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1. Introduction 

Introduction to the support 

1.1 Since 2009 the Welsh Government has pursued a policy of supporting individual 

sectors such as advanced manufacturing.  The Welsh Government’s most recent 

Economic Action Plan – Prosperity for All (December 2017) sets out its vision for 

inclusive growth, built on strong foundations, supercharged industries of the future 

and productive regions. 

1.2 In December 2016 the Welsh Government announced a series of major 

investments as part of an ongoing programme of support to secure the long-term 

future of the Tata Steel works in Wales.  In March of the same year Tata Steel UK 

Limited (henceforth referred to as Tata Steel) had announced its intention to sell its 

UK operations on 29 March, 2016, which would result in considerable job losses in 

Wales. Over the following months, several parties put forward expressions of 

interest. However, a combination of changes in the market for steel, the strength of 

sterling, less dumping1 and the Brexit result led Tata to reconsider and they 

ultimately retained much of their UK business interests. 

1.3 The Welsh Government committed to working closely with the Trade Unions and 

Tata Steel to secure the future of the Tata plants in Wales and a sustainable future 

for steel, seeking the retention of production and jobs in Wales.  A total of £4m of 

grants was made available in the 2016-17 academic year to support the delivery of 

an increasingly competent workforce and a sustainable business model through 

assisting in the acquisition of professional & technical skills that are relevant both to 

the industry and wider employment market.  

Evaluation aims and objectives 

1.4 In 2018 Cambridge Policy Consultants (CPC) were commissioned by the Welsh 

Government to conduct an independent evaluation of the Welsh Government's 

investment for Tata Steel Skills Support in the 2016-17 academic year.  This 

evaluation aims to answer the following questions: 

 Whether programme activities have been implemented as intended and what 

are the process lessons for future investment in skills development? 

                                            
1 The World Trade Organisation defines dumping as state interference in the market: protection leading to subsidised exports at  prices 
below real market costs. Specifically, dumping occurs when a country’s average export price over time is less than a reasonable price for 
the same product when sold at home. 
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 What are the downstream impacts of the support on the business, in terms of 

reductions in costs or wastage, increases in staff productivity, sales, profitability 

and future sustainability?  

 What are the downstream impacts of the support at the employee level, 

including on qualifications and skills, retention and progression and transferable 

skills? 

 To what extent are these impacts additional and go beyond what the company 

would have invested in in the absence of Welsh Government support? 

 What is the Value for Money of the Welsh Government skills investment in Tata 

in terms of the cost effectiveness and efficiency of the training delivered?  

Report structure 

1.5 This report is structured as follows: 

 Chapter 2 details the policy content for the evaluation. 

 Chapter 3 provides an overview of the approach, method and sampling 

strategy. 

 Chapter 4 provides an overview of the eight projects supported. 

 Chapter 5 discusses the impacts of the projects on the learners drawing on the 

two online surveys of employees. 

 Chapter 6 discusses the business impacts of the projects drawing on evidence 

from the online survey of learners and telephone and focus group discussions 

with learners and Tata Steel managers. 

 Chapter 7 discusses the conclusions for this evaluation. 

 Annex A details the profile of survey respondents. 

 Annexes B and C provide the learner questionnaires for the non-talent and 

talent projects.  
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2. Background and Policy Context 

Global and UK steel industry context 

2.1 In July 2016 UK Steel published the manifesto, ‘Securing the Future of the British 

Steel Industry’ (UK Steel, 2016). Key issues highlighted for the industry included: 

 The fall in the global weighted steel price driven by overcapacity and the market 

disruption caused by dumped steel from China and elsewhere. 

 A huge disparity in energy costs between the UK and its competitors due to 

more expensive wholesale, policy and network costs in the UK. UK Steel have 

estimated that Port Talbot steel plant was affected by a £17MWh wholesale 

price differential between the UK and German energy costs 

 Challenges in competing for public sector contracts including the perception that 

the UK is less successful than elsewhere in Europe in considering social and 

economic impacts in its procurement activities. 

 A huge disparity in business rates between the UK and its competitors 

2.2 In addition, there are global challenges arising from Industry 4.02, including 

digitisation, Artificial Intelligence and the uncertainty over future trading 

arrangements in relation to Brexit. Given the above it is vitally important that the 

industry maximises its resilience through: 

 Adding value through innovative measures that create differentiated products 

for unique applications where competition is low and the UK customer supply 

chain is strong, for example, in the automotive sector. 

 Supporting better procurement practices, reducing material spending, increase 

responsivity and resilience. 

 Supporting the management of talent including the attraction, identification, 

engagement, retention and deployment of individuals who are valuable to the 

organisation; and 

 Building on the opportunities from the new Tata Steel Research and 

Development site (Steel and Metals Institute) in Swansea. 

  

                                            
2 Industry 4.0 refers to the current trend of automation and data exchange in manufacturing technologies and originates from a project in 
the high-tech strategy of the German government, which promotes the computerization of manufacturing. 
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2.3 Despite a recent turnaround in the profitability of Tata Steel in Wales there is still 

uncertainty over its future. A planned merger between Tata Steel and Thyssenkrupp 

in Germany is currently delayed and there are ongoing concerns over what the 

merger means for the future of the Welsh operations. 

Challenges faced by the steel industry 

2.4 PwC has undertaken research on innovation in the metals industry at the global 

level based on an international sample of 34 board-level executives from companies 

in the metals sector and a comparator group of 1,757 board-level executives 

responsible for innovation within their companies across all sectors (PWC, 2013). 

2.5 On average the metals companies interviewed spent a slightly smaller percentage 

of their revenues on innovation than do companies across the sample as a whole 

(7.25 percent vs. 8.57percent).  Companies in the metal sector were however more 

likely to have and implement a well-defined innovation strategy (79percent) 

compared with only 63 percent in the full survey across all sectors. 

2.6 The research charted growth expectations of metals companies with those in the 

wider survey. The most innovative companies across all sectors are predicting 

growth of 62.2 percent over the next five years. In contrast, metals executives 

anticipate growth of 22.3 percent, only a little above the 20.7 percent growth 

projected by companies identified as ‘least innovative’ and well below the 35.4 

percent average across all sectors. This difference is not attributed to shortcomings 

in innovation strategy but rather the nature of the industry with highly cyclical growth 

prospects and issues of overcapacity.  However, the research acknowledged that 

this context makes innovation all the more important as an accelerator of growth 

and competitive advantage. 

2.7 Barriers to innovation in the steel industry were identified. Three fifths (59 percent) 

of metals executives say taking innovation to market is a major challenge and 56 

percent report difficulties with finding and retaining the best talent to make 

innovation happen.  Other challenges - establishing an innovation culture internally, 

finding the right partners to collaborate with and having the right metrics to measure 

innovation—were close behind. 
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2.8 The survey pointed to a number of areas where companies could improve the 

impact of their innovation strategies: 

 Spreading ownership of innovation - metals respondents were placing a high 

level of responsibility for innovation at the business unit level. Nearly four-fifths 

(79 percent) say they have formal innovation structures in individual business 

units and 85 percent say that individual product areas or services are 

responsible for their own innovations. However, only 59 percent of metals 

executives say they’re driving innovation across the entire organisation. This 

leads to a twofold risk—business units in different segments or regions may be 

duplicating effort and there is the danger that the scope for innovation is 

overlooked in some parts of the company’s operations. 

 Maximising different types of innovation. In two areas, technology and 

systems and processes, more than 40 percent expect to see breakthrough or 

even radical innovation over the next three years. In both areas the sector is 

close to matching, or even surpassing, the expectations of the top 20 percent 

innovators across all industries. This is in part because the industry has put an 

enormous amount of effort into reducing its overall environmental footprint in 

recent years. In the other areas of products, business models, services, the 

customer experience and the supply chain, metals companies are more likely to 

be content with incremental innovation. And there is a gap between them and 

top innovators. 

 Widening out collaboration. A top priority for metals companies is 

collaborating with their customers. Nearly all of the executives surveyed say 

their companies have plans to work together with customers, for example with 

automotive manufacturers and suppliers, especially around “lightweighting” 

vehicles using advanced steel or aluminium. Just over 19 percent of metals 

companies are jointly developing products and services with external partners, 

compared to 22 percent across industries—and 34 percent from the top 

innovators. 

Challenges faced by Tata Steel 

2.9 Swansea University has undertaken research specific to Tata Steel in relation to 

what is required to achieve a sustainable steel industry (Seetharaman et al, 2016). 

Although the paper points out that the profitability of an integrated steel plant is 

dependent less on marginal improvements in productivity than upon the fluctuations 
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in raw material prices and market conditions, it does highlight the importance of 

building resilience to raw material prices through innovation. Key points include: 

 The growing need to develop bespoke products for supply chains across 

the UK – the research found that domestic supply of steel only supports around 

40 percent of the UK’s needs. The market for strip steels available to Port 

Talbot is in excess of 10 million tonnes annually and is supported by the 

automotive, construction, energy, general engineering, and packaging sectors. 

Each of these market sectors has quite different technical requirements for 

steels during their own manufacturing and processing operations and also in 

terms of in-service requirements. This has led to the development of bespoke 

grades of steel, bespoke production methods for steel strip, and bespoke 

testing facilities. 

 The provision of R&D to support the above activities - All of the top five 

steel-producing companies globally, according to 2015 World Steel Association 

figures, have substantial research and development facilities sited at or within a 

few kilometres of their largest manufacturing sites. However currently there is 

no similar on-site/local provision for any of the UK’s largest steelmaking sites, 

with the vast majority of the R&D infrastructure for Tata Steel Europe located at 

the site of their Ijmuiden integrated steelworks in the Netherlands. 

2.10 A research paper for BEIS sets out the future capacities and capabilities of the UK 

steel industry (BEIS, 2017).  The research aims to identify what is the future of UK 

steel demand by product and consuming sector and what are the barriers that 

prevent the UK steel sector in its current state from having the capability to meet 

this future demand. The research identified: 

 The opportunity to replace UK steel imports with a domestic product.  In 

2015, the UK lost £2.2 billion in value to imports of finished steel. When this is 

considered alongside the true demand for the steel the total value of the future 

opportunity is estimated to be £4.8 billion. The 11.7 Metric tonnes (Mt) of steel 

represents a large opportunity where UK could increase its share. Improving 

factors such as cost competitiveness, production capacity, capabilities in 

advanced steels and customer service can help UK steel producers target this 

opportunity. Contributing factors to this loss include: 

 the demands of steel customers have changed and become more stringent, 

the UK has failed to keep pace, resulting in technical capability gaps. 
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 Higher production costs have constrained margins and consequently 

surpluses required to invest in product innovation and capability 

enhancement have also been negatively impacted  

 the global overcapacity situation, in large part driven by China, has 

contributed to increasing imports 

 long-term migration of manufacturing out of the UK and supply chain 

consolidation 

 UK demand for steel has become increasingly driven by the construction 

sector. The share of construction has increased from 51 percent in 2010 to 59 

percent in 2015. The other major change has been in the machinery and 

engineering and ‘others’ sectors, which have contracted from 30 percent of the 

demand to 22 percent of the demand. Manufacturing-driven demand needs to 

become a larger component of the demand mix than it is currently and is more 

predictable, more stable and can help offset some of the cyclicality and volatility 

of infrastructure-driven demand. 

 UK demand for steel is projected to grow. By 2030, the total size of the 

potential opportunity is estimated to be 6.6 Mt, that is nearly 1.5 times what the 

industry is supplying to the UK currently. 

2.11 Barriers to expansion, reported by customers in the BEIS report, included: 

 Gaps in technical capabilities which range from some specific size-grade- or 

thickness-related issues, which are a smaller part of the demand but are 

important differentiators in the product offerings of a producer. The capacity-

gaps issues are in coated products, seamless tubes and stainless steel. While 

the capacity gap in coated products is a clear opportunity for the UK, seamless 

and stainless steel appear to be challenged due to lack of sufficiently large 

demand to justify investments, or as a result of global overcapacity and 

restructuring. 

 Commercial challenges. Customers import for supplier diversification reasons 

to mitigate supply risk. In recent years, imports have increased on account of 

increasing competition from European producers with aggressive commercial 

offers, Chinese competition often supported by predatory pricing and also due 

to better cost competitiveness compared with UK producers. 

 Depressed construction spend - According to Experian Construction short-

term forecasts, industrial construction could decline by 3 percent up to 2019. 
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Retail construction will continue to be slow because of weak consumer 

spending and change in consumer shopping behaviour. Public commercial 

construction spend is projected to grow at much lower and weaker rates of 1 

percent p.a. Infrastructure spend is projected to grow at 2.6 percent p.a.  Private 

residential construction is likely to post a reasonably strong growth of 4.5 

percent between 2015 and 2019.  

 Lack of investment – UK steel was considered to be better quality but less 

efficient and 10 to 15 years behind in automation and equipment. Rather than 

compete with the major producers in Europe, there is a need to specialise in 

certain areas. Mass production of steel is done well in Europe and is more 

efficient.  

 Customer service - views were mixed. Some respondents felt that the service 

from UK producers was good. Others highlighted issues including a lack of 

timeliness and an unwillingness to consider smaller orders.  

 Supply chain management - there was felt to be opportunity for more 

engagement with producers to give producers a better understanding of 

industry needs. This has implications for innovation, with some respondents 

stating that the industry is too reactive. One stockholder stated that 65 percent 

of the steel distributed in the UK comes from independent stockholders, not 

mills; 5–10 years ago, this was only 35 percent.  

 Need to reduce lead times - A contractor stated that mills require long lead 

times. For example, on a 10-week project, getting the steel from a mill might 

take up to 6–8 weeks which is not viable. Using stockholders increases the cost 

of getting the product. They also stated that they tend to take the specifications 

provided by mills and work around them 

 Innovation - there were mixed views from respondents. Some interviewees felt 

that there had been innovation in steel and provided examples of where it is 

occurring. An industry body stated that the UK is more innovative compared to 

European competitors, particularly around ‘lightweighting’.  However, if there 

was more collaboration in the supply chain there could be more innovation. 

 Capacity - alongside costs another limitation on competitiveness related to the 

capability of UK producers particularly in terms of the different grade 

requirements in plates and sections. In particular there was seen to be lack of 

capability in some sections and plates. 
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 Public sector procurement - with major infrastructure projects playing a key 

role in driving the future demand of UK steel, respondents felt that there is 

greater opportunity around procurement within the construction sector to 

support the UK steel industry by focusing on increased transparency on 

reporting material sourcing as well as ensuring that procurement takes into 

account wider socio-economic impacts of UK sourcing. 

 In terms of future steel requirements, one of the strongest trends reflected in 

the interview findings was the move to higher grades of steel. This echoes the 

findings in the historical data and reinforces the expectation in the demand 

forecast that there will be further shifts to higher strength steel. 

Skills within the British steel industry 

2.12 This research (BEIS, 2017) also reviewed the implications for skills.  Producers, 

fabricators and consumers mentioned skill shortages in key areas such as: 

metallurgy, with the point made by three producers that there are currently no 

metallurgy degrees offered in the UK; engineering, at professional, chartered and 

technician levels; technical skills such as those required to work with different 

grades; and process skills such as production management and risk management. 

Concerns were also identified in terms of the impact of skills as a result of the EU 

exit. 

2.13 In addition, a number of consuming sectors reported skills shortages in their own 

industries3, with the potential to impact on sector growth.  Alongside this there is 

also competition for such skills between different sectors with automotive cited as 

particularly effective at attracting engineers. 

2.14 Other research has looked specifically at skills within the British steel industry 

(Fairbrother, 2004) and supports the rationale for investment in skills at Tata Steel.  

This case study-based research focused on the (then) Corus Packaging Plus plant 

at Trostre, south-west Wales which is the company’s principal producer of light 

gauged coated steel. The research identified a range of training needs including: 

 The need for training to meet changing production requirements including 

increased quality; just in time delivery; fault reduction; customer relations and 

managing contractors.   

                                            
3  3 The report interviewed stakeholders in the following steel consuming sectors: Aerospace, Automotive, 

Construction, Nuclear, Oil & Gas, Rail, and Renewable Energy. 
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 A requirement for training which adapts to shifts in work organisation with 

the establishment of forms of team working across the workforce. There was a 

general perception that team building required attention.   

 A general concern was expressed about credentials, particularly by 

workers. Improving flexibility as well as employability in a plant committed to 

up-skilling was something that the company as a whole had not addressed at 

Corus.  

 There was also a concern regarding the relevance of FE provision. 

Although there appeared to be a well-resourced and comprehensive 

programme of study for the small annual intake of apprentices the college 

provision was not necessarily focused on the specific needs of the steel 

industry. Second, and more importantly, the follow up training within the plant, 

was often on-the-job (informal) and fairly traditional in form.  

Economic impact of Tata Steel Wales 

2.15 Tata Steel plays a key role in the Welsh economy. Research in 2011 found that 

onsite GVA at Tata plants equates to around 3 percent of the total Welsh GVA 

excluding any supply chain impacts (Pinto, V et al, 2011).  At the time of the 

research the company employed over 8,000 people in Wales4.  The paper identified 

the high quality of the employment with predominately full-time jobs paying a 

minimum of £14 per hour.  Service lengths were found to be long averaging 16 

years. 

2.16 The research found that these employees created around £2.5bn of industrial 

output in 2010, comprising around 8 percent of all industrial and extractive output in 

Wales.  Onsite GVA at Tata plants was found to total around £1.28bn equating to 

roughly 3 percent of total Welsh GVA. 

2.17 Supply chain impacts were found to be significant with a further £670m of economic 

output and £320m of GVA created across Wales as a result of Tata activities. Input-

Output modelling found that almost 10,000 full-time equivalent jobs are supported 

off-site in the Tata supply chain suggesting that every job at Tata supports another 

1.22 employees throughout the Welsh economy.  

                                            
4 Tata Steel Wales currently employees around 7,000 staff 
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2.18 The research did however find that there were few supply links to other 

manufacturers in Wales, highlighting both the vertical integration of the company in 

Wales and the global nature of steel logistics operations.  

Rationale for intervention 

2.19 Tata Steel has identified a multi-dimensional workforce challenge (Tata Steel, 

2016). A significantly ageing workforce and underinvestment in trainees over recent 

years has created a considerable demographic imbalance across the workforce: 

 Demographic issues: In 2016 around 30 percent of the total population were 

aged 50 years or over, and 14 percent were aged 55 years or over.  The 

departure of over 1,000 employees from the workforce in 2016 resulted in the 

loss of tacit knowledge and skills as experienced employees with functional/ 

professional & technical expertise left the organisation. 

 Organisational restructuring coupled with lower than customary trainee 

recruitment, in the five years since 2008, denuded the bench strength of the 

organisation and highlighted the need to improve organisational capability. 

 Recruitment difficulties: Tata Steel has reported that local and national 

recruitment markets are becoming exceedingly competitive. Labour is in 

significant short supply in its core disciplines.  EngineeringUK (2018) estimate 

there is a shortfall of between 37,000 to 59,000 in meeting the annual demand 

for 124,000 core engineering roles requiring Level 3+ skills in the UK.  

2.20 The support sought from the Welsh Government was to enable the business to 

develop capability beyond legislative and basic requirements; principally to: 

 Provide additional training that will enable the organisation to become more 

innovative and introduce advanced manufacturing and engineering techniques 

into the business to improve levels of efficiency, productivity and cost 

effectiveness. 

 Increase flexibility and capacity of the workforce to meet the growing demands 

of an increasingly competitive industry. 

 Support Tata’s leaders in transforming business performance. 

 Enhance the ability to grow as a customer focussed organisation. 

 Support the organisation in developing its talent pipeline, improving succession 

and knowledge management, with a focus upon transferring the knowledge and 

skills of the mature workforce to the next generation. 
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Overview of intervention 

2.21 Skills support was made available to Tata Steel through the Flexible Skills 

Programme (FSP) for the 2016-17 academic year5.  The FSP scheme allows for a 

contribution to be made towards the wage costs of employees undertaking training, 

reimbursed at a rate of 50 percent. To ensure that levels of apprenticeships were 

maintained, the wage costs of employees undertaking the first year of a Welsh 

Government funded apprenticeship were reimbursed at a rate of 50 percent through 

the FSP, providing they were 24 years of age or younger. 

2.22 The company has comprehensive training requirements to develop staff and 

managers across sites in Wales to improve succession planning and knowledge 

management with a focus on transferring knowledge and skills of the mature 

workforce to a younger generation.   

2.23 Tata Steel’s business priorities, as set out in its 2016 business case (Tata Steel, 

2016) directly respond to the challenges set out above and are: 

 to be the world steel industry benchmark for value creation and corporate 

citizenship; 

 to develop long term customer relations so that its customers recognise the 

value of doing business with Tata Steel; 

 to sustain a safe and commercially viable business and to become a market 

leader;  

 to continue to contribute positively to the Welsh and wider economy; 

 to sustain its skills-base through recruitment, retention and training of its 

Apprentices, Trainees and Employees; 

 to fulfil its responsibilities in ethical, environmental and social care; and 

 to further develop its business, through R&D into product, process and people 

development. 

  

                                            
5 The Welsh Government’s Flexible Skills Programme provides funding to support the skills and employment needs of companies tha t 
play a strategic role in the economy. Funding is available where it cannot be granted through existing programmes or where it is judged 
that Welsh Government intervention will benefit the Welsh economy. 
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2.24 Tata Steel has identified a set of objectives to achieve these priorities, which 

broadly fall within the following four areas, namely: 

a) Process change to transform business performance 

 To up-skill and have well trained, competent employees in SAP (business 

operation software) and Supply Chain Transformation (SCT) solutions in order 

to deliver the SCT project. 

 To improve employees’ ICT capability so that they have the technical and 

cognitive proficiency to access & make use of appropriate software applications. 

 To develop Tata’s leaders and managers to continuously drive forward the 

business’ annual plan 

b) To increase the flexibility and capability of the workforce: 

 To have well-trained, competent employees in a range of Engineering and 

Maintenance Excellence activities 

 To have well-trained, competent employees in a range of Operational 

Excellence and continuous improvement activities to enable the company to 

become more innovative and introduce advanced manufacturing techniques to 

improve levels of efficiency, productivity and cost effectiveness 

 To up-skill employees in operating a range of cranes, lifting or mobile plant 

vehicles in accordance with accepted industry standards and guidelines, so that 

it improves the efficiency of the operation through a more capable and flexible 

workforce 

c) To support succession planning within the workforce 

 To support the business by improving succession and knowledge management, 

with a focus upon transferring the knowledge and skills of the mature workforce 

to the younger generation 

 To continue to attract apprentices and trainees into the business. 

d) To provide a safe and healthy workplace 

 To improve employees’ capability in managing health, well-being, safety and the 

environment. 

 To ensure that new operational and maintenance procedures are undertaken 

safely. 
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2.25 This led to the development of eight distinct training projects designed to progress 

these objectives.  These are summarised in figure 2 overleaf.   

Figure 2.1: Overview of Projects Supported 

Process change to transform business performance 

Supply chain 1 & 2  
WG Funding: £1,846k, 49% 
Objectives: to support Tata Steel’s existing Supply Chain Transformation programme (SCT). SCT focusses on 
transforming the way the company serves its customers, analyses available opportunities and responds to 
changing circumstances through improvements to on-time performance and manufacturing efficiency. This 
programme directly responds to the need to increase quality; improve just in time delivery; fault reduction; and 
improve customer relations and the management of contractors. 
Who was trained? 5,624 super-users and employees from across the business.  
 

 

Staff competencies and flexible working 

 

Succession planning 

Operational excellence  
WG Funding: £785k, 20% 
Objectives: on the job training to provide greater 
flexibility and craft competency training to develop the 
skills of the craft labour force and expand their 
knowledge base. 
Who was trained? 2,474 employees in mainly 
production roles 
 

Talent project  
Funding: £514k, 14% 
Objectives: including funding for apprentice wage 
costs in four main areas: mechanical engineering; 
electrical engineering; technical laboratory and 
manufacturing. This programme directly responds 
to the need to bring and upskill new talent into 
the industry. 
Who was trained? 386 employees, mainly 
apprentices and a small number of employees 
undertaking degrees. 

 

Maintenance excellence   
WG Funding: £335k, 9% 
Objectives: filling the competency profile for those in 
craft roles and engineers following a round of 
redundancies 
Who was trained? 2191 craft employees and engineers. 

 

Customer/supplier excellence   
Funding: £35k, 1% 
Objectives: six higher apprenticeships in 
Customer, Quality and Material Science.  This 
included an HNC in Chemistry in Industry and 
trained the apprentices to work in a number of 
technical work areas and gain an in-depth 
understanding of how the product is made. 
Who was trained? 6 higher apprentices 

 

Leadership & management  
WG Funding: £127k, 3% 
Objectives: Training to support employees’ transition to 
higher levels: management; leadership and senior 
leadership as well as shorter courses for new recruits 
and existing staff to provide support with coaching, 
influencing and time management. 
Who was trained? 2,723 employees from across the 
business. 

 

 

Enabling a safe and healthy workplace 

Health, safety & the environment  
Funding: £156k, 4% 
Objectives: to ensure that Tata Steel implements its own standards and ensures that and unsafe working 
practices are eliminated and accidents reduced to an absolute minimum. 
Who was trained? 11,645 employees from across the business. 
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3. Methodology 

Approach 

3.1 This evaluation aims to assess the impact of the funding of eight training projects in 

a range of objectives:  

 improving business performance;  

 increasing the flexibility and capability of the workforce; 

 the development of new talent pathways which will provide a more balanced 

workforce development plan in future; and 

 providing a safe and healthy workplace.   

3.2 A clear potential by-product of this workforce development is to improve the 

employability of the learners should they seek employment in the wider labour 

market. 

3.3 A key issue for this evaluation is that the support was focussed on a single 

company with a limited ability to track and measure impacts on business 

performance.  Nothing short of an experimental design would categorically provide 

an externally verifiable measured difference and all (other) approaches for example, 

structured comparisons between those undertaking training and those who do not, 

are reliant on asking people for their opinions on the extent of change in the 

business and its subsequent impact on the bottom-line performance.   

3.4 As it was not possible to adopt an experimental design ex-post, in order to assess 

the impact of the funding we have employed a process tracing approach6 and asked 

learners and managers the research questions set out in table 3.1 overleaf:

                                            
6 Process tracing is an evaluation method which develops causal logic chains between the inputs used to bring 
about a desired impact showing how and why an effect occurred.  In this case funding of a variety of training 
courses has been used to improve the skills and flexibility of the workforce in such a way that the changes in 
working methods bring about increases in productivity, reductions in the costs of production etc that will feed 
through into an impact on overall business performance. 
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Table 3.1: Research questions 

Impact Research 
method 

Research questions 

Business 
performance 

Interviews 
with 
managers  

 Were there any downstream impacts on the business 
as a result of this training, for example: 
a) Increased productivity? 
b) Improved quality of service/product? 
c) Development of new products or new ways of 

doing things? 
d) Reduced costs/wastage of materials? 

 

 Can you provide an example of the process through 
which these downstream impacts occurred? 

 Are any of these impacts quantifiable? 
Interviews 
with learners 

 To what extent have to been able to apply what you 
learnt from the training to your past or current job role?  

 To what extent did this training impact on your ability to 
do your job?   

 Do you think there were any downstream impacts on 
the business as a result of this training? 

Flexibility and 
capability of 
the workforce 

Interviews 
with 
managers  

 Did this training improve employees’ flexibility to work 
across other job roles at Tata? 

 Did this training help employees to have a better 
understanding of processes or systems being 
introduced across Tata Steel? 

 Did the training have any impact in terms of employee 
staff satisfaction / attitude or morale? 

Interviews 
with learners 

 Did this training impact increase your flexibility to work 
across other jobs roles at Tata? 

 Did this training help you to have a better 
understanding of processes or systems being 
introduced across Tata Steel? 

Improved 
succession 
planning 

Interviews 
with 
managers  

 What impact has this training had on the individuals 
involved?  Did it support or lead to any career 
progression, new responsibilities etc? 

 Did this training lead to any follow-on training for these 
employees?  What impact has this training had? 

Interviews 
with learners 

 Is your current job role the same as when you 
undertook the training in 2016/17?  If not, how has it 
changed? What was your job title then and what is it 
now?  How have your responsibilities changed? 

 Did this training play a part in your move to a new job 
role?  If yes, what difference did it make? 

 Did this training leave to any more responsibilities e.g. 
supervisory, managerial? 

Interviews 
with 
apprentices 

 If this apprenticeship had not been available, what do 
you think you would have done instead? 

 Would you have taken a job/stayed in your job at Tata 
if this training had not been available? 
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Improvements 
to health, 
safety and the 
environment 

Interviews 
with 
managers  

 Were there any downstream impacts on the business 
as a result of this training, for example: 
e) Increased safety / reduced risks 
f) Environmental improvements 
g) Development of new ways of doing things 
h) Reduced costs 

 To what extent did this training exceed legislative 
requirements? 

Interviews 
with learners 

 To what extent have to been able to apply what you 
learnt from the training to your past or current job role?  

 To what extent did this training impact on your ability to 
do your job?   

 Do you think there were any downstream impacts on 
the business as a result of this training? 

Improved 
employability 
of learners 

Interviews 
with 
managers  

 To what degree does this training improve the labour 
market prospects of the trainees in the wider labour 
market? 

Interviews 
with learners 

 Do you think this training has provided you with any 
transferable skills that you could take to other 
employers in the future? If yes what skills do you feel 
would be particularly sought after? 

 What are your future career plans?  Are you hoping to 
progress to a particular role? Is the training relevant to 
a role you want to apply for in the future? 

 

Overview of method 

3.5 The method consisted of the following stages: 

 A desk-based review which consisted of: 

 A review of the literature focussing on the current and future training needs 

of the Steel industry in the UK 

 A review of project monitoring data 

 The development of a sample frame for the employee interviews 

 Fieldwork with employees on their experiences of the learning and what 

difference they think it has made to their employment and skills comprising: 

 Online surveys of employees across all 8 projects 

 Telephone interviews with employees from across the 8 projects 

 Focus groups with employees 

 Focus groups and telephone interviews with Tata programme managers, 

operational managers and supervisors to get a complete picture of the 

impact of the training on efficiency and productivity. 
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Sampling 

3.6 In structuring our sample, we analysed two monitoring databases provided by the 

Welsh Government.  The first provides actual data of claims paid for each of the 

training projects and is therefore an accurate reflection of actual spend. The second 

database contains information on claims submitted. The latter database therefore 

contains some records of claims which were not paid however it contains more 

detail on the specific training projects funded.  We have combined the two datasets 

to build the sampling frame. 

3.7 The number of employee interviews was driven by the level of WG funding across 

the eight projects and the scale of the projects in terms of learner numbers. We took 

into account the intensity of the training and where possible drilled down into the 

data to select groups of learners who are likely to have a good recollection of impact 

on the basis of undertaking a substantive level of training at the individual level.   

3.8 The indicative numbers of interviews were based on: 

 the distribution of funding; 

 the number of learners undertaking training; and 

 analysis taking into account the type of training and length of course for each 

project 

3.9 This is detailed in table 3.2. 
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Table 3.2: Overview of sample frame 

Project 

a) Interviews based on WG funding b) Interviews based on learner 
numbers 

 

c) Learner interview 
numbers on basis of 

project analysis 
 Total Value 

of costs 
incurred by 

Tata 

Welsh 
Government 
Contribution 

(50%) 

Final 
Payment 
made by 

WG 

% of 
WG 

funding 

Interviews on 
the basis of 

funding 

Number of 
learners 

attending 
Training 

% of 
learners 

Interviews 
on the basis 

of no. of 
learners 

Customer/Supplier Excellence £73,276 £36,637.94 £35,486.38 1% 7 6 0% 0 6 

Health, Safety & Environment £324,088 £162,044 £156,425 4% 32 11645 46% 349 60 

Leadership and Management £357,984 £179,022 £127,337 3% 26 2723 11% 82 130 

Maintenance Excellence £669,542 £334,756 £328,099 9% 67 2191 9% 66 120 

Operational Excellence £1,569,240 £784,620 £716,654 19% 146 2474 10% 74 80 

Supply Chain Transformation 1 £1,042,785 £521,392 £472,381 13% 96 2637 11% 79 20 

Supply Chain Transformation 2 £3,009,116 £1,504,558 £1,335,636 36% 272 2987 12% 89 130 

Talent Projects £1,029,228 £514,614 £510,635 14% 104 386 2% 12 90 

Total £8,075,259 £4,037,645 £3,682,653 100% 750 25,049 100% 750 636 
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3.10 Funding across the projects was unevenly spread with just under half (48 percent) 

of all funding directed to the two supply chain projects and a further fifth to the 

operational excellence project (figure 3.1).  

   Figure 3.1: Funding by project 

 

 

3.11 Talent projects utilised 14 percent of funding and maintenance excellence, 9 

percent.  The other three projects, leadership and management, customer/supplier 

excellence and health and safety accounted for the remaining 9 percent of funding. 

3.12 Overall, across the eight projects, there were 25,049 training instances (figure 3.2).  

WG estimate that a total of 5,925 employees received training, with an average of 

4.1 training instances per employee.  Forty six percent received health and safety 

training, a further 44 percent were fairly evenly split across supply chain, leadership 

and management and maintenance excellence projects. Talent projects contributed 

to 2 percent of training instances. Just six learners attended customer supplier 

excellence projects. 

3.13 Some monitoring information was incomplete, for example it was not possible to 

access information at the learner level to identify which learners had completed 

more than one course that meant this could not be incorporated into the sampling 

method.   
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Figure 3.2: Number of training instances by project 

 
 

 

3.14 The sampling approach took account of the type of training and length of course 

funded for each of the projects. In summary: 

 Customer/ Supplier Excellence – 6 learners were supported and we included all 

in our sample frame. 

 Health, safety & the environment – the sample frame comprised the 184 

learners who attended courses of more than 4 hours. 

 Leadership & Management – the sample frame comprised the 398 learners who 

attended courses of more than 4 hours. 

 Maintenance Excellence – the sample frame comprised the 422 learners who 

attended courses of more than 20 hours. 

 Operational Excellence – the sample frame comprised the 287 learners who 

attended courses of more than 20 hours. 

 Talent Projects – the sample frame comprised the 184 learners who attended 

courses of more than 146 hours. 

 Supply Chain Project 1 – the sample frame comprised the 920 learners who 

attended courses of more than 10 hours. 
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 Supply Chain Project 2 – the sample frame comprised the 472 learners who 

attended courses of more than 20 hours. 

3.15 The sample frame discussed above contains a total of 2,964 learners from the 

population of 5,925. Following discussions with Tata Steel the online survey was 

distributed to 1,155 learners who jointly participated on 3,555 courses.  A total of 

453 responses were received representing a response rate of 39 percent. 

Research methods 

3.16 Table 3.3 overleaf summarises the sampling criteria for each of the projects.  For six 

of the projects we aimed to achieve a 30 percent response rate through a mixture of 

telephone interviews, an online survey and focus groups.  For the customer supplier 

excellence project, we aimed to interview all 6 learners. Because Supply Chain 1 

was quite different from the other projects and involved the training of super-users 

in the development and delivery of training it was deemed more appropriate to use 

a semi-structured questionnaire and focus groups than an online survey. 

Table 3.3: Overview of sampling criteria for learners 

  Total 
courses 

undertaken 

Criteria for 
sampling 

Research 
method(s) 

No. of 
learners in 

sample frame 

Target 
learner 

interviews  

Customer 
supplier 
excellence 

6 
All learners Online, telephone 

and focus groups 6 6  

Health, 
safety and 
environment 

11,645 
Those on a course 

of 4+ hours 
Online, telephone 
and focus groups 184 55 

Leadership 
and 
management 

2,723 
Those on a course 

of 4+ hours 
Online, telephone 
and focus groups 398 119 

Maintenance 
excellence 

2,191 
Those on a course 

of 20+ hours 
Online, telephone 
and focus groups 

422 127 

Operational 
excellence 

2,474 
Those on a course 

of 20+ hours 
Online, telephone 
and focus groups 

287 86 

Supply chain 
1  

2,637 
Those on a course 

of 10+ hours 
Telephone and focus 

groups 
920 30 

Supply chain 
2 

2,987 
Those on a course 

of 20+ hours 
Online, telephone 
and focus groups 

472 142 

Talent 
386 

Those on a course 
of 146+ hours 

Online, telephone 
and focus groups 

275 83 

Total 25,049   2,964 648 

Response rates 

3.17 In total, 520 responses were collected from learners through a combination of two 

online surveys (403 and 50 responses); telephone interviews (27 interviews); and 

focus groups (40 attendees).  Details of the response rates for each project are 

provided in table 3.4. 
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Table 3.4: Overview of learner fieldwork 

 Project 
Method 

Total 
completed 

Target 
% of target 
achieved Online Telephone 

Focus 
group 

Customer supplier 
excellence 

5 0 4 97 6 150% 

Health, safety and 
environment 

44 4 8 56 55 102% 

Leadership and 
management 

65 4 9 78 119 66% 

Maintenance 
excellence 

98 8 2 108 127 85% 

Operational excellence 71 5 0 76 86 88% 

Supply chain 1 & 2 108 1 13 122 172 71% 

Unknown (course not 
filled in) 

11 - - 11 - - 

Talent 51 5 4 60 83 72% 

Total  453 27 40 520 648 80% 

 

3.18 The 520 learner responses from the population of 5,925 provides a margin of error 

of +-4 percent at the 95 percent confidence level.  At the 99 percent confidence 

level this provides a margin of error of +-5 percent. 

3.19 In addition to the learners, a further 61 responses were received from managers 

through a combination of telephone interviews (23 interviews); and focus groups (38 

attendees).  Details of the number of interviews achieved by project are provided in 

table 3.5. 

Table 3.5: Overview of manager fieldwork 

Project  
Method Total 

completed Telephone Focus group 

Customer supplier excellence 1 3 4 

Health, safety and environment 4 0 4 

Leadership and management 1 3 4 

Maintenance excellence 5 2 7 

Operational excellence 4 8 12 

Supply chain 1 & 2 2 18 20 

Talent 6 4 10 

Total  23 38 61 

 

  

                                            
7 Four of the six Customer Supplier Excellence learners participated in both the focus group and the online survey.  Their response was 
only counted once and the focus group response was used to add depth to the online response. 
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3.20 While this evaluation has not been able to adopt an experimental design, there have 

been a number of strengths in the mixed methods approach adopted: 

 The fieldwork has been able to secure good response rates from a wide range 

of beneficiaries of the supported training 

 This includes Tata Steel employees from a number of sites across Wales and at 

various employment grades, including supervisory and management staff with 

minimal disruption to Tata Steel’s day-to-day operations.  

 The combination of structured questions through the online questionnaire and 

telephone survey with the more flexible discussions undertaken through focus 

groups has enabled the researchers to test logic chains and triangulate 

responses from different stakeholder groups. 

3.21 That said, it should be recognised that: 

 The evaluation is based on the opinions of those contacted in the fieldwork; 

and, 

 That this does mean establishing a quantitative measure of economic impact on 

the business is not feasible. 
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4. Overview of the Projects Supported 

Supply Chain Transformation project 

4.1 The Supply Chain Transformation (SCT) project first went live in 2016, following 

several years of scoping. This involved the identification of differences between the 

current and future ways of working and the actioning of activities to help Tata Steel 

to get ready for the changes (for example engagement and communication, local 

system design and data).  Transfer of historical data from legacy systems to the 

future systems was one of the most critical activities during this period. 

4.2 The overall aim of the SCT project is to transform the way the company serves its 

customers, analyses available opportunities and responds to changing 

circumstances through improving every aspect of the order fulfilment process and 

customer service to world-class standards (Figure 4.1). 

Figure 4.1: Overview of SCT project 

 

4.3 The project directly affects a large number of business processes: 

 Product Management – management of the product portfolio and product life 

cycles and as an input to the prioritisation process used in sales planning. 

 Account Management – including some aspects of understanding and 

managing opportunities, specific enquiries and quotations and conversion of the 

quotations into live orders, and managing complaints and claims. 

 Demand Management – management of demand forecasts and allocation of 

capacity. 
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 Supply Operations Management – forecasting supply capability and 

managing manufacturing operations and inventory.  

 Financial Management – including management and financial accounting as 

well as operational finance management. 

 Sales and Operations Planning – developing a balanced demand and supply 

plan, it also includes procurement planning (steel and services). 

 Sales Order Management – involving the way orders are promised and the 

integration of order status. 

 Order and Replenishment – including manufacturing order management and 

replenishment. 

 Transport Management and delivery operations 

 Product Definition – to provide consistent ways of describing and managing 

products across the company. 

4.4 Supply Chain 1 was supported by £472,381 from the Welsh Government. Supply 

Chain 2 was supported by £1,335,636 from the Welsh Government.  Across both 

projects 5,624 training instances were undertaken by 2,100 learners.  

Supply Chain 1 

4.5 Through the Supply Chain 1 project a large proportion of the funding was directed at 

the Super Users Go-live 1 Development project. Through this project Super Users 

are trained to become experts in SCT processes and systems.  Super Users are 

seen as vital to the success of the SCT project because: 

 They know the Business and are the “go to” people for both process and 

system related questions. 

 Super Users can provide a response to end user requests for business process 

and system related questions as well as other “how to” or “I cannot get it to 

work” issues. 

 By working closely with end users, Super Users can spot trends in terms of 

need for additional training or changes that would improve the end user training 

curriculum. 

 They are also well positioned to identify process changes improving how the 

system supports the business. 
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4.6 Go-live was the first deployment of the super-users.  The team was initially 

structured as shown in figure 4.2. The team was headed by a site implementation 

manager and a functional implementation manager.    The area deployment leads 

(ADLs) developed and delivered the training to the super-users. The ADLs and their 

teams were coached by external functional consultants.   

Figure 4.2: Go-live 1 Team Structure 

 

 

4.7 Super-users were mainly nominated by the business either because they had future 

managerial potential or the capacity to develop further. The super-users all 

undertook a two-day onboarding process where they were given a view of what the 

project was about.  They were subsequently trained by the ADLs and external 

functional consultants to get them to the required standard to develop materials and 

deliver training to the end-users. They also received Train the Trainer training. 

4.8 Over four fifths of the Supply Chain 1 training was delivered by the super-users. The 

other fifth mainly consisted of the initial training to set up the system, which was 

delivered by the external functional consultants. Training delivered by the super-

users covered a variety of areas including operations, quality, logistics, commercial, 

sales and order management split between functional roles and operational roles.  

Much of this training focussed on supporting change management, flexibility and 

rapidity of response.   
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4.9 One of the ADLs explained the rationale for the Super-User approach: 

‘When there is a dramatic change people need to understand how the new 
process fits into the existing process so there was a lot of anchoring that had to 
be done back to the existing.  We would have not have been able to get an 
external consultant to put this into this context in a way people would 
understand.  It was far easier to train Tata staff how to translate the consultant’s 
material than train the function consultants about the details of Tata Steel’s 
workings. Also, it brings the knowledge into the business and now when there 
are problems they can be solved internally’ (Area Deployment Lead, focus 
group)  

 
  Supply Chain 2 
 

4.10 Provision funded under supply chain 2 was wide ranging and included: 

 ACCA accounting courses – for example performance management, financial 

reporting and governance, risks and ethics. 

 Enterprise Resource Planning (ERP) training which aims to streamline 

information across the organisation, by employing a shared database to support 

different operations so staff that work in different departments will use the same 

information for doing their job.  The benefits of this approach include increased 

collaboration among different departments and facilitating and accelerating 

basic operations like automation, goods’ distribution or invoicing. 

 Broner Metals Solutions training for schedulers which helps support the 

optimisation of plans and schedules based on dynamic business objectives 

 A wide range of on-the-job training including: managing operations; managing 

confined spaces; product costings; inspection and various health and safety 

courses. 

4.11 Training was a mixture of classroom-based lectures, group sessions, e-learning and 

on-the-job coaching (table 4.1) and ranged from 1 hour to 4-5 days. 

 

Table 4.1: How was the Supply Chain 2 training delivered? 

 

Classroom 
based 

lectures 

Group 
sessions and 

tutorials 

Web/ 
computer-

based training 

On the job 
coaching 

Total 
(known) 

Supply chain 2 63% 49% 31% 44% 108 

All projects 73% 43% 15% 23% 396 

Source: CPC Online survey of 403 Tata Steel learners 
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Health, Safety and the Environment 

4.12 The Health, Safety and Environment (HSE) training focuses on ensuring that Tata 

Steel implements its own standards and ensures that accidents and unsafe working 

practices are reduced to an absolute minimum.  Much of this training goes above 

and beyond the legal requirements for training, and courses supported included 

training aimed at reducing costs and higher-level training in environmental and 

health and safety procedures. 

4.13 Courses funded by Welsh Government in 2016/17 tended to cover three main 

areas: 

 Increasing safety / reducing risks – courses in this area included Emergency 

first aid at work which was the most substantive course at 7 hours long and was 

delivered to 141 people.  This was at the instigation of the trade union who have 

pushed for there to be first aiders in every department and is a 7-hour 

certificated course in first aid.  Other courses included Fire risk assessor; 

MCERTS8 and audiometry industrial safety training courses; confined spaces 

training which was introduced to meet changes in legislation; and PHAST9 

which is a local authority requirement for gas cloud modelling in case of a leak. 

 Environmental training – this included the Institute of Environmental 

Management and Assessment (IEMA) associate certificate10, a 70-hour course 

which aimed to provide detailed knowledge of environmental/sustainability 

principles, management and skills   

 Training aimed at reducing costs – for example P405 and P402 asbestos 

courses11 will in the future result in cost savings because of the ability to bring 

asbestos surveying in house. Construction Design Management (CDM) 

training12 will allow the CDM function to be brought in house. 

                                            
8 MCERTS is the Environment Agency’s Monitoring Certification Scheme and provides the framework for businesses to meet its quality 
requirements 
9 PHAST software training covers hazard analysis and consequence modelling 
10 The IEMA Certificate in Environmental Management Course syllabus covers the global and local environmental issues, as well as the 
impact of societal activities on the earth's natural systems. A practical approach is adopted to enable organisations to improve their 
environmental performance and reduce their impacts, both strategically and operationally.  It is an internationally recognised qualification 
which leads to IEMA practitioner membership. 
11 These courses are run by the British Occupational Hygiene Society and are designed to offer candidates the practical knowledge and 
skills to be able to manage asbestos in buildings and give a knowledge base to audit asbestos removal projects.  

12 The Construction (Design and Management) Regulations 2015 came into force in Great Britain on 6 April 2015. CDM aims to improve 
health and safety in the construction industry by helping to sensibly plan the work so the risks involved are managed from start to finish; 
have the right people for the right job at the right time; have the right information about the risks and how they are being managed and 
consult and engage with workers about the risks and how they are being managed. 
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4.14 Different levels of training provided as part of the project from the First Aid 

Certificate through to HSE modules as part of Level 3 Management and a Diploma 

in Team Leading at Level 2 that has HSE elements. 

4.15 This project was supported by £156,424 from the Welsh Government and over 

11,645 training courses were undertaken by 4,333 learners. 

  Leadership and Management 

4.16 A large proportion of the Leadership and Management training at Tata is organised 

by the Academy Central which has an annual budget for training.  Key projects 

comprised: 

 Three transition projects: Transition to Management, Transition to Leadership 

and Transition to Senior Leadership which are all delivered externally.  

  A range of shorter courses focussing on key skills including: 

 Coaching for impact - a two-day course covering the GROW model13, setting 

goals, looking at the reality, identifying options and then deciding what to do.  

‘The coaching was a three-day course covering all the different aspects of 
coaching.  There were lots of examples of different techniques tried out with 
different people and how effective they had been.  We then had an 
opportunity to think through who we wanted to work with, what we wanted to 
do with them and do some role playing’ (Coaching for impact, learner, focus 
group) 

 Influencing skills - a two-day course delivered by an external provider.  It covers 

four key styles – energising, persuading, asserting and sharing and 

understanding.  There is a big element of practice 

‘The influencing training covered the techniques of how to influence people 
e.g. logical persuasion, energising, sharing and understanding.  It was useful 
to practice techniques on how to get what you need out of people and on the 
receiving end see how you respond to that influence’ (Influencing skills, 
learner, focus group) 

 Time management - a one-day course about how to manage your time better.  

It is a practical course aimed at anyone who wants to be more productive. 

4.17 The content of the transition projects was revised five years ago. There was a 

strategic choice made at the time not to get the projects externally accredited as 

                                            
13 The GROW model (or process) is a simple method for goal setting and problem solving. The Goal is the end point, where the client 
wants to be. G (Goal) The goal has to be defined in such a way that it is very clear to the client when they have achieved it . R (Reality) 
The Current Reality is where the client is now. What are the issues, the challenges, how far are they away from their goal? O (Obstacles 

and Options) Once Obstacles have been identified, the client needs to find ways of dealing with them if they are to make progress. These 
are the Options. W (Way Forward) The Options then need to be converted into action steps which will take the client to their goal. These 
are the Way Forward. 
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Tata Steel wanted to increase the emphasis on supporting people to think and act 

differently and reduce the focus on theoretical knowledge. However, Tata partnered 

with well recognised external providers for delivery e.g. the Centre for Creative 

Leadership to deliver the training.  

‘The leadership projects are about creating leaders that think and act 
differently when they go back into the business. One example is [a member 
of staff in a situation where they described a previously confrontational 
people management style] with his team to get them to do things. During a 
coaching session after module 2 of the leadership project [the individual] 
described a transition which had taken place where people now come into 
their office, have a drink and an informal chat’ (Academy manager, focus 
group) 

4.18 This project was supported by £127,337 from the Welsh Government and over 

1,828 training courses were undertaken by 2,723 learners.  

Maintenance excellence 

4.19 The training for this project focussed on filling the competency profile for craft and 

engineers.  For the former it included mechanical electrical and welding courses.  

For the latter the focus was on process training. After redundancies the training was 

used to pick up competencies of those who had left and support them in taking on 

new roles.  A large proportion of the craft trainees were former apprentices.  

Engineers tend to be graduates and higher apprentices. 

4.20 IFIX SCADA is a computer system aimed at supporting process control on old kit.  

Some of the training was employee led. Typically, line managers speak to 

engineers and craft about their competency profile and they jointly develop plans 

based on their role but also on their own aspirations about what they want to do. 

4.21 This project was supported by £328,099 from the Welsh Government and over 

2,191 training instances were undertaken by 1,037 learners.  

Operational excellence 

4.22 The training for this project had two main aims: on the job learning focussing on 

building flexibility e.g. training in crane and lift truck operations and craft 

competency to develop the skills of the craft labour force and expand their 

knowledge base, for example IOSH and NEBOSH courses. This project was 

supported by £716,654 from the Welsh Government and over 2,474 training 

instances were undertaken by 643 learners.  
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Customer Supplier Excellence 

4.23 The Customer Supplier Excellence Project was the smallest project both in terms of 

learner numbers and funding.  In total six learners were supported by Welsh 

Government funding and received total funding of £35,486 towards their wage 

costs.   

4.24 These learners all undertook the Tata Steel Customer, Quality and Material Science 

Development Project which is a Higher Apprenticeship. The apprenticeship was 

used in a number of technical works areas, including in the steel and slab technical 

area, where it was the first time an apprenticeship had been offered. 

4.25 The apprenticeship included an HNC in Chemistry in Industry studied on a   day 

release basis at Gower College Swansea as well as considerable on-the-job 

training content including: 

 introductory training on the fundamentals of health and safety and general 

principals of the steel plant;  

 training on the process and how the product is made in order to satisfy the client 

- management of change; reporting of quality; data management; compliance; 

objectives setting and appraisals; knowledge of process and product quality; 

strategy development, effective communication skills.  

 training on internal systems – SAP navigation, confirming orders, analytical 

techniques, product materials development, tensile testing.   

4.26 One of the works managers explained the rationale for the introduction of 

apprenticeships in his works area: 

‘We have an ageing workforce and bringing in younger blood has been 
crucial.  In the past we took on lots of graduates but saw this as an 
opportunity to bring in higher apprentices and support them with their 
education going forward.  All the apprentices have brought a lot to the 
department and are in substantive roles where we would otherwise have a 
gap and would be struggling to fill with trained people.  The graduate trainees 
are welcome but they tend to be broader and travel across the business 
whereas our apprentices are trained to replace people in specific roles and 
are ready to go as soon as a vacancy opens up.  We now see the 
apprenticeship route as crucial in moulding the next generation of 
steelmakers’ (Works manager, focus group) 
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4.27 In the other works areas, there was a longer history of utilising apprenticeships and 

a strong business case for their use:  

‘In my area we don’t have a background of taking on graduates as we have 
always been very successful with higher apprentices/functional trainees.  I 
was a functional trainee so from my experience it is a proven route.  
Typically, having gone through the apprenticeship when they come into the 
role, they are hitting the ground running and have built up a lot of knowledge 
and experience for the role which they go into, whereas if I had new people 
in, I would have to spend time and effort giving them training.  It is not just the 
on the job training they are getting the life training at the same time, so when 
an opportunity arises, they are in the pole position to take up the new role’ 
(Works manager, focus group) 

  Talent Management 

4.28 In total 386 learners were funded by the Welsh Government through the Talent 

Project. Of these, 255 were supported to undertake advanced or higher 

apprenticeships; 5 to undertake HNDs outside an apprenticeship; 2 to undertake 

Degrees and 127 on shorter courses. The funding for Apprenticeship wage costs 

was used to support the 187 existing apprentices at Tata as well as the 68 new 

apprentices that entered the business in 2016/17. Apprenticeships supported in 

2016 covered four areas of the business as detailed in table 4.2 below: 

Table 4.2: Overview of apprenticeships supported in 2016/17 

Apprenticeship Location Academic 
qualification 

Vocational 
qualification 

Duration  

Electrical 
engineering   

Port Talbot, 
Trostre, 
Llanwern & 
Orb 

Level 3 Engineering 
Qualification at a local 
college. 

 NVQ Level 2 in  
Performing Engineering 
Operations; NVQ Level 
3 

4 years - first 
year in 
college 

Mechanical 
engineering  

Port Talbot, 
Trostre, 
Llanwern & 
Orb, Caerphilly 

Level 3 Engineering 
Qualification at a local 
college. 

 NVQ Level 2 in  
Performing Engineering 
Operations; NVQ Level 
3 Qualification in 
Engineering 
Maintenance; 

4 years - first 
year in 
college 

Technical 
laboratory  

Port Talbot Level 3 Diploma in 
Applied Science or 
HNC in Environmental 
and Applied Chemistry 

Level 3 NVQ in 
Laboratory and 
Associated Technical 
Activities 

3 years 

Manufacturing  Port Talbot Level3 Diploma in 
Manufacturing 
Engineering 

Level 3 NVQ in Metal 
Processing & Allied 
Operations 

2 years 
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4.29 Apprentices are initially selected by the Tata academy before being allocated to the 

different works areas.  The majority tend to be school leavers and are recruited on 

the basis of attitudes and behaviours rather than technical knowledge: 

‘Choosing individuals is difficult for the academy…there is a risk of employing 
someone who is academically very strong and is going to hit the ceiling too 
early…if we see that someone is more applicable for a different talent 
pipeline e.g. higher apprentices or an undergraduate programme, we will 
suggest that option.  We are trying to make the best fit…for me Apprentices 
tend to be a bit more of a slow burn, they evolve and develop with us and 
then they find their feet, in a lot of cases they eventually progress to higher 
education through us’ (Apprentice manager, focus group) 
 
‘In most cases you have to recruit for future potential. The target market is 
school leavers so you are looking for the right attitudes and behaviours 
because the technical knowledge can be taught’ (Apprentice manager, focus 
group) 

4.30 Apprentices on the four-year electrical and mechanical engineering programmes 

spend their first year in college: 

‘Colleges are generally good at the foundation level of engineering and then 
we have our own instructors that build upon that foundation’ (Apprentice 
manager, focus group) 
 

4.31 In the following years apprentices spend one day a week training but do the majority 

of the learning on the job mentored by an experienced team member: 

‘The strength of the scheme is the support we get from the local mentors in 
the works areas.  The apprentices spend 20-30 percent of their time away 
from the works area learning their trade but 80 percent of their time is spent 
working alongside experienced people and that is where they really learnt 
and develop’ (Apprentice manager, focus group) 
 

4.32 Apprentice mentors also spoke of the benefits from this process: 

‘It is a bit like being a dad all over again.  The most rewarding thing for us is 
to see the apprentices coming through and not only mentoring them in their 
skills but in their work ethic too and their people skills…a few of our 
apprentices have been exceptional, one we took on 2 years ago is now one 
of the leading hands on shifts and it makes you proud to see them come 
through’ (Apprentice manager, focus group) 
 
‘you get to a stage and see the apprentice challenging you and challenging 
his work colleagues as well and you get a real sense of achievement’ 
(Apprentice manager, focus group)  
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5. Impacts of the training on the learners 

5.1 This chapter provides an overview of learner views on the personal impacts of the 

training drawing on the findings from the online surveys. A profile of the online 

survey respondents can be found at Annex A and the survey questions in Annexes 

B and C. 

Decision to undertake the training 

5.2 For three fifths of employees the decision to undertake the training was a joint one 

between themselves and their employer (table 5.1). Just over a third did not have a 

say in the training undertaken and six percent decided on the training themselves. 

Table 5.1: Decision to undertake the training  

Project 

I decided 
on this 
course 
myself 

It was a joint 
decision 

between myself 
and my 

employer 

I was told to 
do this 

course by my 
employer 

Total 
known 

Customer supplier excellence 25% 25% 50% 4 

Health, safety and the 
environment 

20% 66% 14% 44 

Leadership and management 3% 65% 32% 65 

Maintenance excellence 9% 49% 41% 97 

Operational excellence 1% 66% 32% 71 

Supply chain 1 & 2 2% 62% 36% 108 

Unknown 0% 40% 60% 5 

Total 6% 60% 34% 394 

Source: CPC Online survey of 403 Tata Steel learners 
 
 

Employee satisfaction with the training 

5.3 Levels of satisfaction with the training were high with 58 percent of learners highly 

satisfied and 37 percent quite satisfied (table 5.2).  Just one learner expressed 

dissatisfaction stating that the quality of the teaching was poor.  Levels of 

satisfaction were high across all projects. 
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 Table 5.2: Levels of satisfaction with the training 

Project 

Highly 
satisfied 
with the 
quality 
overall 

Quite 
satisfied – 

the 
majority of 

the 
training 

was good 

Mixed 
views – 
some 

elements 
good 

others 
poor 

Quite 
dissatisfied 
– majority 
was poor 

quality 

Total 
(known) 

Customer supplier excellence 60% 40% 0% 0% 5 

Health, safety and the 
environment 

55% 43% 2% 0% 44 

Leadership and management 66% 29% 5% 0% 65 

Maintenance excellence 56% 37% 6% 1% 98 

Operational excellence 54% 44% 3% 0% 71 

Supply chain 1 & 2 60% 36% 4% 0% 108 

Unknown 40% 40% 20% 0% 5 

Total 58% 37% 4% 0% 396 

Source: CPC Online survey of 403 Tata Steel learners 

 

Relevance of the training 

5.4 Ninety four percent of respondents stated that the training was relevant to their 

current job role (table 5.3). There was evidence that the training would continue to 

be relevant as three quarters stated that it was relevant to a role that they want to 

apply for in the future. 

Table 5.3: Relevance of the training 

Project 

The training 
was relevant 
to a previous 

job role 

The training 
was relevant 
to my current 

job role 

The training is 
relevant to a role 
I want to apply 
for in the future 

Total 

Customer supplier excellence 100% 80% 80% 5 

Health, safety and the 
environment 

70% 90% 74% 44 

Leadership and management 76% 98% 84% 65 

Maintenance excellence 68% 93% 74% 98 

Operational excellence 77% 94% 67% 71 

Supply chain 1 & 2 78% 94% 76% 108 

Unknown - - - 5 

Total  75% 94% 75% 402 

Source: CPC Online survey of 403 Tata Steel learners 

 

Impact of training on transferable skills 

5.5 Ninety six percent of respondents considered that the training had provided them 

with transferable skills that they could take to other employers, with 69 percent 

wholly agreeing with this statement and 28 percent partially agreeing with this 
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statement. Those who had completed Health, Safety and the Environment courses 

(84 percent) and Leadership and Management courses (77 percent) were most 

likely to wholly agree with this statement. 

Figure 5.1: Agreement with the statement ‘the training gave me transferable 
skills that I could take to another employer’ 

 
Source: CPC Online survey of 403 Tata Steel learners 

5.6 Overall twenty two percent of learners undertook training which had resulted in a 

qualification or certification (Figure 5.2).  All of those who undertook the Customer 

Supplier Excellence training received a qualification. Fifty three percent of those 

who attended health, safety and environment training said their course led to either 

a qualification or certification.  

Figure 5.2: Percentage of learners who said their training led to a qualification 
or certification 

 

Source: CPC Online survey of 403 Tata Steel learners 
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Impact of training on confidence and motivation 

5.7 The training had a significant impact on motivation at work with over eighty percent 

of respondents citing this as an impact (table 5.4). 

Table 5.4: Personal impacts as a result of the training  

 

Cust. 
excel. HSE L&M 

Mainten. 
Excel. 

Op. 
excel. 

Supply 
chain 

Total 

 It made me feel more motivated by 
my work 

100% 65% 81% 76% 84% 89% 81% 

It made me more confident about 
doing my job 

100% 81% 91% 82% 86% 96% 88% 

It led to more autonomous 
working/self-management 

80% 37% 66% 58% 72% 70% 63% 

It led to management recognising my 
skills more 

100% 53% 67% 62% 67% 73% 66% 

It led to new team leader/ supervisory 
responsibilities 

60% 21% 48% 36% 38% 50% 41% 

Source: CPC Online survey of 403 Tata Steel learners 

 
‘it is rare to go on external courses, so to go on a UK wide recognised course, 
with a qualification, adds to your CV and your confidence, and makes you feel 
recognised and appreciated by the company’ (Health, safety and environment 
learner, telephone survey) 

5.8 In a number of cases this was linked to improvements in morale:  

‘There is a morale impact, when you are in a company that tries to develop you 
as a person you always feel more fulfilled. Coming in and doing training you 
don’t see an overnight change but there is a building up of an overall skillset 
that really supports you and gives you personal satisfaction’ (Leadership and 
Management learner, telephone survey) 

‘For some time, we were not able to invest in the business in terms of training. 
When you finally get training, you feel you are making a difference to your own 
personal development and it makes a big difference to how people think about 
their employer’ (Leadership and Management Academy manager, focus group) 

‘It encourages positivity, someone goes on a programme and really enjoys it 
and then goes back to work in a positive mood and it starts to spiral’ (Academy 
manager, focus group) 

 

5.9 Across all projects over eighty eight percent of respondents considered that the 

training had made them feel more confident about doing their job. There was also 

evidence that the training had led to more autonomy over work and this was cited 

as an impact by over three fifths of learners.  Two thirds considered that the training 

had led to increased recognition of their skills by management and two fifths pointed 

to new supervisory responsibilities as a result of the training. 
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5.10 For example, a maintenance engineer reported that the training had brought him 

back to engineering first principles and why he had enjoyed being an engineer.  The 

training had made him question processes from an engineering point of view at the 

design stage, this meant that problems could be rooted out before they occurred 

and ensured that better designs were implemented.  Previously changes happened 

and then they may have to find work-arounds to address the parts that were not 

functioning as expected.  A more thorough design process helped to prevent this. 

Impact of training on career progression  

5.11 Since undertaking the training just under a quarter of respondents had moved to a 

different role at a more senior level (figure 5.3). The proportion of respondents 

moving to a more senior role varied from 14 percent of Health, Safety and 

Environment trainees to 46 percent of Leadership and Management trainees. A 

further 18 percent of respondents had moved sideways into different roles at the 

same level. 

Figure 5.3: Change in job role since undertaking training  

 
Source: CPC Online survey of 403 Tata Steel learners 

 

5.12 Respondents who had changed job roles since undertaking the training were asked 

whether the training had contributed to this change in role. Some 40% of 

respondents who moved to a more senior role or different role at the same level 

considered that the training had contributed in part to this change in job role and a 

further seven percent said it was wholly responsible.  There were considerable 
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variations by project with those completing supply chain, leadership and 

management and customer excellence training most frequently citing a contribution 

to career progression (figure 5.4) 

Figure 5.4: Contribution of training to change in job role  

 
Source: CPC Online survey of 403 Tata Steel learners 

 

5.13 Respondents who felt the training had contributed either wholly or in part to their 

change in job role were asked why (table 5.5). For just over three fifths the training 

provided the required technical skills.  Just over half cited the impact of leadership 

and management skills and the same proportion felt that it provided them with the 

confidence to apply for a new job role. Just under a third stated the training led to 

additional training which impacted on their ability to apply for a new job role. 

Table 5.5: Impact on training on change in job role, learners who attributed 
change in job role to training   

This training gave me… Cust. 
excel. 

HSE L&M Mainten. 
Excel. 

Op. 
excel. 

Supply 
chain 

Total 

the required technical skills to apply for 
a new job role 

100% 100% 35% 44% 71% 72% 62% 

the required leadership/ management 
skills to apply for a new job role 

100% 100% 71% 56% 29% 49% 54% 

the confidence to apply for a new job 
role 

100% 0% 47% 56% 57% 56% 54% 

led to additional training which impacted 
on my ability to apply for a new job role 

50% 100% 24% 44% 29% 31% 32% 

the necessary qualifications to apply for 
a new job role 

50% 0% 0% 33% 0% 31% 21% 

Total 2 1 17 9 7 39 75 

Source: CPC Online survey of 403 Tata Steel learners 
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5.14 There was evidence that the Customer Supplier Excellence Project had made a 

significant impact on career progression.  

‘After completing my apprenticeship, I started a level 5 BEng in Materials 
Science … sponsored by Tata. This is a 3-year PT course instead of 4 years 
as I am able to count the credits from the HNC towards my degree and start in 
the 2nd year of the course. It has really helped me take the next steps in terms 
of my role in steel and slab and academically as well’ (Former apprentice, 
customer supplier excellence, focus group) 
 
‘In steel and slab we push everyone to train to degree level, the courses are 
targeted but the policy has been to push people as far as possible up to 
masters. Degrees include materials engineering, others have done research 
on steelmaking projects (RESIs).  The mathematics, English, presentation 
skills, project management of a degree courses is universal, it is the last 20 
percent where we try to shape them so we would support any strong technical 
or scientific degree course if we felt would benefit Tata as a whole’ (Works 
manager, focus group) 
 

5.15 Similarly, the supply chain projects led to a range of progression opportunities for 

those trained as super-users: 

‘There was a massive upskilling for the super-users. I took people on in my 
team that had never done project work before and are now able to operate in 
this type of environment using the skill set they gained during the project and 
as a result are now functioning at a completely different level.  Several have 
had promotions since due to the training and tasks they are doing. Their 
skillset in implementing an ERP system is rare and sought after and we have 
lost people from the business because of these skills’ (Supply Chain ADL, 
focus group) 

5.16 Through the telephone interviews there was also evidence that some of the training 

had led to increased networking opportunities which had strengthened career 

progression opportunities:  

‘In all the management programmes people are encouraged to connect with 
each other after the programme.  They are often from very different areas of 
the business and different geographies which works well in providing 
networks…people are sharing what they have learnt with their colleagues.  On 
the Transition to Leadership programme we formed an ongoing learning group 
that meets once a month to catch up and review what we have done and our 
challenges, this enables us to support each other and share learning with each 
other’ (Academy manager, telephone interview) 

Impact of course on further training  

5.17 Four fifths of learners considered the training had made them more interested in 

undertaking further training and 71 percent more qualifications. 
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Figure 5.5: Impact of course on interest in further training and qualifications 

 
Source: CPC Online survey of 403 Tata Steel learners 

 

5.18 Around seventeen percent of respondents undertook further training as a direct 

result of the initial training (table 5.6).  The proportion undertaking further training 

varied significantly by project from 9 percent on maintenance and operational 

excellence courses to 60 percent on the customer supplier excellence course. 

Table 5.6: Impacts on further training  

Project 
% undertaking 
further training 

Total 

Customer supplier excellence 60% 5 

Health, safety and the environment 11% 44 

Leadership and management 22% 64 

Maintenance excellence 9% 97 

Operational excellence 9% 70 

Supply chain 1 & 2 27% 108 

Unknown  0% 5 

Total 17% 393 

Source: CPC Online survey of 403 Tata Steel learners 

 

5.19 Two of the five individuals on the customer supplier excellence project progressed 

to degree level training; a chemistry degree at Swansea University and BEng 

Material Science at University of Wales Trinity Saint David (UWTSD). 
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5.20 A number of the Health, Safety and Environmental trainees participated in annual 

refresher training; other courses included the MCERTs Level 2 and SHEF (Safety 

Health Environmental Forum). 

5.21 Twenty two percent of Leadership and Management learners undertook further 

training as a result. This included training at higher levels e.g. higher levels of the 

Team leader modules and transition to management and leadership courses. 

5.22 Those completing maintenance excellence training went on to complete a variety of 

other courses including six-pack leadership training14; technical training (DC drives, 

EIS 7 High Voltage rules) as well as refresher training. Those completing 

operational excellence training undertook further forklift truck courses; Hazop 

courses15 and Shainin techniques training16.  One individual progressed to a MSc 

in Engineering. 

5.23 Twenty seven percent of supply chain learners undertook further training as a result 

of their initial training. This included further SAP training, Train the Trainer, 

NEBOSH courses, Introduction to Leadership and Transition to Management 

courses. 

Impact of the further training 

5.24 The seventeen percent of respondents who undertook further training as a direct 

result of the initial training were asked about the impacts of this training.  Ninety 

seven percent considered that this further training provided transferable skills which 

they could take to another employer and 94 percent considered it provided 

transferable skills which they could apply to other job roles in Tata (figure 5.6).  For 

forty two percent of respondents this further training resulted in a qualification. 

                                            
14 This is an internal Tata Steel programme covering areas such as mentoring, time management, coaching and influencing. 
15 A hazard and operability study (HAZOP) is a structured and systematic examination of a complex planned or existing process or  
operation in order to identify and evaluate problems that may represent risks to personnel or equipment. 
16 Shainin techniques training covers the implementation of a problem-solving system designed for medium- to high-volume processes 
where data are cheaply available, statistical methods are widely used, and intervention into the process is difficult. It has been mostly 
applied in parts and assembly operations facilities. 
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Figure 5.6: Impacts of the resultant additional training undertaken  

 
Source: CPC Online survey of 403 Tata Steel learners 

 

Talent project 

5.25 Prior to starting the training just under a third of Talent project learners had been 

taking A-Levels and a further 12 percent undertaking GCSEs.  Just over a fifth were 

already working at Tata Steel and 24 percent were working at another company. 

Ten percent were looking for work (table 5.7). 

Table 5.7: Activities prior to starting training at Tata 

 Count % 

I was taking A-levels 15 30.00% 

I was working at another company 12 24.00% 

I was already working at Tata Steel 11 22.00% 

I was doing a vocational course such as an 
NVQ at a college or with a training provider 

8 16.00% 

I was taking GCSEs 6 12.00% 

I was looking for work 5 10.00% 

I was doing an Apprenticeship elsewhere 1 2.00% 

Source: CPC Online survey of 50 Tata Steel Talent project learners 
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5.26 Respondents were asked to rank their reasons for taking up the training opportunity 

at Tata Steel (table 5.8). The most common reason was to gain a well-recognised 

qualification.  Learners also valued the opportunity to train whilst earning a salary. 

Table 5.8: Reasons for taking up training opportunity at Tata Steel 

 
Total 
Score 

Overall 
Rank 

To provide me with a well-recognised 
qualification 

210 1 

To allow me to train whilst earning a salary 179 2 

To provide the best entry route to my chosen 
occupation 

153 3 

To improve my future work prospects 147 4 

Because it was the only option available at the 
time 

61 5 

Source: CPC Online survey of 50 Tata Steel Talent project learners 

 

5.27 Respondents were asked what alternative options they considered when applying 

for the opportunity at Tata Steel and which option they would have undertaken if 

they had not been successful. Employment elsewhere was the main alternative 

option considered: over a third stated they would have undertaken an 

Apprenticeship with another company and twenty percent would have taken up a 

job without an apprenticeship at another company (table 5.9). University was a 

consideration for 36 percent of respondents although only 16 percent felt they would 

have actually have taken this up as an option. Twelve percent felt they would have 

taken up a job with Tata Steel but without the training.  

Table 5.9: Alternative options 

 

Options 
considered 

Which option 
would you have 

undertaken? 

Overall 
Rank 

Total 
Score 

Overall 
Rank 

Total 
Score 

Undertaken an Apprenticeship with another 
company 

20 44% 17 35% 

Taken-up a job with different company 10 22% 10 20% 

Studied at University 16 36% 8 16% 

Taken-up a job with Tata Steel but without 
this training 

2 4% 6 12% 

Undertaken A-levels 4 9% 4 8% 

Undertaken a vocational course such as an 
NVQ at a college or with a training provider 

3 7% 3 6% 

Other  4 9% 1 2% 

 Total 59 131% 49 100% 

Source: CPC Online survey of 50 Tata Steel Talent project learners 
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5.28 Overall 49 of the 50 learners who responded to the online survey17 considered that 

their choice of training was right for them.  One was not sure as this respondent felt 

they should have completed A-levels and come into the business as a higher 

apprentice rather than completing the advanced apprenticeship. Other respondents 

appreciated the opportunity to earn a salary whilst getting a qualification and 

progressing in their career: 

‘because I am on my way to becoming a successful apprentice and believe 
Tata Steel was the best place for me to develop and thrive as an engineer’ 
(Advanced apprentice, telephone survey) 

‘I decided that it was the best route because I wasn't a big fan of learning in a 
class and preferred more hands-on experience’ (Advanced apprentice, 
telephone survey) 

‘The training has given me a lot of confidence in myself to take on new 
challenges. Further to this I have found an occupation I am passionate for’ 
(Advanced apprentice, telephone survey) 

 

5.29 Satisfaction with the training was high and 44 percent of learners were highly 

satisfied, 48 percent quite satisfied and 8 percent had mixed views.  None of the 

respondents expressed dissatisfaction.  

Table 5.10: Views on training provision 

 
Count % 

Highly satisfied with the quality overall 22 44% 

Quite satisfied – the majority of the training was good 24 48% 

Mixed views – some elements good others poor 4 8% 

Quite dissatisfied – majority was poor quality 0 0% 

Very dissatisfied – all training was poor quality 0 0% 

 Total 50 100% 

Source: CPC Online survey of 50 Tata Steel learners 

 

5.30 Those holding mixed views were asked for the reasons.  In one case the 

respondent felt some of the teaching was poor, in two cases the content was not felt 

to be relevant to the job role and in the fourth case it was felt that the training could 

have been covered more quickly. 

5.31 At the time of the survey 60 percent of learners were still undertaking their training 

and 40 percent had completed.  Amongst those who had completed the training just 

over half (55 percent) had moved to a different role at a more senior level (table 

                                            
17 The online survey was distributed to those who had been supported to undertake apprenticeships, HNDs and degrees.  Eighty eight 
percent of respondents had undertaken apprenticeships; 8 percent HNDs and 4 percent degrees 
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5.11). In addition, ten percent of the learners who were still on their training project 

had progressed to a more senior role. 

Table 5.11:  Change in job role since undertaking training  

 
All learners Those who had 

completed training 

Count %   

Different role at a more junior level 0 0% 0 0% 

Same role 35 70% 9 45% 

Different role at the same level 1 2% 0 0% 

No – different role at a more senior level 14 28% 11 55% 

Total 50 100% 20 100% 

Source: CPC Online survey of 50 Tata Steel Talent project learners 

 

5.32 Learners who had changed job roles were asked whether the training had 

contributed to career progression. Just over half of respondents considered that the 

training had contributed in part to this change in job role and twenty seven percent 

said it was wholly responsible.  

Table 5.12: Contribution of training to change in job role   

 Count % 

No 2 13% 

Yes – in part 8 53% 

Yes – wholly 4 27% 

Total (known) 15 100% 

Don’t know 1 - 

Source: CPC Online survey of 50 Tata Steel Talent project learners 

5.33 The twelve respondents who felt the training had contributed either wholly or in part 

to their change in job role were asked why (table 5.13). For sixty seven percent the 

training provided the required technical skills.  Fifty eight percent cited the impact of 

further training and the same proportion felt that the qualifications were important.  

Table 5.13: Impact on training on change in job role, learners who attributed 
change in job role to training   

This training gave me… Count % 

the required technical skills to apply for a new job 
role 

8 67% 

led to additional training which impacted on my ability 
to apply for a new job role 

7 58% 

the necessary qualifications to apply for a new job 
role 

7 58% 

the confidence to apply for a new job role 4 33% 

the required leadership/ management skills to apply 
for a new job role 

3 25% 

Total answered 12 - 

Source: CPC Online survey of 50 Tata Steel Talent project learners 
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5.34 Learners were asked to what extent the training led to any personal benefits (table 

5.14).  All respondents considered that the training had made them more interested 

in undertaking additional training and gaining more qualifications. Ninety eight 

percent felt the training provided them with transferable skills. Increased motivation 

and confidence were cited as impacts by ninety six percent. 

Table 5.14: Personal benefits from the training, percentage wholly or partially 
agreeing by project 

 

Wholly 
agree 

Partially 
agree 

Disagree 
Total 

answered 

It made me more interested in undertaking 
additional training 

62% 38% 0% 50 

It made me more interested in gaining more 
qualifications 

68% 32% 0% 50 

It gave me transferable skills that I could take to 
another employer 

86% 12% 2% 50 

It made me feel more motivated by my work 60% 36% 4% 50 

It made me more confident about doing my job 78% 18% 4% 50 

It led to management recognising my skills more 54% 36% 10% 50 

It led to more autonomous working/self-
management 

41% 49% 10% 49 

It led to new team leader/ supervisory 
responsibilities 

33% 41% 27% 49 

Source: CPC Online survey of 50 Tata Steel Talent project learners 

 

Summary of learner impacts 

5.35 In summary: 

 Levels of employee satisfaction with the quality of the training are high with 96 

percent of learners highly or quite satisfied. 

 The vast majority of learners considered that the training was relevant to their 

current job role.  There was evidence that the training has provided opportunities 

for career progression and in three quarters of cases learners considered it was 

relevant to a role they wanted to apply for in the future. In a significant minority of 

cases the training had directly led to a move to a more senior role. 

 Ninety six percent of learners considered that the training has provided them with 

transferable skills that they can take to other employers. 

 There was evidence that in a significant majority of cases the training has 

resulted in improvements to employee confidence, motivation and morale. There 

is also evidence that the training has led to the learners increased interest in 

undertaking further training. 
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 Amongst Talent programme learners, the core alternative options considered 

comprised undertaking an Apprenticeship with another company; a job with a 

different company or studying at University.  A minority, twelve percent, would 

have considered taking-up a job with Tata Steel but without the training, 

suggesting that the apprenticeship as a key motivator for joining Tata Steel. 

There is evidence that the Talent programme support has been key in supporting 

succession planning through helping to attract apprentices into the business.  

.  
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6. Impacts of the training on the business  

6.1 This chapter details the impacts of the training on Tata Steel.  The chapter draws on 

findings from the online surveys, telephone interviews and focus groups with 

learners and telephone interviews and focus groups with managers. The impacts of 

each of the funded projects is discussed in turn: 

Supply Chain 1 & 2 

6.2 Ninety four percent of Supply Chain 2 learners felt that the training had improved 

their technical skills and 90 percent felt that it had enabled them to complete tasks 

to a higher standard (table 6.1).  There were also notable impacts on problem 

solving (81 percent) and understanding of change (76 percent). 

Table 6.1: Impact on ability to do job, percentage wholly or partially agreeing  

 

Supply 
chain 

All 
projects 

It improved my technical skills 94% 83% 

It enabled me to complete tasks to a higher standard/ quality 90% 82% 

It made me better at problem solving 81% 72% 

It helped me to have a better understanding of changes being 
introduced across Tata Steel 

76% 55% 

It enabled me to work more flexibly e.g. covering other job 
roles within Tata 

74% 65% 

It enabled me to complete tasks more quickly 73% 66% 

It enabled me to complete tasks with less wastage of 
materials/resources 

68% 59% 

It made me better at working with other people 61% 63% 

It improved my communication skills 60% 64% 

It enabled me to work with new machinery/equipment 46% 46% 

Source: CPC Online survey of 403 Tata Steel learners 

 

6.3 Super-users who had completed the Supply Chain 1 training were highly positive 

about the impact of the training on their development: 

‘I think that being a super-user has helped me develop by providing exposure 
to areas or processes procedures and transactional elements that I would not 
have had in my existing desk-based role.  It provided me with a massive 
overview of how the business works and also allowed me to develop a more 
detailed understanding of how changes are made and the skill set to manage 
the change process going forward.  There are constant enhancements and 
refinements to a product and being a super-user gave me the skill set to 
manage this process.  As a result, I moved to a more senior position where 
these skills enabled me to do this’ (Super-user, focus group) 

‘Another knock-on effect of working in a super-user role is the scope of your 
knowledge across business and function. As a result, I now have relationships 
with a much wider range of people in different areas of the business.  The 
cross functional working and expansion of my network has been really 
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important.  E.g. we dealt with a situation where someone in the business was 
trying to circumvent a process so we did a group meeting to amplify the 
message louder by speaking from the same page’ (Super-user, focus group) 

 

6.4 Area Deployment Leads (ADLs) highlighted a wide range of impacts from the 

Supply Chain Transformation Project which broadly covered four domains: sales, 

marketing & customer service; stock recording & supply chain; manufacturing 

efficiency; and product costings. 

Table 6.2: Business impacts from the Supply Chain projects 

Aims Impacts 
 

Sales, Marketing & Customer Service  

 
The Supply Chain Transformation will 
provide a single repository for all 
customer, sales and product 
information. This will enable us to: 

 Give customers the reliability and level 
of service they require 

 Have visibility of sales with through 
profit calculations by product and 
customers 

 Have a common order management 
process (although Tata Steel 
Distribution is out of the scope) 

 Maintain price lists centrally 

 Will therefore be able to drive price 
differentiations 

 
‘The core aim of the project is to offer a better 
service to the customer at Tata Steel Distribution 
and other areas.  The work done with the super-
users has been to streamline a lot of the processes 
e.g. stock recording, invoicing and the accuracy of 
the system. The super-users have been excellent in 
leveraging solutions and making it work in a 
productive manner’ (Supply chain manager, focus 
group) 

 
‘The things I learnt [during training] enabled me to 
make the transactions more customer focussed – 
e.g. provide the customer with a pro forma invoice 
that was a more accurate reflection of what they 
customer wanted and gave them the option to tailor 
their material so it was less likely to be rejected by a 
bank when going through the letter of credit 
process’ (Super-user, focus group) 
 
‘There have been significant impacts on quality. 
Looking inside our old system made us scrutinise 
our overall quality.  There is more quality control 
and as a result failure rates have reduced.  We are 
also now better at sending the right stock to the right 
customer (Super-user, focus group) 
 

Stock recording and supply chain  

The first wave of Supply Chain 
Transformation, implemented in 2011, 
tackled the way we understand supply 
and demand for our products and 
changed the way our planners worked 
by allowing them to see how much stock 
was held across the entire company. 
 
The second wave will improve visibility 
of stock through the whole supply chain 
so that material can be more effectively 
applied to orders, thereby improving the 
efficiency of executing orders and giving 
the possibility of reduced stock 
levels. 
 

‘Changes to stock recording as a result of this 
project have led to significant financial benefits to 
the business.  For example, a coil will move to 
another plant and should get booked into the 
customer’s system as an electronic recording and 
they will feed back to us, it is now in stock. Prior to 
this project this was all done by email and we were 
losing messages or the coils were stuck between 
the two systems and were not useable, so more 
stock was being made to make up the differences 
and invoicing was late impacting the cash flow. We 
now have a work flow portal which allows us to 
trace where a request is, who it has been sitting 
with, measure Service Level Agreements (SLAs) 
and ensure we are adhering to these. The portal is 
used internally, to show where SLAs were met or 
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failed, to look at the volume of amendments etc. 
and provide a really useful monitoring tool’ (Supply 
chain manager, focus group) 
 
‘The project has simplified the process to bring in 
slabs etc. from external suppliers.  Also, on the 
logistical site the project there have been impacts of 
efficiency through now including the hauliers on the 
system’ (Supply chain manager, focus group) 
 

Manufacturing efficiency  

Product costs will be visible at a detailed 
level, both actual and standard, 
allowing analysis to drive lower costs 
and identify which processes add value 

 Common costing methodologies, 
for items like maintenance, will 
make it 
possible to benchmark processes 
and products 

 Common product definitions across 
the group are a major advance and 
will underpin many developments; 
for example, alternative supply 
routes and opportunities for future 
product rationalisation 
 

 ‘In my area we leverage the data from SAP 
(Systems Applications and Products) to understand 
how long it takes to manufacture through their 
process and reflect that in how we recruit orders 
and plan.  Service metrics in the last 3 months have 
taken data out of SAP, analysed it and fed into the 
process and as a result service metrics are at levels 
not seen before.  Make to forecast and make to 
availability levels are really high because we now 
have insight into the manufacturing process and 
what is being achieved which means we are able to 
launch the right amount of material at the right time 
to meet customer demand’ (Supply Chain manager, 
focus group) 
 

Product costings  

Actual product cost updates and more 
granular cost detail will mean that 
product costs are more dynamic and 
accurate. Costs will be calculated from 
raw materials through to the final 
product. 
 
All products will also be connected in a 
system that allows end-to-end costing 
and through profitability calculations. 
 
This will allow for the first time the direct 
comparison of costs for a given 
product being manufactured via various 
routes at a Tata Steel Europe level. 
The real benefit from all this is that it will 
give Tata Steel in Europe a much 
clearer and more realistic view of which 
opportunities are the most profitable. 

‘The project has provided us with enhanced detail 
on product costings with a lot more granularity 
about the number of projects. There is now greater 
visibility about where we are struggling to 
manufacture products which as a result can now 
target.  One example is some resultant policy 
decisions over where slabs are made which have 
resulted in a 20-30% improvement in yields’ (Supply 
Chain manager) 
 

 

Health, safety and the environment 

6.5 Training typically has an in-house element so that Tata Steel can be sure their staff 

have the appropriate understanding of HSE factors across the business.  In some 

cases, there is a mix of delivery with external partners – Bridgend College for 

example.  Avoiding or being able to respond to any accidents is essential but it is 

also about having quality procedures to ensure safe and effective working.  This 
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sends a message to the workforce that all procedures need to be dealt with at an 

appropriate level of quality. 

6.6 Each individual employee has a space on People Link where their personal 

development plan is held and training updated according to Tata’s competency 

framework.  This drives understanding of who needs what level of training – 

awareness of procedures, practitioner or expert depending on their job role.  This is 

based on a wider assessment of what is nice to have and who has to know and a 

log of who needs their training updating. 

6.7 Another aspect is monitoring the health of the workforce against job roles, working 

with heavy/noisy machinery and testing for hearing and lung function led by the 

occupational health team.  

6.8 As a result of the training, the staff that responded through the telephone interviews 

and focus groups, felt more confident that their supervisors and managers 

understand and are building in HSE into work processes.  Training can also build 

confidence among staff – for example they have a skill (first aid) that they can use if 

necessary, at work or in the wider community.  In some cases, this was the first 

learning some had undertaken for some time and so also helped their confidence 

and interest in further learning in general. 

6.9 Online survey respondents were asked to what extent the training impacted on their 

ability to do their job (table 6.3).  Well over four fifths cited impacts on technical 

skills and over two thirds felt that it had helped them to complete tasks to a higher 

standard.  People skills (communication and working with other people were also 

cited by around a third of respondents). 
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Table 6.3: Impact on ability to do job,  percentage wholly or partially agreeing 
by project 

 

HSE All 
projects 

It improved my technical skills 83% 83% 

It enabled me to complete tasks to a higher standard/ quality 69% 82% 

It improved my communication skills 64% 64% 

It made me better at working with other people 64% 63% 

It made me better at problem solving 62% 72% 

It enabled me to complete tasks more quickly 47% 66% 

It helped me to have a better understanding of changes being 
introduced across Tata Steel 

46% 55% 

It enabled me to work with new machinery/equipment 42% 46% 

It enabled me to work more flexibly e.g. covering other job 
roles within Tata 

39% 65% 

It enabled me to complete tasks with less wastage of 
materials/resources 

36% 59% 

Source: CPC Online survey of 403 Tata Steel learners 

 

6.10 The following case study provides an example of the range of impacts experienced 

by a learner on the Fire Risk Assessor Course: 

Learner - Fire Risk assessor course 
 
Because of the managerial role I was doing, people assumed I was an expert, but I didn't 
have all the answers.  I felt I needed to have the knowledge that was provided to 
effectively fulfil my role, and to be more efficient and have the ability to provide 
professional advice to the area I work in. Prior to doing the course I had to self-learn, by 
reading and asking questions, but I was reliant on other employees/ other subject matter 
specialists for the required knowledge. 
 
The Fire Risk Assessor course is a recognised course and is a legal requirement under 
the Regulatory Reform Order 2005 (RRO). It aims to give the necessary skills and 
knowledge to carry out a fire risk assessment, and knowledge of what is required under 
the RRO including fire detection, fire alarms, fire supervision, travel distances, emergency 
lighting, signage and firefighting equipment. 
 
It helped me understand why we do certain things, e.g. having viewing panels on doors.  
This enabled me to be more confident and professional in my role.  If I requested a new 
fire alarm and the cost/need was questioned, I had the answers and justification to 
improve the fire safety in our organisation.  It also gave me confidence, and knowledge, 
and understanding of details like signage, and the positioning of smoke detectors.  Also, 
when we deal with contractors, it gives you enough knowledge to know whether or not 
you're being ripped off, which is a business advantage.  It also means your managers look 
at you differently.  They treat you more as an expert/ point of contact for information. 
 
I use the training daily, we have the biggest fire risk in the business because we turn 
molten steel into slabs and we're transporting 75,000 tonnes a week, and each batch 
makes 6/7 moves around the site as it is processed. It gave me relevant technical skills, 
for example fire suppression techniques and also positive networking (with others on the 
course, from different businesses, and with the local fire brigade. If we had a fire in an 
occupied building then life could be lost, and important equipment like our servers could 
be damaged.  This would stop production.  So, fire suppression is essential. 
I was very satisfied, it was brilliant.  I've done a lot of courses over my time in the industry, 
and this really was the best one. The delivery was engaging, and the trainer was 
knowledgeable and experienced, and able to answer all our questions with clear 
explanations, at a good pace.  
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Since undertaking the training my job has changed. The training gave me the knowledge 
for the new job role, and the training directly led to me identifying my interest in this area, 
and the need to create a new job role.  Previously I could say "we need an alarm system", 
and budget would be found for that…but when it came to fitting it, it would turn out that the 
building was full of asbestos, and needed renovation, but this wouldn't happen, and the 
alarm wouldn't get fitted. Now I’ve got a broader remit, and I’m able to talk about building 
needs as well as fire equipment. 
 
It also it spurred me onto do my NEBOSH (National qualification in Health and Safety).   
 
The skills are definitely transferable, any business needs to comply with this regulation. If I 
were to pursue, for example, an infrastructure manager role in a local hospital, it would 
stand me in good stead.  
 

 

Leadership and Management 

6.11 Online survey respondents were asked to what extent the training impacted on their 

ability to do their job (table 6.4).  Eighty four percent cited impacts on 

communication skills and seventy four percent felt that it had helped them to 

complete tasks to a higher standard. 

Table 6.4: Impact on ability to do job, percentage wholly or partially agreeing  

 

L&M All 
projects 

It improved my communication skills 84% 64% 

It enabled me to complete tasks to a higher standard/ quality 74% 82% 

It made me better at problem solving 73% 72% 

It made me better at working with other people 71% 63% 

It enabled me to complete tasks more quickly 67% 66% 

It improved my technical skills 63% 83% 

It enabled me to work more flexibly e.g. covering other job roles 
within Tata 

63% 65% 

It enabled me to complete tasks with less wastage of 
materials/resources 

54% 59% 

It helped me to have a better understanding of changes being 
introduced across Tata Steel 

38% 55% 

It enabled me to work with new machinery/equipment 15% 46% 

Source: CPC Online survey of 403 Tata Steel learners 

 

6.12 Improvements in the ability to work with other people was cited by seventy one 

percent of respondents. Line managers emphasised that this training is not just 

about those that participate but also how they then interact with other people and 

get the best out of them: 
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‘One [learner] took the learning and completely changed the way he thought 
about one of his team….  From some of the learning, he started to look at 
people differently and sat down with [an under-performing team member] and 
realised he had not been given a chance, good objectives or clarity on what he 
was supposed to do and as a result completely turned him around to become 
a fulfilled, satisfied and productive employee’ (Academy manager, focus 
group) 

 

6.13 Learners who had been on a number of the shorter courses illustrated how they had 

utilised the skills learnt.   There was evidence that the time management course had 

helped to improve productivity:  

‘The training was great there was a lot of engagement, visual and group 
activities so it wasn’t just PowerPoint.  I can still remember the examples, Eat 
the Frog at the start of the day, by completing the hardest tasks first.  We also 
learned about our management style, which was useful’ (Time management 
learner, telephone survey) 

‘The training made me a lot better at stopping distractions.  In the past so 
many people would be coming in for site clearances, permits etc and I could 
work hard all day and my to do list would not get any shorter.  So, a lot of it for 
me was being able to say no to people or to better prioritise tasks. By the time 
I had finished the course I was more confident to say what was noise and can 
wait and what was urgently needed’ (Time management learner, telephone 
survey) 

‘It is a useful skill in helping to scheme learning on the job. I had to learn a new 
programming language for my team and had to schedule time in order for me 
to learn whilst also undertaking practical things for the job itself. I have a much 
better grasp of how much time it takes me to do things and to get the balance 
right’ (Time management learner, telephone survey) 

 

6.14 The influencing and coaching courses had a positive impact on people 

management skills and learners reported that they were more assertive and better 

able to adapt their communication style to the needs of the individual:  

‘At the time I had a team of five that reported to me and it was really useful for 
me to reflect on my leadership style, where I am and where I want to be.  I 
identified some of my weaknesses on the course and the trainers were very 
approachable and helped me to be more assertive through some breathing 
exercises to make my voice deeper’. (Influencing skills, learner, telephone 
survey) 

‘I use the influencing skills every day, a lot of it is common sense but having a 
conscious awareness of the different styles really helps.  So, if one thing has 
not worked, I am now able to switch and try a different style or if you know 
someone responds better to a different style you pre-empt that and use that 
style’. (Influencing skills, learner, focus group) 

‘I learned the difference between leader and coach which has allowed me to 
be an informal coach of people I do not directly work with. The training 
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energised me and I went on to do further mentorship training at University and 
now mentor graduates in my spare time’ (Coaching for impact learner, focus 
group) 

 

6.15 There was some evidence of downstream business impacts through increased 

autonomous working:  

‘During my job as a team lead, we had difficulty teaching [one of my teams] to 
be autonomous and they always relied on me and my manager to support 
them. So, I consciously employed the steps I learnt in the training to [the] team 
lead and explained to him that he is now the coach of the other four guys and 
did some training with him in how to do this and build their trust.  Over time the 
team became more autonomous’ (Coaching for impact learner, focus group) 

 

Maintenance Excellence 

6.16 Ninety percent of learners felt that the training had improved their technical skills 

and eighty three percent that it had enabled them to complete tasks to a higher 

standard.  More flexible working was cited as an impact by sixty six percent of 

learners (table 6.5). 

Table 6.5: Impact on ability to do job, percentage wholly or partially agreeing  

 

Mainten. 
Excel. 

All 
projects 

It improved my technical skills 90% 83% 

It enabled me to complete tasks to a higher standard/ quality 83% 82% 

It enabled me to work more flexibly e.g. covering other job 
roles within Tata 

66% 65% 

It enabled me to work with new machinery/equipment 66% 46% 

It made me better at problem solving 63% 72% 

It enabled me to complete tasks more quickly 62% 66% 

It helped me to have a better understanding of changes being 
introduced across Tata Steel 

57% 55% 

It enabled me to complete tasks with less wastage of 
materials/resources 

54% 59% 

It made me better at working with other people 53% 63% 

It improved my communication skills 52% 64% 

Source: CPC Online survey of 403 Tata Steel learners 

 

6.17 Managers considered that a key impact of this training was in reducing inefficiencies 

and plant delays caused by gaps in competencies.  One example is provided by the 

Design for Reliability Training which was first offered in 2016/17 and aims to provide 

an introduction to both quality and reliability engineering and covers system 

engineering aspects of monitoring, control, reliability, survivability, integrity and 

maintenance, and relates design for reliability principles to on-site engineering: 
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‘The aim of this course is to educate people on failure reduction and to 
improve reliability. The more people that understand the concepts of reliability 
and the more seriously they carry out the maintenance means that the kit is 
available for longer. A lot of the benefit will be cost avoidance because a better 
alternative will be undertaken’ (Manager, Design for Reliability, telephone 
interview)  

6.18 This was a bespoke course designed jointly between Tata, Swansea University and 

Materials Education Training and Leaning (METaL) and delivered over three days 

with a 2-hour exam at the end. The course has been continued on a bi-annual basis 

since 2016 and in total 50 site engineers have undertaken the training. Based on 

success of running the course for Tata,  the training provider METaL are now 

spreading it out to other employers. 

Learner – Design for Reliability Training 
 
I initially worked at Tata as a project engineer but it was later when I did specialist 
mechanical engineering looking at the maintenance regime that I did the Design for 
Reliability Training.  
 
My manager’s main objective for me doing this training was to understand the principles of 
Design for Reliability. His concern was around failure reduction and parts of the training 
included root cause analysis and failure mode effect analysis. However, when I went on the 
course, we worked on the system side of things, breaking a system down and analysing 
how reliability is built in.  I used to do a lot of hazard and operability studies but this gave me 
something tangible to understand the connections between different systems.  The second 
day was mainly about understanding the cost of building in reliability, certain things you can 
let go to failure and certain things cost a lot if they fail so how do you balance out the 
maintenance you do. 
 
The main impact of the training has been on how I conduct risk assessments. When I was 
doing my first failure reduction assessment I was not focussed on the system as a whole, I 
was more focussed on the components so the initial maintenance regimes that I was 
producing were more to do with focused failures on kit where as I should have been looking 
at feedback from the system. 
 
I have not utilised the cost side yet but the principles are useful, for example when I am 
designing a new budget, I know roughly what items to put on the critical side and which on 
the nice to do side.  
 
The quality of the training was good.  It was intense but it is hard to take time out of regular 
work so it was good in covering a lot of ground in a short period of time. 
 
The training strengthened my approach which led to handling more complex problems, it 
has given me something tangible, so people recognise that I am now trained in these 
concepts so will give me something more complex to try and analyse.  I am now a specialist 
mechanical engineer in charge of turbines. 
 

 

6.19 This training also impacted on the procurement of more reliable equipment: 

‘When we are offered alternatives, the training makes it is easier for us to 
evaluate the options.  For example, sometimes you are offered the choice 
between something which is titanium and something which is chromium plated 
and as the course tells you the environment in which the system is working 
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plays a critical part in the reliability of the system. As engineers we know the 
environment which something is working in, for example a chromium plated 
pump would be more suitable in water treatment than a titanium one’. 
(Learner, Design for Reliability training, telephone interview) 

Operational Excellence 

6.20 Eighty nine percent of learners felt that the training had enabled them to complete 

tasks to a higher standard and eighty two percent felt that it had improved their 

technical skills. Eighty one percent considered it had made them better at problem 

solving and eighty percent felt that it enabled them to complete tasks more quickly 

(table 6.6). 

Table 6.6: Impact on ability to do job, percentage wholly or partially agreeing  

 

Op. excel. Total 

It enabled me to complete tasks to a higher standard/ 
quality 

89% 82% 

It improved my technical skills 82% 83% 

It made me better at problem solving 81% 72% 

It enabled me to complete tasks more quickly 80% 66% 

It enabled me to work more flexibly e.g. covering other job 
roles within Tata 

71% 65% 

It improved my communication skills 69% 64% 

It made me better at working with other people 71% 63% 

It enabled me to complete tasks with less wastage of 
materials/resources 

71% 59% 

It helped me to have a better understanding of changes 
being introduced across Tata Steel 

44% 55% 

It enabled me to work with new machinery/equipment 52% 46% 

Source: CPC Online survey of 403 Tata Steel learners 

 

6.21 Seventy one percent felt that the training had enabled them to work more flexibly.  

Managers provided a number of examples of how the training had increased the 

flexibility of the workforce in their areas: 

‘The operational excellence training was aimed at building flexibility and the 
ability to move between production units.  We also developed skills so 
operators could cover for senior operators and senior operators to train as 
section leaders, learning skills of their line managers; this forms part of a 
succession planning process where you recognise people who are planning to 
leave the business and support this transition process’ (Manager, telephone 
survey) 

‘The training allowed greater coverage for sickness absence and to deal with 
the loss of 1,000 people from Tata Steel.  Having more people trained in 
cranes and lift trucks gave the shift managers more flexibility’ (Manager, 
telephone survey) 
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 ‘We have had people working cross boundary so where we have had units 
that have dropped onto a lower output rate, we have been able to transfer 
people across to a different area to work, e.g. in the heavy end we have guys 
that off load raw materials off ships we taught them operator skills, man-
machine interfaces and communication routes’ (Manager, telephone survey) 

‘In the cold mills, we looked at the profile of the skills required e.g. crane 
processes where we had turnover of people leaving, we provided training 
either as a refresher or from the start’ (Manager, telephone survey) 

 
Learner – Fork Lift Truck 
 
The training was on how to learn to drive a forklift including health and safety implications and 
protocols e.g. the 'three-meter rule' (safety) that no-one should be within 3 meters of the forklift 
while it is working. I did safety Induction 2 x 1 1/2-hour sessions, before we went out on the 
forklift. (I was starting from fresh and hadn't driven one before.) The practical element was over 2 
days with an instructor. Two of us did it at the same time during those two days, and each day 
involved 4-5 hours of driving.  The first morning was classroom based, and then the afternoon 
and the whole of the second day were all out on site on the forklift.  There was a test at the end 
of the second day. 
 
I run a team of 12 men and it was my decision to do the Fork Lift Truck training.  In that group we 
need certain skills between us. It is vital for the area I work in, in a relatively small team, in a big 
department.  We need to be as flexible as possible, and my role is not office based, it is hands-
on. There’s a matrix set out for the shift, on ideal job positions and who can do what.  When I 
started it was highlighted that I might be short in some areas, Forklift was one. I just try to keep 
all the boxes in the matrix green. We have 9 out of 12 men on at any given time, and if all 3 
forklift drivers are off, I need a fourth, so I decided to take that on. We have a similar staffing 
structure across all teams in the plant. 
 
The training enabled me to cover shifts for other team members if necessary. If this training had 
not been available it would have impacted on our work area. It could have caused delays to 
maintenance, and to the delivery of materials, both coming into plant and going out, and drivers 
would be waiting around longer.  It keeps the plant working and moving efficiently. 
 
 

 

6.22 Some of the training resulted in cost savings through the increased ability to in-

source: 

‘We have now pretty much insourced all our lift truck and other material 
handling training, previously that was largely outsourced.  Not only is it 
delivered by more experienced people who are time served in the industry so 
they can contextualise the training a lot better than an external provider on 
average the costs are 30-40 percent cheaper.  Also, the team are very flexible 
and can cater for changes in production and fit the training in around existing 
workloads.  If something happened in the shift e.g. equipment breakage where 
a few hours become free then they could immediately step back into doing 
training whereas before it was very fixed’ (Manager, telephone survey) 
 
‘We provided some staff with assessor for occupational competence training 
around rail locomotive operations which gives them the ability to become an 
assessor. It allows them to come off their job and assess others in operational 
competence, so where we had external stakeholders delivering training, we 
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were able to save money by bringing this in house and internally signing 
people off’ (Manager, telephone survey) 

 

6.23 Staff competence training was key in a number of areas including in environmental 

compliance.  In a number of areas, it was important in filling in gaps where staff had 

left:  

‘In my team, from a health and safety point of view we did the IEMA (Institute of 
Environmental Management and Assessment) training which helped lift our 
understanding of how to manage our impact on the environment and helped us 
to prioritise things in a different way’ (Manager, telephone survey) 
 
‘20 percent of the workforce left and a lot of those were in 
managerial/supervisory positions all with 30-40 years of experience in dealing 
with environmental issues.  It was usually these experienced people that we 
had put in front of audit teams.  We lost a lot of knowledge and this enabled us 
to fill some of that gap’ (Manager, telephone survey) 
 
‘the environmental training is professionally recognised and core to our normal 
operations. It was of benefit to the business in terms of moving our 
professionalism on, with the environmental training there is an expectation 
within standards e.g. the ISO14001 standard needs to be management led and 
those in supervisory roles need to understand what the process is and how we 
comply with this. When people understand the context, they are operating in 
and can explain the fundamentals means that when we get audited every 6 
months on ISO14001 our guys are informed and can talk about what they are 
doing to control environmental release’ (Manager, telephone survey) 

 

6.24 In a number of other cases the training was used more strategically as the following 

case study illustrates:   

Learner – Theory of Constraints 
 
The Theory of Constraints training aims to equip senior management within work areas with an 
understanding of how to look at the flow of product through their factories and the value of that 
flow (e.g. pushing high value general produce through the bottleneck in a plant/site).  
 
It was my choice to take part, as something I actively wanted to do. I know a little about it, as my 
background is in Operational Excellence, but I wanted to get involved directly with the people 
who had developed the material, a training provider who is also a research organisation. They 
came to train us, but also to undertake research with us while they were here, because they 
have an interest in novel case studies, and because Tata has one of the most complex supply 
chains in industry; the reasoning was that if the theory could be applied at Tata, it could be 
applied anywhere.  Also, I wanted to carry the development of the use of the Theory of 
Constraints in our Operational Excellence project forward, and by having done the training I 
hoped I would be able to provide some continuity in that process. 
 
The overall aim over 8 to 9 months was to build a computer model of the whole supply chain so 
we can make better decisions about what orders to take on, for example.  This was a big 
undertaking.  They provided the modelling expertise, we provided the local data, and they 
worked closely with our supply chain department.  It involved creating simulations of flow and 
environments and discreet event analysis.  It involved looking closely at our supply chain(s).  
Some very counter-intuitive things were being taught and it was quite challenging, and a big part 
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of this was that whilst we deal with a mechanised process, a lot of the training related to mind-set 
and behaviour.  More people now understand what the Theory means, but it requires sign up 
across the company as if one of eleven units does something that affects the whole it can throw 
the process out, and it needs follow through.   
 
It is still early days and although they completed the model and did some trials, based on real life 
scenarios, there is not a new system live yet. There should be downstream impacts, for example, 
increased productivity, but we are still working through the trial process, so we don't know yet. 
 

Customer Supplier Excellence 

6.25 All five learners felt that the training had improved their technical skills and ability to 

complete tasks to a higher standard (table 6.7).  All five also felt it had made them 

better at problem solving, improved their communication skills and made them 

better at working with other people. All also agreed that it helped them to better 

understand changes being introduced across Tata Steel. Four in five felt it had 

enabled them to complete tasks more quickly, work more flexibly and complete 

tasks with less wastage.  Three in five felt that it had enabled them to work with new 

machinery/equipment. 

Table 6.7: Impact on ability to do job, percentage wholly or partially agreeing  

 

Customer 
Supplier 

Excellence 

All 
projects 

It improved my technical skills 100% 83% 

It enabled me to complete tasks to a higher standard/ quality 100% 82% 

It made me better at problem solving 100% 72% 

It improved my communication skills 100% 64% 

It made me better at working with other people 100% 63% 

It helped me to have a better understanding of changes being 
introduced across Tata Steel 

100% 55% 

It enabled me to complete tasks more quickly 80% 66% 

It enabled me to work more flexibly e.g. covering other job 
roles within Tata 

80% 65% 

It enabled me to complete tasks with less wastage of 
materials/resources 

80% 59% 

It enabled me to work with new machinery/equipment 60% 46% 

Source: CPC Online survey of 403 Tata Steel learners 

Talent project 

6.26 All learners felt that the training had improved their technical skills and ability to 

complete tasks to a higher standard job (table 6.8).  Improved problem solving was 

mentioned as an impact by ninety eight percent of respondents. Ninety six percent 

cited impacts on productivity and communication skills. 
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Table 6.8: Impact on ability to do job 

 

Wholly 
agree 

Partially 
agree 

Disagree 
Total 

answered 

It improved my technical skills 76% 24% 0% 50 

It enabled me to complete tasks to a higher 
standard/ quality 

74% 27% 0% 49 

It made me better at problem solving 70% 28% 2% 50 

It enabled me to complete tasks more quickly 55% 41% 4% 49 

It improved my communication skills 67% 29% 4% 49 

It enabled me to complete tasks with less 
wastage of materials/resources 

52% 44% 4% 48 

It made me better at working with other people 67% 27% 6% 49 

It helped me to have a better understanding of 
changes being introduced across Tata Steel 

51% 43% 6% 49 

It enabled me to work with new 
machinery/equipment 

67% 23% 10% 48 

It enabled me to work more flexibly e.g. covering 
other job roles within Tata 

43% 45% 12% 49 

Source: CPC Online survey of 50 Tata Steel Talent project learners 

 

6.27 Apprentice line managers were able to provide the business rationale for the 

recruitment of apprentices in their operational areas.  In steel and slab the 2016 

apprentice intake was the first in manufacturing for five years: 

‘At the time the business was looking, against the backdrop of taking 1,000 
people out of headcount, at how can we continue taking on apprentices.  The 
funding enabled us to continue the pipeline of talent into the business…. they 
have different levels of skills and abilities and we look to put them into senior 
operator type positions.  In the cold mill they went into pick line and the 
finishing area.  The core benefit of having those manufacturing apprentices on 
the scheme was that they very quickly become part of the team’ (Line 
manager, Steel and Slab) 
 
‘Because of other things like pension changes it has allowed people to leave 
the organisation and the apprentices have filled key roles as they graduate 
from the programme’ (Line manager) 
 
 

Summary of business impacts 

 Tata Steel has used its in-house Human Resource Development system to better 

target the appropriate level of training: who needs to be aware of new processes/ 

procedures; who needs to implement them; and who needs to be able to manage 

their application to the business.  This has helped to ensure that levels of skills 

utilisation are high, the vast majority of employees considered the training to be 

relevant to their job role. 
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 The training has helped to meet the changing production requirements of the 

industry and the vast majority of learners across all courses felt that the training 

had improved their technical skills which had enabled them to complete tasks to 

a higher standard and quality. Employees have positive views on the contribution 

of the training to new working practices and improved ways of working across a 

number of key business areas. 

 Training has helped Tata Steel to adapt to changes in work organisation and 

learners report that, as a result of the training, they are more pro-active in their 

jobs and the courses have led to them becoming better at problem solving. In the 

future this training is felt to be key in supporting any changes that may occur  

 There has been a strong focus on training to support flexibility within the 

workforce, for example, through operational excellence training to develop and 

broaden the skills of the craft labour force. Being able to work more flexibly was 

identified as a key benefit from the training by around two-thirds of learners and 

there is evidence to suggest that this has led to improvements in manufacturing 

efficiency.  

 There is evidence that some of the training has led to cost savings, through 

increased insourcing of processes and through reductions in wastage.  

 There have also been economic impacts through greater efficiencies, for 

example through improvements to stock recording and product costings. 

 The training has helped to support succession planning, both through the 

upskilling of the existing workforce and through the new apprentice intake which 

has been vital in continuing the pipeline of talent into the business. 
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7. Discussion and Conclusions 

7.1 In this final chapter we summarise the impacts of the training supported by the 

Welsh Government as reported by learners, supervisors and managers at Tata 

Steel and the degree to which these impacts might have been secured in the 

absence of Welsh Government support.  Where relevant we have highlighted how 

these impacts on individual working practices have changed the way in which Tata 

Steel operates and the likely impacts on the performance of the company. 

Impact on business performance 

7.2 The projects have helped to address a number of the challenges facing Tata Steel 

and the Steel Industry.  For example, the Supply Chain projects have focused on 

addressing the need for improved customer collaboration, reduced lead times and 

improved supply chain management.  There is evidence to suggest that these 

projects have focussed on transforming the way the company serves its customers 

by analysing available opportunities and responding to changing circumstances 

through improvements to on-time performance and manufacturing efficiency.  As a 

result of these projects there were clear and measurable improvements in customer 

satisfaction through a more reliable service and improved quality control.   

7.3 Through the supply chain projects there were also financial benefits from improved 

stock recording and improvements to manufacturing efficiency driven by better use 

of SAP data.  In some areas of the business yields increased by twenty to thirty 

percent as a result of better targeting linked to improvements in product cost data. 

7.4 Other training will help to support the changes that will occur through Tata Steel’s 

merger with ThyssenKrupp.  In particular the Leadership and Management training 

was considered to be key in helping to manage this change and to help prepare the 

organisation for the future. 

7.5 There were also examples of how certain training provision led to reduced costs, for 

example, some of the Health, Safety and Environmental training, brought certain 

processes in house, such as asbestos surveying. The operational excellence 

training resulted in cost savings through the upskilling of internal trainers with 

reduced reliance on external provision and allowing greater flexibility in delivery. 
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7.6 Overall sixty percent of learners considered that the training had enabled them to 

complete tasks with less wastage.  For example, courses such as the Maintenance 

Excellence training, Design for Reliability, were demonstrated to have led to 

reduced failure rates, although it was not possible to quantify these. 

Impacts on the capability of the workforce 

7.7 Addressing gaps in capability was a key objective for Tata Steel. There was 

evidence that their approach to this has been effective with clear evidence from the 

employee surveys and interviews with managers that the learning from all the 

projects was being used in the workplace; levels of skills utilisation were high and 

ninety four percent of learners had been able to apply what they had learnt from the 

training to their current job role.  This high level of skills utilisation is linked to the 

robust approach Tata Steel has in relation to identifying gaps in technical capacities. 

7.8 There was evidence that the training provision was well targeted at filling gaps in 

competencies. For example, health, safety and the environment training was graded 

so that the team running the process were aware of who needed to understand the 

correct procedures (relating to a business area – for example fixing a machine), 

who needed the qualifications to oversee this process and ensure it was carried out 

to standards and who might need to be aware of the wider health and safety 

procedures and manage/ ensure staff were trained appropriately. 

7.9 Eighty three percent of learners felt the training resulted in improved technical skills 

and eighty two percent felt that it had enabled them to compete tasks to a higher 

quality.  Seventy two percent of learners considered that it had made them better at 

problem solving and there was evidence that the training has led to an increase in 

the challenging of existing processes by employees. This is important given the 

need to spread ownership of innovation across the industry.   

7.10 Eighty eight percent of learners and ninety six percent of apprentices considered 

that the training had made them feel more confident about doing their job and sixty 

three percent of learners and ninety percent of apprentices felt it had led to more 

autonomous working. 

7.11 All of the training projects had significant impacts on employee productivity with 

sixty six percent of learners agreeing that their training had enabled them to 

complete tasks more quickly. For example, a core impact of the maintenance 

excellence training was in reducing inefficiencies and plant delays caused by gaps 
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in competencies.  The training had a significant impact on motivation at work with 

eighty one percent of apprentices and ninety six percent of learners citing this as an 

impact.  

Impacts on the flexibility of the workforce 

7.12 Impacts on flexible working were noted by two thirds of learners. This is key in 

driving improvements in efficiency and managing changes in production.  For 

example, much of the operational excellence training was aimed at building 

flexibility and the ability to move between production units.  Skills were also 

developed so operators could cover for senior operators and senior operators could 

train as section leaders.  Managers recognised the importance of this flexibility in 

allowing the business to cope with the loss of 1,000 skilled people. 

Impacts on supporting succession planning within the workforce 

7.13 Two of the projects, the talent project and customer supplier excellence, directly 

focused on supporting succession planning.  The Talent project was largely used to 

support apprentice wage costs.  In some business areas the 2016 apprentice intake 

was the first for several years and managers spoke of the importance of the project 

in continuing the pipeline of talent into the business.   

7.14 Apprentices who had been supported through the Talent project were asked about 

alternative options, in the case of the Apprenticeship having not been available.  

Prior to starting their Apprenticeship twenty two percent were already working at 

Tata Steel; twenty six percent were working elsewhere; fifty eight percent were at 

school or college and ten percent were looking for work. 

7.15 If the Tata Steel apprenticeship project had not been available just over a third of 

apprentices felt they would probably have undertaken an Apprenticeship with 

another company and twenty percent would have taken-up a job without an 

apprenticeship at another company.  Sixteen percent thought they would have 

studied at University and twelve percent though they would have taken up a job with 

Tata Steel but without the training.  Fourteen percent said they would have 

undertaken A-levels or vocational training. 

7.16 The customer supplier excellence project supported six learners through the 

technical higher apprenticeship. As in the case of the talent project, this project was 

key in supporting a pipeline of talent and managers considered that without this 

project, they would struggle to fill the posts with trained people.  The apprenticeship 
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scheme was felt to offer advantages over graduate recruitment as they were trained 

for a specific role, whereas the graduate trainees tend to have a broader focus 

covering a variety of different roles during their first year with greater levels of travel 

across the business. 

7.17 Other training provision was seen as vital in upskilling the remaining workforce 

following the round of redundancies which resulted in the loss of over 1,000 people 

across the business.  For example, twenty percent of the environmental workforce 

had been made redundant, a large proportion of whom were in managerial/ 

supervisory positions with 30-40 years of experience in dealing with environmental 

issues.  Substantial knowledge had been lost and the training enabled some of this 

knowledge gap to be filled.  This was also the case in maintenance, where the 

training was frequently used to increase the competencies of those who were left 

and support them in taking on new roles. 

Impacts on employability and transferable skills 

7.18 A key aim of the funding was to improve the employability of the learners should 

they seek employment in the wider labour market. There were clear impacts on 

transferable skills; ninety six percent of learners and ninety eight percent of 

apprentices considered that the training had provided them with transferable skills 

that they could take to other employers.  

7.19 Since undertaking the training 24 percent of learners had moved to a different role 

at a more senior level. Some 40 percent of learners who moved to a more senior 

role or different role at the same level considered that the training had contributed in 

part to this change in job role and a further seven percent said it was wholly 

responsible.  This was linked to a combination of factors including providing the 

required technical skills and leadership and management skills.  Confidence was 

also a significant factor with just over half stating that the training had provided them 

with the confidence to apply for a new job role. 

7.20 The majority of apprentices were still undertaking their training at the time of the 

survey. However, amongst those who had completed the training, fifty five percent 

had moved to a different role at a more senior level. Just over half of these 

apprentices considered that the training had contributed in part to this change in job 

role and twenty seven percent said it was wholly responsible. 
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7.21 Four fifths of learners considered the training had made them more interested in 

undertaking further training and around seventeen percent of learners undertook 

further training as a direct result of the initial training. Ninety seven percent 

considered that this further training provided transferable skills which they could 

take to another employer. 

Impacts on providing a safe and healthy workplace 

7.22 Over 4,000 learners received training through the Health, Safety and the 

Environment project. There was clear evidence, that as a result of the training, 

supervisors and managers understand and are building in HSE into work 

processes.  The training also led to greater confidence among staff, for example 

they have a skill (first aid) that they can use if necessary, at work or in the wider 

community.  The environmental training was important in filling in gaps in 

competencies following the round of redundancies and courses such as the IEMA 

(Institute of Environmental Management and Assessment) training helped increase 

understanding of how to manage Tata Steel’s impact on the environment and how 

to prioritise things in a more environmentally conscious way. 

Additionality of the funding 

7.23 The degree of funding additionality varied by project. In some areas of the business 

the funding was fully additional, in that the training would not have taken place 

without WG funding.   

7.24 The costlier external courses were those that tended to have higher levels of 

additionality. For example, Operational Excellence managers considered that 

without the WG funding, the more expensive courses would not have been 

provided, including the NEBOSH18 courses and the Manufacturing Excellence 

Development project which aimed to improve processes in the hot mill area and 

was aimed at line managers and operators. 

7.25 A number of the Leadership and Management courses, such as the Transition to 

Leadership course, were particularly expensive and managers told us that these 

tended to get squeezed in times of budgetary constraint. The Welsh Government 

funding in 2016/17 was seen as key to keeping these courses running: 

                                            
18 National Examination Board in Occupational safety and health is a UK-based independent examination board delivering vocational 
qualifications in health, safety & environmental practice and management 
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‘Without the Welsh Government funding we would not have been able to 
deliver around 50 percent of what were delivered in 2016/17. It also realises 
our finite budget to be able to do other things such as building functional 
capability’ (Manager, Tata Academy Central) 

‘Times have been tough and there is a backlog of training needs, we went 
through a considerable period of time where we could not afford to invest in 
our workforce and so support from the Welsh Government allowed us to get 
back into developing our people. Given the age of our manufacturing assets 
and the difficulties in the steel market the only thing that is going to enable us 
to perform better is to have more effective people.  Welsh Government support 
to develop our people which historically had been one of the first things to go 
has been a huge help for us’ (Manager, Tata Academy Central) 

7.26 In other areas the funding was partially additional. In these areas the Welsh 

Government funding was seen to impact in three main ways: 

 In relation to the speed of implementation – the ability to run courses in parallel 

rather than in series and bring forward certain provision. 

 In relation to the type of provision funded – the ability to use more external 

provision. 

 In relation to the scale of provision – by offering training to a greater number of 

people. 

7.27 The WG funding for some Maintenance Excellence and Operational Excellence 

provision was felt to have made a significant impact on the speed of 

implementation: 

‘The funding really accelerates what training we could do.  Without the funding 
we would have had to focus on what was vital in the short term…what would 
have happened is on-the-job training alongside more experienced people, but 
it would've taken longer to roll out (The M.E. training was over about 3 months, 
it would've taken 12-18 months without the WG funding’ (Manager, 
Maintenance Excellence) 
 
‘The funding has allowed us to add pace to the level of training in operations. 
Previously we would do a level of training but would be making choices about 
what we could afford to do. Instead of doing training in series we were able to 
do more training in parallel which has made a difference in getting people up 
to speed in a timelier manner’ (Manager, Operational Excellence) 
 

7.28 In a number of the projects the funding made a difference to how the project was 

implemented with greater use of external provision. This, for example, was felt to 

make a considerable difference to the implementation of the Supply Chain project 

and its consequent impacts: 
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‘without the funding it would not have been implemented completely. At the 
time there was a lot of uncertainty. Without the funding a lot of the ERP 
training between the functional consultants and super-users would have been 
lost.  We would not have had the knowledge internally to train and take the 
complexity of some of the solutions to the end users. They could have had 
more problems, stopping some units’ costs £60-£80k per hour, customers 
would be let down and quality would have suffered’ (Supply chain manager) 
 

7.29 Talent and Customer Supplier Excellence managers considered that the funding 

made a significant impact to the number of apprentices taken on in 2016/17: 

‘In 2016 the business was faced with taking out 1,000 jobs out of the industry. 
The funding really helped us to sustain new people coming in, without that 
money the business would have had to make serious decisions about not 
taking on apprentices. (Project manager, Customer, Supplier Excellence). 

 

Zero additionality 

7.30 We did not find many examples of zero additionality. In the case of the health, 

safety and environment project, due to the legislative focus of some of the training 

in this area, project managers felt that a low proportion of this training would have 

needed to have been undertaken anyway.  The funding was, however, felt to make 

an impact in relation to the ability to freeing up funding for some of the costlier 

external provision and ensure that the project was rolled out more quickly than 

would otherwise be the case.   

Value for money of the funding 

7.31 Overall the WG provided £3,682,563 in funding for 25,049 training instances, £147 

per instance.  5,925 employees received training at a cost to the WG of £621 per 

trainee.  Tata Steel contributed £4,037,645 to the cost of training, at a cost of £681 

per trainee, equivalent to £1.10 per £1 invested by the WG. 

7.32 A key aim of the WG funding was to provide employees with transferable skills 

which they could take elsewhere. Ninety six percent of learners considered that the 

training had provided them with transferable skills.  This suggests that around 5,688 

employees had increased their level of transferable skills as a result of the project.  

The cost of WG investment per employee benefitting in this way is around £647.  

This is a broad estimate and should be treated with some caution. 
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Overview of impact & lessons for the future 

7.33 Evaluating the impact of the skills support had been challenging given the scale and 

complexity of the programmes, across all eight projects over 1,700 different training 

courses were undertaken by 5,925 staff who each undertook an average of 4.1 

courses. The breadth of the training made it difficult to assess impact as it was not 

always clear how different training packages fitted together and the extent to which 

the impact of the training added to more than the sum of its parts.  

7.34 Whilst this evaluation has not been able to adopt an experimental design, there 

have been a number of strengths in the mixed methods approach adopted and the 

fieldwork has been able to secure good response rates from a wide range of 

beneficiaries of the supported training, triangulating responses from the different 

stakeholder groups. 

7.35 There was evidence that the WG support has been effective in relation to Tata 

Steel’s objectives: process change to transform business performance; increasing 

the flexibility and capacity of the workforce; supporting succession planning within 

the workforce and providing a safe and healthy workplace. Key drivers of this 

positive impact comprised: 

 Tata Steel’s comprehensive training portal, People Link, which holds the 

personal development plans of all employees, updated according to Tata’s 

competency framework and drives a detailed understanding of who needs 

what level of training, for example awareness of procedures, practitioner or 

expert depending on job role.   

 The starting conditions of Tata Steel - levels of funding additionality were high, 

in part, due to the financial circumstances of Tata Steel (which meant that the 

majority of the training would not have been able to be funded privately). 

7.36 If a similar support package is to be considered in the future with an employer(s) in 

different financial circumstances to Tata Steel the WG should seek to ensure that 

there is more control over how the funding is directed, and the monitoring 

information collated, for example by: 

 monitoring who is getting the training e.g. younger/older workers; 

managers/junior staff; by geography/site. 
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 monitoring how much of the training leads to externally accredited 

qualifications. 

 ensuring that funding is more targeted on the more additional areas e.g. by 

reducing environmental/safety compliance provision; and 

 ensuring that monitoring systems allow the evaluator to assess on a learner by 

learner basis the combinations of training received in order to drive a better 

understanding of how the different packages of training integrate.
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Annex A: Profile of Online Survey Respondents 

Online survey A – all non-talent projects 

Online survey A was distributed to learners across all the projects with the exception of the 

Talent project. This survey was emailed to the groups identified in table A1 below.  For three 

of the projects (Maintenance Excellence, Operational Excellence and Supply Chain 1&2) 

the distribution was limited to learners who had participated in courses at least 20+ hours in 

duration.  For the Health, Safety & the Environment and Leadership and Management 

projects, where average course durations were shorter, the distribution was broadened to 

courses greater than 4 hours in length.  All six participants on the customer supplier 

excellence course were targeted. Four hundred and two responses were received, a 

response rate of 23 percent.  

Table A1: Training undertaken, sampling strategy & response rates 

Project funded 
Total 

training 
instances 

Sample 
frame 

Rationale for sample 
frame 

Responded 
to survey 

Response 
rate 

Customer supplier 
excellence 

6 6 All learners 5 
83% 

Health, safety and 
the environment  

11,645 184 
Learners on courses 4+ 

hours 
44 

24% 

Leadership and 
management 

2,723 398 
Learners on courses 4+ 

hours 
65 

16% 

Maintenance 
excellence 

2,191 422 
Learners on courses 20+ 

hours 
98 

23% 

Operational 
excellence 

2,474 287 
Learners on courses 20+ 

hours 
71 

25% 

Supply chain 2 2,987 472 
Learners on courses 20+ 

hours 
108 

23% 

Unknown/project not 
specified 

- - - 11 
- 

  1,769  402 23% 

Profile of respondents 

Two thirds of survey respondents were aged 25-49, 29 percent aged 50-64 and 5 percent aged 19-

24 (table A2). 

Table A2: Age profile of respondents 

 

19-24 25-49 50-64 
Total 

known 

Customer supplier excellence 40% 60% 0% 5 

Health, safety and the environment 0% 63% 37% 43 

Leadership and management 3% 71% 26% 65 

Maintenance excellence 11% 59% 30% 98 

Operational excellence 3% 73% 24% 71 

Supply chain 3% 67% 30% 107 

unknown 20% 20% 60% 5 

Total 5% 66% 29% 394 

Answered by 394 of 402 learners 
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Eighty-six percent of respondents were males and fourteen percent female (table A3). 

Table A3: Gender profile of respondents 

 

Female Male Total 
known 

Customer supplier excellence 40% 60% 5 

Health, safety and the environment 12% 88% 43 

Leadership and management 20% 80% 65 

Maintenance excellence 7% 93% 97 

Operational excellence 10% 90% 71 

Supply chain 19% 81% 108 

unknown 40% 60% 5 

Total 14% 86% 394 

Answered by 394 of 402 learners 

Respondents were highly qualified with half possessing qualifications at degree level and 

above.  Just two percent had no qualifications; nine percent had qualifications at levels 1 & 

2 (GCSE); fourteen percent at level 3 (A-level, Standard Apprenticeship); fifteen percent at 

level 4 (HNC, Higher Apprenticeship) and ten percent at level 5 (HND, Foundation Degree) 

(table A.4). 

Table A4: Level of highest qualification of respondents 

 

None 
Level 

1 
Level 

2 
Level 

3 
Level 

4 
Level 

5 
Level 

6 
Level 

7/8 

Customer supplier excellence 0% 0% 0% 40% 20% 20% 20% 0% 

Health, safety and the environment 0% 0% 7% 19% 14% 12% 33% 16% 

Leadership and management 0% 3% 9% 2% 6% 12% 35% 32% 

Maintenance excellence 2% 1% 6% 19% 14% 10% 29% 19% 

Operational excellence 3% 3% 9% 20% 21% 13% 26% 6% 

Supply chain 2% 0% 7% 9% 16% 7% 35% 23% 

unknown 0% 0% 40% 0% 0% 0% 40% 20% 

Total 2% 1% 8% 14% 15% 10% 31% 19% 

Answered by 392 of 402 learners 

Three fifths of respondents were based at the Port Talbot site; twenty percent at Llanwern; 

ten percent at Shotton; five percent at Trostre and three percent at Newport. 

Table A5: Geographical location of respondents 

 

Caerphilly Llanwern 
Newport 

(Orb) 
Port 

Talbot 
Shotton Trostre 

Total 
known 

Customer supplier excellence 0% 0% 20% 60% 0% 20% 5 

Health, safety and the 
environment 

2% 23% 5% 56% 9% 5% 43 

Leadership and management 0% 13% 2% 67% 16% 3% 63 

Maintenance excellence 0% 18% 2% 66% 4% 9% 98 

Operational excellence 0% 20% 3% 54% 21% 1% 70 

Supply chain 0% 28% 4% 58% 7% 3% 108 

unknown 0% 0% 0% 80% 0% 20% 5 

Total 0% 20% 3% 61% 10% 5% 392 

Answered by 392 of 402 learners 
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A2. Online survey B – talent project 

In total, 386 learners were funded by the Welsh Government through the Talent Project.  Of 

these, 255 were supported to undertake apprenticeships; 5 to undertake HNDs; 2 to 

undertake Degrees and 127 on shorter courses (table A6). 

Table A6: Training undertaken through talent project 

Project funded 
Sample 
frame 

Responded 
to survey 

Apprentices   

Apprentice Wages - Orb/ Engineering 15  

Apprentice Wages - Orb/ Technical 6  

Apprentice Wages - TSSP/ Engineering 117  

Apprentice Wages - TSSP/ Manufacturing & Technical 48  

Apprentice Wages - Trostre 18  

Functions Apprentice & Graduate Wages 51  

Total 255 43 

HNDs   

HND in Electrical Engineering  3  

HND in Mechanical Engineering  2  

Total 5 5 

Degrees   

BSc (Hons) Electrical and Electronic Engineering  2  

Total 2 1 

Shorter projects/courses   

Career Development Training 67  

Coaching Skills 7  

Coaching for Impact 12  

Influencing Skills 5  

Personal Impact - results through relationships module 1 
& 2 

14 
 

Placement Student Wages  13  

Professional Development Workshop 9  

Total 127 0 

Grand total 389 50 

The online survey was distributed to the 262 learners who had been funded to undertake 

apprenticeships, HNDs and degrees.  It was decided not to target those who had completed 

shorter courses as their memory of these would be poorer. Fifty responses were received (a 

response rate of 19 percent). Of the 50 talent project learners who completed the online 

survey; 86 percent had undertaken an advanced apprenticeship; 10 percent a higher 

apprenticeship; and 2 percent a degree. 

Over four fifths of respondents were in the 19-24 age group with a further 14 percent aged 

25-49 at the time of the survey (table A7). 
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Table A7: Age profile of respondents 

 Count % 

16-18 2 4% 

19-24 41 82% 

25-49 7 14% 

50-64 0 0% 

65+ 0 0% 

Total 50 100% 

The vast majority (98 percent) of respondents were male (table A8). 

Table A8: Gender profile of respondents 

 

Count % 

Male 49 98% 

Female 1 2% 

Total 50 100% 

Half of respondents had level 3 qualifications prior to undertaking the training and 38 

percent had level 2 qualifications. Ten percent had level four qualifications and one 

respondent had a prior qualification at level 5 (table A9). 

Table A9: Level of highest qualification of respondents 

 
Count % 

Level 2: GCSE grades A*-C / NVQ 2/ Foundation Apprenticeship 19 38% 

Level 3: A Level / NVQ 3 / Standard Apprenticeship 25 50% 

Level 4: Cert. of Higher Education / HNC/ NVQ 4/ Higher 
Apprenticeship 

5 10% 

Level 5: HND/ Foundation Degree / NVQ 5/ Higher Apprenticeship 1 2% 

Total 50 100% 

Fifty-eight percent of respondents were based at the Port Talbot site; fourteen percent at 

Newport; fourteen percent at Llanwern; and two percent at Shotton. 

Table A10: Geographical location of respondents 

 Count % 

Port Talbot 29 58% 

Newport (Orb) 7 14% 

Llanwern 7 14% 

Trostre 6 12% 

Shotton 1 2% 

 Total  50 100% 
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Annex B: Questionnaire (non-Talent projects) 

 

 



 

84 
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Annex C: Questionnaire (Talent project) 
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