top priority.

Particularly amid organisational change, effective communication strategies are indispensable
(Mishra, Boynton, & Mishra, 2014). By integrating top-down and bottom-up communication strategies,
an organisation can efficiently ensure that its workforce is well-informed and appreciated, mitigating
ambiguity and fostering a sense of belonging and dedication (Albrecht et al., 2020). Tata Steel ought
to give precedence to the prompt dissemination of information, demonstrate attentiveness towards
employee concerns, and portray changes as prospects for expansion.

Effective workplace support systems encompass a diverse range of well-being initiatives that address
issues such as stress management, mental health, and work-life balance. The workforce may benefit
substantially from these programmes (Albrecht et al., 2022). Tata Steel should consider adopting
initiatives to support departing employees and bolster the morale and dedication of the remaining
staff. In addition to providing advantages to those laid off, these programmes also preserve
engagement levels among the remaining staff. Such support is central to the sustainable employment
approach proposed here.

Implementing clear and equitable policies can help manage expectations effectively, which is crucial.
Additionally, it might involve offering severance packages or transitional aid that surpass the
minimum legal obligations (Hodges, 2021). This tactic can help maintain a favourable psychological
contract and employee engagement levels. Internal mobility and skill development are important
options to consider. This approach enables businesses to modify their workforce in response to
evolving organisational requirements (Pulakos, 2004). This approach to retaining talent can
encourage continued involvement while accommodating workforce adjustments.

Performance Management and Fair Evaluation

Performance management is a continuous procedure encompassing goal establishment, employee
performance evaluation, and the harmonisation of organisational and individual metrics, according to
Pulakos (2004). It is essential in human resource management because it facilitates data-driven
decision-making and clarifies expectations and development requirements. Tata Steel must prioritise
performance management in light of its current difficulties to make well-informed decisions regarding
talent retention and restructuring.

Organisations require performance management to guide employee efforts, track results, and make
well-informed HR decisions that align with strategic objectives (Pulakos, 2004). Motivating employees
while enabling objective evaluations—essential for making evidence-based decisions regarding
promotions, compensation, and terminations—is possible through metrics and key performance
indicators. This holds particular significance for Tata Steel as it confronts the intricacies of possible
workforce downsizing.
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However, the system encounters several obstacles. Cappelli and Tavis (2016) assert that when
performance management is inadequate, it can detrimentally affect employee motivation and
ultimately result in disengagement. DeNisi and Murphy (2017) review the development of
performance appraisal and management, including concerns about rating quality and bias. Subjective
judgements, recency effects and poorly constructed rating scales can undermine fair evaluations.
Particularly concerning older employees, Tata Steel should be cognizant of the possibility of
discrimination and ensure that performance evaluations are conducted transparently and equitably.

Ongoing discourse surrounds the prospective trajectory of performance management. There is a
discernible departure from conventional approaches to performance management that are predicated
on inflexible yearly evaluations and obligatory rankings. Instead of evaluation, organisations are
adopting more flexible strategies that place a premium on continuous feedback and development
(Cappelli & Tavis, 2016; Baker, 2021). Tata Steel has the potential to derive advantages from the
adoption of cutting-edge approaches that effectively incorporate performance management into its
routine activities.

A commitment to sustainable employment and employee welfare calls for a holistic strategy for
managing performance that prioritises regular feedback, the enhancement of strengths, and the
congruence of objectives for both employees and the organisation. This strategy can contribute to the
restructuring of the workforce by emphasising reskilling, internal mobility, and senior talent retention.

Conclusion

In the context of Tata Steel’s 2023 Port Talbot restructuring proposals, integrative HRM approaches to
employee engagement and performance management become critical. Transparent communication,
expectation management, well-being structures and talent development sustain employee morale
and commitment amidst turbulent times. Performance management enables data-driven yet fair
decision-making regarding layoffs and retention of top talent. However, Tata must implement it
holistically by focusing on continuous feedback, skill development and avoiding subjective biases. In
conclusion, strategic alignment of HRM policies with the organization’s sustainable employment ethos
is key to maintaining productivity and engagement levels during the transition. An integrated
approach allows Tata Steel to reshape its workforce in tandem with emerging needs. By upholding the
psychological contract and humanistic values, Tata can navigate the stormy waters ahead and steer
its workforce toward a more secure and optimistic future.

References

Albrecht, S. L., Connaughton, S., & Leiter, M. P. (2022). The influence of change-related organizational
and job resources on employee change engagement. Frontiers in Psychology, 13, 910206.

Albrecht, S. L., Connaughton, S., Foster, K., Furlong, S., & Yeow, C. J. L. (2020). Change engagement,
Copyright © 2026 Academic Master. | 3



@ ’ACADEMIC

change resources, and change demands: A model for positive employee orientations to organizational
change. Frontiers in Psychology, 11, 531944.

Baker, M. (2021). 6 Predictions for the Future of Performance Management. Gartner. Retrieved from:
https://www.gartner.com/en/articles/6-predictions-for-the-future-of-performance-management

BBC News. (2023). Tata Steel: Port Talbot steelworks gets £500m by UK government. Retrieved from:
https://www.bbc.com/news/uk-wales-66819458

Bergeron, P. (2022). Supporting Employees Who Remain After Layoffs. SHRM. Retrieved from:
https://www.shrm.org/resourcesandtools/hr-topics/employee-relations/pages/supporting-employees-w
ho-remain-after-layoffs.aspx

Cappelli, P., Tavis, A. (2016). The Performance Management Revolution: The focus is shifting from
accountability to learning. Harvard Business Review. Retrieved from:
https://hbr.org/2016/10/the-performance-management-revolution

DeNisi, A. S., & Murphy, K. R. (2017). Performance appraisal and performance management: 100
years of progress?. Journal of applied psychology, 102(3), 421.

Financial Times. (2023). UK government poised to back Tata Steel with £500mn subsidy. Retrieved
from: https://www.ft.com/content/7d18a94d-7c1d-4ae2-9c74-7491de33efbe

Frone, M. R., & Blais, A. R. (2020). Organizational downsizing, work conditions, and employee
outcomes: identifying targets for workplace intervention among survivors. International journal of
environmental research and public health, 17(3), 719.

Hodges, J. (2021). Engaging Employees with organizational change. Journal of Financial
Transformation, 52, 68-75.

Mishra, K., Boynton, L., & Mishra, A. (2014). Driving employee engagement: The expanded role of
internal communications. International Journal of Business Communication, 51(2), 183-202.

Pulakos, E. D. (2004). Performance management: A roadmap for developing, implementing and
evaluating performance management systems (pp. 1-42). Alexandria, VA: SHRM foundation.

Rousseau, D. (1995). Psychological contracts in organizations: Understanding written and unwritten
agreements. Sage publications.

Schaufeli, W. B., Salanova, M., Gonzalez-Roma, V., & Bakker, A. B. (2002). The measurement of
engagement and burnout: A two sample confirmatory factor analytic approach. Journal of Happiness
studies, 3, 71-92.

Society for Human Resource Management (SHRM). (n.d.). Managing Employees in a Downsized

Copyright © 2026 Academic Master. | 4


https://www.gartner.com/en/articles/6-predictions-for-the-future-of-performance-management
https://www.bbc.com/news/uk-wales-66819458
https://www.shrm.org/resourcesandtools/hr-topics/employee-relations/pages/supporting-employees-who-remain-after-layoffs.aspx
https://www.shrm.org/resourcesandtools/hr-topics/employee-relations/pages/supporting-employees-who-remain-after-layoffs.aspx
https://hbr.org/2016/10/the-performance-management-revolution
https://www.ft.com/content/7d18a94d-7c1d-4ae2-9c74-7491de33efbe

@ ’ACADEMIC

Environment.
https://www.shrm.org/resourcesandtools/tools-and-samples/toolkits/pages/managinginadownsizedenvi
ronment.aspx

Sucher, S.J., Gupta, S. (2018). Layoffs That Don’t Break Your Company: Better approaches to
workforce transitions. Harvard Business Reviews. Retrieved from:
https://hbr.org/2018/05/layoffs-that-dont-break-your-company

The Guardian. (2023). Tata Steel seals £500m UK support package but big job losses feared.
Retrieved from:
https://www.theguardian.com/business/2023/sep/15/tata-steel-seals-500m-uk-support-package-but-bi
g-job-losses-feared

Department for Business and Trade. (2023, September 15). Welsh steel’s future secured as UK
Government and Tata Steel announce Port Talbot green transition proposal.
https://www.gov.uk/government/news/welsh-steels-future-secured-as-uk-government-and-tata-steel-a
nnounce-port-talbot-green-transition-proposal

Copyright © 2026 Academic Master. | 5


https://www.shrm.org/resourcesandtools/tools-and-samples/toolkits/pages/managinginadownsizedenvironment.aspx
https://www.shrm.org/resourcesandtools/tools-and-samples/toolkits/pages/managinginadownsizedenvironment.aspx
https://hbr.org/2018/05/layoffs-that-dont-break-your-company
https://www.theguardian.com/business/2023/sep/15/tata-steel-seals-500m-uk-support-package-but-big-job-losses-feared
https://www.theguardian.com/business/2023/sep/15/tata-steel-seals-500m-uk-support-package-but-big-job-losses-feared
https://www.gov.uk/government/news/welsh-steels-future-secured-as-uk-government-and-tata-steel-announce-port-talbot-green-transition-proposal
https://www.gov.uk/government/news/welsh-steels-future-secured-as-uk-government-and-tata-steel-announce-port-talbot-green-transition-proposal

