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Valero’s approach to talent planning 
 

Workforce planning includes several resourcing activities that are concerned with ensuring 

organisations can attract, develop and retain talent. The Valero corporation has a dedicated 

Corporate Talent Management group based in San Antonio Headquarters (SAHQ), who are 

responsible for managing and reporting on workforce planning activities from each Refinery 

location. However, individual workforce planning activities, such as recruitment and selection, 

succession planning and performance management are managed locally for the Refinery 

groups - Operations, Maintenance, Technical Services, Health, Environment and Safety, and 

Planning and Economics. Workforce planning activities for the service groups – Human 

Resources, Business Services and Computer Information Services, are carried out in 

conjunction with SAHQ and are excluded from some of the local workforce planning 

activities, such as succession planning.  

 

Valero’s workforce planning is linked to organisational objectives, and the Refinery’s 2021 

Business Plan identifies ‘structured talent management through the identification and 

development of employees’ as a strategic objective. To ensure adequate resourcing, Valero 

rely on several workforce planning activities to attract, develop and retain employees. 

Workforce Planning activities, including the Resource Plan, Talent Matrix, and Succession 

Plan are carried out by the Pembroke Development Committee (PDC), and are reviewed and 

updated throughout the year. These workforce planning activities include Refinery 

employees but exclude the service groups, and hourly paid operations employees who are 

represented by the collective agreement. [EV 3] 

 

The Refinery Resource Plan identifies the engineering population within the Technical 

organisation and the engineering and non-engineering population within the Health, Safety 

and Environment organisation. The plan identifies the current population and forecasts a 5-

year plan, using ‘attrition modelling’ – expected retirement, resignations and transfers out, 

and ‘staffing plan’ – transfers in, associate hires and experienced hires to calculate future 

headcount. [EV 4] 

  

The Pembroke Talent Matrix identifies the critical and general talent population to be 

evaluated. The critical talent population includes managers and engineers at senior level and 

above, while the general talent population includes associate and intermediate level 

engineers and the remaining employees not included in the critical talent population.  

Each population is evaluated against the talent criteria and assigned to a ‘Talent Bucket’, 

based on their overall performance and potential - Top 10%, Next 15%, Core 65%, Bottom 

10%. The employees assigned to the bottom talent are then reviewed to identify any that 

would be a ‘core’ performer, if the distribution parameters didn’t exist. Those true ‘bottom’ 

performers are then managed through a separate process to improve performance.  



 

Individuals assigned to the ‘top’ talent bucket are classed as ‘high potential’ and are entered 

into Valero’s ‘Emerging Leaders Program’. [EV 5] 

 

Valero operate in an intense global competitive market, which relies heavily on business 

continuity. Business continuity is a key objective in succession planning, and an efficient 

mechanism in place to “address potential vacancies, both planned and unplanned” to ensure 

minimal disruption to the business. (Valero, (2021)) The Refinery Succession Plan lists all the 

business-critical roles and identifies suitable successors, acknowledging whether they are 

‘ready now’ or ‘ready in 1-2 years’. For those who are not yet ready, areas for development 

are identified and discussed with individuals during performance management meetings. 

Pembroke Refinery’s approach to succession planning is traditional – an approach described 

by the CIPD as “highly structured, confidential and top-down”, (Weeks, (2020)) which is 

typical of large organisations like Valero. A meeting with the Operations Director confirmed 

that managerial judgement is used to identify potential successors. The process is 

confidential as individuals may be identified for more than one business-critical role in the 

early stages of their career development. [EV 6] 

 

Due to the complexity of the operations structure, workforce planning is carried out 

independently from the rest of the Refinery groups. Operators are represented by a 

collective agreement between ‘Pembroke Refinery’ and ‘Unite the Union’, which clearly sets 

out the minimum competencies required for each complex area for safe and reliable 

operations. The Operations Manning Plan is managed by the area Complex Managers who 

are responsible for ensuring full competency across all positions. Complex Managers review 

the competencies within their Complex area and approve Priority 1 training where a future 

gap in competence is predicted as a result of an expected retirement. [EV 7] 

 

The contractor workforce is represented by the National Agreement for the Engineering 

Construction Industry (NAECI), commonly referred to as the ‘blue book’. The NAECI 

agreement serves to “increase the industry’s ability to attract and retain able and motivated 

people”. (National Joint Council for the Engineering Construction Industry, (2019)) by  

offering consistent terms and conditions of employment and paying nationally agreed hourly 

rates of pay. This ensures that local labour is not tempted by enhanced terms and pay on 

other ‘blue book’ sites in the UK. [EV 8] 

 

Valero use Solomon data to benchmark the optimum staffing levels for superior 

performance. Solomon is the leading benchmarking firm in the refining industry that 

compiles high-quality data through its Fuels Study. The data allows Solomon to compare the 

competitiveness of refineries around the world, and the Valero Global corporation uses the 

data to inform the optimum headcount levels for safe, reliable and profitable operations.  

An analysis of the range of workforce planning techniques applied throughout the 

employment lifecycle, has identified that generally, workforce planning activities are 



 

addressing the need for people and skills, with the exception of engineers. Competition is 

high, both locally and nationally for engineers, and Pembroke Refinery’s struggles to attract 

engineers over the last few years, coupled with the increase in resignations has resulted in a 

steady decline in the number of engineers. Several offers made to students who went 

through the graduate recruitment programme were declined in favour of a career in 

renewables, rather than oil and gas. This adds additional pressure on the refinery, particularly 

since the Welsh Government announced its “legal commitment to achieve net zero emissions 

by 2050”. (Welsh Government, (2021)) This target will require changes to legislation, which 

will put Pembroke Refinery under immense pressure to reduce carbon emissions and 

increase sustainability, and engineers are critical to achieving this target.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Evidence 

Meeting with Richard Allen, Director Refinery 
Operations (Acting General Manager)  

EV 1 
Meeting with Richard Allen to understand how successors are identified 
  
The Pembroke Development Committee (PDC) meet regularly to discuss succession planning. 
  
Each Director has a similar approach in that they use managerial judgement to identify potential 
successors.  They refer to the Pembroke Plant Development model, which clearly states the eligibility 
criteria for each level. For example, to be eligible to be considered for a 'manager' role, potential 
successors must have experience attained in 4 – 5 different job roles. Typically, employees would 
only experience the required number of roles if they had been enrolled in the 'Emerging Leaders' 
programme, that sees employees rotate through different areas of the business.  
  
RA talked me through a typical career path for an Instrument Technician who has been identified as 
'high-potential'. 
 
Using an ex-apprentice as an example:-  
  
Associate Technician/Instrument Technician - 5-7 years 
Planning/Turnaround - 2-3 years 
Instrument Engineer/Project Engineer - 3-4 years 
Maintenance Supervisor / Operations Superintendent 2-3 years 
(Depending on the career path they have expressed an interest in/the business sees them in).  
This is a standard career path for an Instrument discipline technician.  
  
  
  
  
  
  
  
  
  
  

 
 
 
 
 
 
 



 

Meeting with Joe Muehlbauer, Director Technical 
Services  

EV 2 
Meeting with Joe Muehlbauer to discuss the issues faced with recruiting Engineers 
  
Over the last 6-7 years there has seen a steady decline in the number of applicants for the 
Engineering Bursary Programme and the undergraduate Industrial Placement programme - 
historically, these programmes have satisfied our need for engineers.   
  
Feedback from students on the year in industry programme indicate that the placement at 
Pembroke Refinery is excellent and their experience is engaging. However, most indicate that they 
do not want a career in the oil industry, but that they applied for a placement at the Refinery 
because it will "look good on their CV" when applying for a job after their studies - interview 
questions to be reviewed to focus on the oil industry and the motivation for applying. 
  
The US refineries do not experience the same issues as we do with attracting engineers - quite the 
opposite in fact - it is highly competitive and they secure the best engineers. This is for a few reasons 
- the oil industry in the US is not viewed as negatively as it is in Europe, and more of Valero's 
refineries in the US promote their diamond green diesel, and ethanol plants, and wind farms, giving 
a much more 'sustainable' view of the Valero brand. Pembroke Refinery is a much more complex 
refinery with the capacity to produce  
  
At the annual Technical Directors meeting, Joe discusses the issues recruiting engineers. Notes for 
the Tech Resource Plan re issues recruiting engineers:   

DIRECTIONS:  
STEP 1 In Table A, list the 2020 resource issues for your site.  

Note:  Resource Issues from the last four years are included as a reference below.  

Table A        

Tech/HSE Resource Issues 2020  
• Multiple retirements throughout operations team has pulled process engineers as superintendent 
backfills  

  - Anticipate 20% turnover by 2022  

               
• Refinery TAR planning and supervision team staffed by VLO personnel due to lack of contractor 
availability/experience 

  - Pull on mechanical engineering resources  

               

• Regulatory scrutiny on experience/competence of engineering staff  

  - Utilizing ETEP and professional accreditation to demonstrate competency 

  - Designating "lead engineers" to endorse work  

                
• Issues backfilling leavers and retirees through graduate selection programme due to reduced 
applicants. Top achieving students are accepting placement opportunity but not accepting a 
graduate role  

  - Anticipate further reductions in applicants due to ‘greener’ options taking priority  

                

• Process Engineers still being rotated to London P&E role, despite struggles to backfill  

                



 

2021 Business Plan 
 EV 3 

 

  



 

Resource Plan 
 EV 4 

DIRECTIONS:               *CONFIDENTIAL* 

STEP 
1 

In Table A (1-4), populate the 2020-2024 staffing plan. Be sure to include Engineering Managers in staffing 
numbers. (Do not include Complex Managers, Maintenance Managers, or Turnaround Managers) 

STEP 
2 

In Table B (1-4), provide movement details to reflect attrition modelling & staffing plans made in Table A. 
  

STEP 
3 

Table C summarizes the Associate Hires in Table A (1-4). Use Table C to complete Table D (1-2). Be sure to 
indicate the specific Department and Hiring Manager for each position.  

STEP 
4 

Enter your intern/co-op hiring requests in Table E (include sophomore, junior, and senior intern/co-op request in 
totals, by year).   

STEP 
5 

  

Complete Table F by indicating the Discipline, Department, College Classification, and Term for each 2021 
intern/co-op request in Table E. 

            

 Table A1            Table B1       

  
Chemical 
Engineers            

Chemical Engineer 
Movement Details     

    
2020* 2021 2022 2023 2024 

 
Job Title 

Movement 
Type 

Year  Plan 

S
ta

rt
 o

f 
Y

e
a
r Total Approved 

Positions (+) 
19 19 19 19 19 

 
        

Total OVLs 
Filled (+) 

0 0 0 0 0 
 

        

Total Open 
Positions (-) 

-4 -4 -4 -4 -4 
 

        

A
tt

ri
ti
o

n
  

M
o

d
e
lli

n
g
 

Expected 
Retirements (-) 

          
 

        

Resignations (-)       
 

        

Transfers/ 
Promotions Out 
(-)  

          

 

        

S
ta

ff
in

g
 P

la
n
 Transfers/ 

Promotions In 
(+)  

          

 

        

Associate Hires 
(+) 

       
 

        

Experienced 
Hires (+) 

       
 

        

E
n
d
  

o
f 

Y
e
a
r 

Total Filled 
Positions (Incl. 
OVLs) 

15 15 15 15 15 

 

        

Total 
Over/Under 
Headcount 

-4 -4 -4 -4 -4 

 

        

 
*March 2020 through end of year 

        

            

 Table A2            Table B2       

  
Mechanical 
Engineers            

Mechanical Engineer 
Movement Details     

    
2020* 2021 2022 2023 2024 

 
Job Title 

Movement 
Type 

Year  Plan 

S
ta

rt
 o

f 
Y

e
a
r Total Approved 

Positions (+) 
16 16 16 16 16 

 
        

Total OVLs 
Filled (+) 

0 0 0 0 0 
 

        

Total Open 
Positions (-) 

-1 -1 -1 -1 -1 
 

        

A
tt

ri
ti
o

n
  

m
o

d
e
lli

n
g
 

Expected 
Retirements (-) 

          
 

        

Resignations (-)       
 

        

Transfers/ 
Promotions Out 
(-)  

          

 

        



 

S
ta

ff
in

g
 P

la
n
 Transfers/ 

Promotions In 
(+)  

          

 

        

Associate Hires 
(+) 

       
 

        

Experienced 
Hires (+) 

       
 

        

E
n
d
  

o
f 

Y
e
a
r 

Total Filled 
Positions (Incl. 
OVLs) 

15 15 15 15 15 

 

        

Total 
Over/Under 
Headcount 

-1 -1 -1 -1 -1 

 

        

 
*March 2020 through end of year 

        

            

 Table A3            Table B3       

  
Electrical 
Engineers            

Electrical Engineer 
Movement Details     

    
2020* 2021 2022 2023 2024 

 
Job Title 

Movement 
Type 

Year  Plan 

S
ta

rt
 o

f 
Y

e
a
r Total Approved 

Positions (+) 
2 2 2 2 2 

 
        

Total OVLs 
Filled (+) 

0 0 0 0 0 
 

        

Total Open 
Positions (-) 

0 0 0 0 0 
 

        

A
tt

ri
ti
o

n
  

m
o

d
e
lli

n
g
 

Expected 
Retirements (-) 

          
 

        

Resignations (-)       
 

        

Transfers/ 
Promotions Out 
(-)  

          

 

        

S
ta

ff
in

g
 P

la
n
 Transfers/ 

Promotions In 
(+)  

          

 

        

Associate Hires 
(+) 

       
 

        

Experienced 
Hires (+) 

       
 

        

E
n
d
  

o
f 

Y
e
a
r 

Total Filled 
Positions (Incl. 
OVLs) 

2 2 2 2 2 

 

        

Total 
Over/Under 
Headcount 

0 0 0 0 0 

 

        

 
*March 2020 through end of year 

        

            

 Table A4            Table B4       

  
Instrument / Control 
Systems Engineers          

Instrument / Control Systems Engineer 
Movement Details 

    
2020* 2021 2022 2023 2024 

 
Job Title 

Movement 
Type 

Year  Plan 

S
ta

rt
 o

f 
Y

e
a
r Total Approved 

Positions (+) 
6 6 6 6 6 

 
        

Total OVLs 
Filled (+) 

1 1 1 1 1 
 

        

Total Open 
Positions (-) 

0 0 0 0 0 
 

        

A
tt

ri
ti
o

n
  

m
o

d
e
lli

n
g
 

Expected 
Retirements (-) 

          
 

        

Resignations (-)        
 

        

Transfers/ 
Promotions Out 
(-)  

          

 

        



 

S
ta

ff
in

g
 P

la
n
 Transfers/ 

Promotions In 
(+)  

          

 

        

Associate Hires 
(+) 

       
 

        

Experienced 
Hires (+) 

          
 

        

E
n
d
  

o
f 

Y
e
a
r 

Total Filled 
Positions (Incl. 
OVLs) 

7 7 7 7 7 

 

        

Total 
Over/Under 
Headcount 

1 1 1 1 1 

 

        

 
*March 2020 through end of year 

        

            
Staffing Summary Plan: Outlines total Engineering staffing strategy across Table A1-
A4    
                        

            

  
Tech Engineer 
Summary Table                 

    2020* 2021 2022 2023 2024 
     

S
ta

rt
 o

f 
Y

e
a
r Total Approved 

Positions (+) 
43 43 43 43 43 

     
Total OVLs 
Filled (+) 

1 1 1 1 1 
     

Total Open 
Positions (-) 

-5 -5 -5 -5 -5 
     

A
tt

ri
ti
o

n
  

m
o

d
e
lli

n
g
 

Expected 
Retirements (-) 

0 0 0 0 0 
     

Resignations (-) 0 0 0 0 0 
     

Transfers/ 
Promotions Out 
(-)  

0 0 0 0 0 

     

S
ta

ff
in

g
 P

la
n
 Transfers/ 

Promotions In 
(+)  

0 0 0 0 0 

     
Associate Hires 
(+) 

0 0 0 0 0 
     

Experienced 
Hires (+) 

0 0 0 0 0 
     

E
n
d
  

o
f 

Y
e
a
r 

Total Filled 
Positions (Incl. 
OVLs) 

39 39 39 39 39 

     
Total 
Over/Under 
Headcount 

-4 -4 -4 -4 -4 

     

 

 

 

 

 

 

 

 

 

 

 

 



 

Talent Matrix 
 EV 5 

Talent 
Buckets 

Employee 
Count 

Employee Talent 
Distribution 

Approx. 
Target # 
in Each 
Bucket 

 

Total Employees 62 

1= Top 10% 
6 9.5% 6 

 

# of Employees 
Missing Evaluation 0 

2= Next 15% 9 14.3% 9 
   

3= Core 65% 42 66.7% 41 
   

4= Last 10% 6 9.5% 6 
   

*CONFIDENTIAL*      

EMPLOYEE # NAME POSITION 
TALENT 
BUCKET 

ORG UNIT MANAGER LOCATION 

   
1= Top 
10% 

   

   
1= Top 
10% 

   

   
1= Top 
10% 

   

   
1= Top 
10% 

   

   
1= Top 
10% 

   

   
1= Top 
10% 

   

   
2= Next 
15% 

   

   
2= Next 
15% 

   

   
2= Next 
15% 

   

   
2= Next 
15% 

   

   2= Next 
15% 

   

   
2= Next 
15% 

   

   
2= Next 
15% 

   

   
2= Next 
15% 

   

   
2= Next 
15% 

   

   
3= Core 
65% 

   

   
3= Core 
65% 

   

   
3= Core 
65% 

   

   
3= Core 
65% 

   

   
3= Core 
65% 

   

   
3= Core 
65% 

   

 

 

 

 

 



 

Succession Plan 
 EV 6 

Date: 01/10/2021  Department/Location Pembroke Refinery 

 POSITION  CURRENT SUCCESSOR SUCCESSOR READY 
NOW 

(x) 

READY 
IN 1-2 
YEARS 

(x) 

COMMENTS / 
AREAS FOR 

DEVELOPMENT 

 (TITLE) (NAME) (NAME) (POSITION)   

RLT 

Position Name      

Director 
Refinery 
Operations 

 
     

     

RLT 

Position Name      

Director Central 
Maintenance 

 
     

     

RLT 

Position Name      

Director 
Technical 
Services 

 
     

     

RLT 

Position Name      

Director 
Environmental / 
Safety Affairs 

 
     

     

RLT 

Position Name      

Director 
Refinery P&E 

 
     

     

 

Position Name      

Manager 
Complex 
Refining 

 
     

     

 

Position Name      

Manager 
Complex B&S 

 
     

     

 

Position Name      

Manager 
Complex C&O 

 
     

     

Operations 

Position Name      

Superintendent 
Operations 
(Utilities)  
*Dev Role 

 
     

     



 

Maintenance 

Position Name      

Manager 
Central Shops 

 
     

     

Maintenance 

Position Name      

Manager Fixed 
Equipment 

 
     

     

Maintenance 

Position Name      

Manager Field 
Execution 

 
     

     

Maintenance 

Position Name      

Manager 
Turnaround 

 
     

     

Maintenance 

Position Name      

Manager 
Turnaround 

 
     

     

Maintenance 

Position Name      

Superintendent 
Maintenance 
(ROTO) 

 
     

     

Maintenance 

Position Name      

Superintendent 
Maintenance 
(I/E) 

 
     

     

Maintenance 

Position Name      

Superintendent 
Maintenance 
(Refinery Svcs) 

 
     

     

Technical 

Position Name      

Manager 
Reliability 

 
     

     

Technical 

Position Name      

Manager IAEC 
Reliability 

 
     

     

Technical 

Position Name      

Manager 
Process 
Engineering 

 
     

     



 

Technical 

Position Name      

Manager 
Project 
Engineering 

 
     

     

Technical 

Position Name      

Chief Inspection 
Engineer 

 
     

     

Technical 

Position Name      

Manager 
Laboratory 

 
     

     

HES 

Position Name      

Manager 
Refinery 
Process Safety 

 
     

     

HES 

Position Name      

Manager Safety  
     

     

HES 

Position Name      

Manager 
Environmental 
Engineering 

 
     

     

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Collective Agreement between Pembroke Refinery and 

Unite the Union 

 EV 7 

11. Operator Flexibility/Competency  
All employees undertake to train as per agreed development plan for the next higher level 
and to fill positions as required when qualified to do so, unless personal circumstances at 
that time do not warrant it. Salary will be adjusted to the position being held.  
 
It will be possible to be classified into a higher grade when all the requirements of the 
higher grade have also been met. 
 
Employees will work in any position where they have passed competency requirements, 
including lower graded positions. Refresher training may be requested where an 
employee feels he/she has not actively worked in that position over a 6 month period. 
 
Additional Minimum Competencies Required for Each Area to be accounted for when 
manning positions. 
 
Cat Olefins 
FCCU 
• 1 Lead Operator  
• FCCU Control Operator  
• 2 Plant Operators  

Two Cat Cracking Panel Qualified persons on shift at all times.   
 

Olefins 
• 1 Lead Operator  

• 2 Control Operators (Alky/ULSG) (Butamer/Sulphur) 

• 4 Olefin Plant Operators  

Two Alky/ULSG Panel Qualified persons on shift at all times.  

Flexibility is required to allow for the second Control Operators to be released to 
the panel as required. 
Refining  
Blacks & Utilities: Min 8 Positions 
• 1 Lead Operator 

• 3 Control Operators (CDU/CDU Merox) (VBU/VDU & Cooling Towers) (Steam 

Plant/Utilities) 

• 3 Plant Operators (As Above) 

• 1 Floater Operator, who should be of CDU & Vac Plant Operator competency  

• White Oils: Min 6 Positions 

• 1 Lead Operator 

• 2 Control Operators (Unifiner/HTU1 & HTU2) & (CRU/CCR/LPGU/ISOM/HRU) 

• 3 Plant Operators (Unifiner/HTU1) (HTU2/ISOM/HRU) (CCR/CRU/LPGU) 



 

Utilities 
Two competent Steam Plant Plant Operators to be on shift at all times.  There must 
be provision to release that person e.g. If 2nd steam plant person is manning a 
Control position, there must be another Control Operator available to release the 
individual as required. 
 
Blending & Shipping. 
In order to increase flexibility on shift and to allow Control Operators to maintain outside 
competency the following is the minimum allowable shift competence:- 
 
a) Inshore, with one of the two Control Operators being: 
• Lead Operator 
• Control Operator Chair 
• Control Operator Panel 
• West Fieldsman 
• East Fieldsman 
• Day Plant Operator (phase 3 permit competency)  
• Blending & Shipping Operations Technicians.  
 
b) Jetty: 
• Jetty Lead/Operator  
• Berth Cover subject to shipping 
• Two people per shift will be allowed off and this should normally be booked as per 

agreement 
 

Any leave requirements may be covered with the following support:- 
• Optimizing shipping to release a berth operator to come inshore.  
• Use of berth watchmen to release a berth operator to come inshore.  

 
TFT, WWTP, RTW & Jetty Technician 
• Technicians to train across all berths, Waste Water Treatment Plant, RTW and 

Tank Farm with a minimum £250 increment for each position trained and 
passed as competent, this payment will increase through annual merit 
increases. 

• Business needs will dictate who is selected to be trained to a higher grade. 
(Best Candidate) 

 
Across all areas, the Development position on the manning board will provide 
flexibility to the shift team leader for training and personal development.  This 
position is above the minimum required level and competencies. 
 

 

 

 

 

 

 



 

National Agreement for the Engineering Construction 

Industry (NAECI) 

 EV 8 
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Ways to improve Valero’s approach to talent planning 
 

Valero offer an Engineering Bursary programme and an undergraduate Industrial 

Placement programme, both designed to attract high achieving engineers. The Engineering 

Bursary programme is available to Pembrokeshire students who intend studying Chemical or 

Mechanical Engineering with a year in industry at university. Valero pay £1,000 per term, plus 

summer placements, and a year in industry to allow candidates the opportunity for onsite 

experience. Securing an Engineering Bursary used to be highly competitive, but despite 

advertising the scheme with Pembrokeshire schools, the local newspaper and on social 

media, applications for the Bursary programme has declined considerably over recent years. 

[EV 9] [EV 10] 

 

The Industrial Placement programme is available to all UK students in their third year of 

studying a Chemical or Mechanical Engineering degree programme. Like the Bursary 

programme, applications are declining year on year, from receiving 120 applications in 2017 

to just 42 applications in 2021, despite the number of students studying engineering 

remaining high.  

 

Recruitment of engineers - both graduate and experienced - has become very challenging. 

Since 2019, 6 graduate offers were made, of which 2 were declined, and 1 resigned after just 

17 months in post, meaning only 50% take up of jobs. The Financial Times explains that 

despite high salaries, graduates no longer want careers in oil and gas for ethical reasons, 

with a survey from Amnesty International in 2019 reporting climate change as “the single 

biggest worry for 18- to 25-year-olds”. (Kuper, (2021))  

 

Part of Valero’s compensation award is long-term incentive pay. This benefit is typically 

reserved for rewarding employees for a high level of performance and contributions to the 

company, with the intention of It is designed to increase ownership in the company for 

employees who have made the greatest impact on its future. It is an equity-based, long-term 

incentive pay that is awarded annually by senior management. There has been some 

discussion about extending this benefit to engineers, although feedback from those who 

have left the company, and those students who declined a graduate offer, state the 

compensation package is very generous and does not form part of their decision to leave or 

decline an offer. In light of this, the employer branding needs to focus on an environmentally 

sustainable message. Valero’s guiding principles, stress the need for ‘reliable, affordable and 

sustainable energy”, and Valero’s environmental, social and governance objectives would be 

a more appealing and more positive message to convey, such as the ongoing investments in 

renewable fuels and their commitment to diversity, equality and inclusion. [EV 11] 

 

Historically, reliance on these programmes to fill positions has been very successful, with 

most business-critical roles filled with ex-apprentices or ex-students. For example, the 



 

current Operations Director went through the apprenticeship programme, and has held 

several roles during his 30 years’ service which has equipped him with the skills required for 

a director level role. The apprenticeship programme continues to be very successful, 

according to the 2022 HR Business Plan, there will be a review of the apprenticeship 

programme to ensure it continue to meet business needs. [EV 12] 

 

Pembroke Refinery’s apprenticeship programme was established in 1977 and the ongoing 

commitment to supporting high quality apprenticeships is at the forefront of talent planning. 

The apprenticeship programme offers two apprenticeship routes – operations and 

maintenance, and within the framework for the maintenance apprenticeship, offer trade 

routes in mechanical maintenance, electrical maintenance, and instrumentation. The annual 

recruitment target is based on attrition forecasting, and for the last 3 years, the recruitment 

target has been 20 apprentices per year.  [EV 13] 

 

An ongoing shortage of skilled workers in the engineering sector makes it difficult to 

determine if the demand for skilled workers would be met without the apprenticeship 

programme. The apprenticeship programme has been customised to address specific skills 

gaps, and the length of the programme ensures sufficient time for apprentices to gain the 

required skill levels, plant knowledge, operating procedures, and maintenance standards in 

readiness for post apprenticeship employment. 

 

An analysis of the number of ex-apprentices that remain in employment at Pembroke 

Refinery would identify potential benefits to the organisation in terms of retention. While this 

would be difficult to quantify financially, research suggests that “the cost of replacing a 

highly trained employee can exceed 200% of their annual salary”, (Howells, (2020)) when 

compared to the costs associated with employee turnover.  

  

Pembroke Refinery’s apprenticeship programme is hugely successful, with a high proportion 

of the current maintenance and operations workforce having come through the 

apprenticeship programme, and many of them now in supervisory or managerial roles.  

 

The apprenticeship programme is recognised for being a high-quality programme and it 

continues to attract a huge number of applicants per year, although post apprenticeship 

retention over the last year has declined slightly. The apprentices are well equipped with the 

skills and knowledge that make them very desirable to competitors. In 2021 three 

apprentices resigned before the end of their programme and all of them stated that they 

were worried that there was no future in oil and gas industry. 

 

 

 

 



 

Evidence 

Engineering Bursary Programme 
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Undergraduate Industrial Placement Programme 

 EV 10 

 

 

 
 
 
 
 
 
 
 
 
 
 
 



 

Valero Guiding Principles 
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2022 HR Business Plan 
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Apprenticeship Programme 
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Contribute to resourcing people activities 
 

Valero is a top tier Control of Major Accident Hazards (COMAH) registered site, regulated by 

the Health and Safety Executive (HSE) who are the Competent Authority. One of the control 

measures to address accident scenarios is to ensure that “arrangements are in place to 

ensure all employees have the necessary skills and competencies to do their job and deal 

with any emergencies that arise”. (HSE, (2015)) A recent audit by the HSE, identified that 

while there is a robust competence assurance process in place for Process Operations, there 

was no clear process for the maintenance, technical and safety groups. To address this, the 

Learning and Development (L&D) team have incorporated the ‘development of maintenance 

competency pathways (including safety critical tasks/roles) for job roles based on plan’, as an 

objective in the 2022 HR Business Plan.  

 

The Senior Technical Trainer within the L&D team has elected to retire on 31st of December 

2021, which gave the businesses an opportunity to review the structure of the L&D team. 

Valero is headcount driven, and as opportunities arise as a result of an employee leaving, it 

important to consider the structure of the team, and individual roles and responsibilities. An 

‘approval to restaff’ PCR must be submitted for approval by San Antonio Headquarters 

before any resourcing activity can take please – this includes hiring internally or externally, 

promotion or lateral move. Due consideration must be given to whether the role is still 

needed, whether the tasks can be absorbed within the existing team or whether it is a critical 

role that needs to be filled. If the role needs to be filled, it is good practice to consider the 

advantages and disadvantages of different recruitment and selection methods when 

deciding on the most appropriate method. [EV 14] 

 

The e–PCR was approved, and then a meeting was held to review the current structure and 

consider different options to fill the position. The L&D Manager undertook a job analysis, 

which involved “collecting information from a range of sources”, (Taylor & Woodhams, 

(2016)) including key stakeholders, such as the maintenance managers, Pembrokeshire 

College and the apprentices. The information collected, combined with feedback from the 

HSE, and direction from the Refinery Leadership Team, was used to inform the decision to 

promote from within the team, creating a new Associate Technical Trainer role. This move is 

classed as a ‘career path’ promotion, and the candidate has been identified as ‘high-

potential’ since joining Valero as a graduate in 2018. The L&D Manager has developed an 

on-going programme of continuous professional development (CPD) to progress areas of 

development relevant to the role, such as safety behaviours, self-awareness, coaching, 

communication, research, innovation, and industry trends. [EV 15] [EV 16] 

 

A new job description was composed, ensuring that “the tasks that make up a job together 

with statements of reporting lines, areas of responsibility and performance criteria”, were 



 

clear. The job description was reviewed by the HR Manager to ensure it was objective, fair 

and not potentially discriminatory. [EV 17] 

  

The HR Manager secured endorsement from the Pembroke Development Committee (PDC), 

who are responsible for approving all resourcing decisions. The Compensation team 

evaluated the candidate and the job description, and provided a salary recommendation, and 

the new job was built in ‘pay factors’ ready for the electronic Personnel Change Request (e-

PCR) to be submitted, with effect from 1st January 2022, allowing sufficient time for a full 

handover. [EV 18] [EV 19] [EV 20]  

 

The L&D Manager met with each of the team individually to explain the new structure, and 

discuss the priorities for the team for 2022. Finally, once the team were informed of the 

changes, a personnel announcement was placed on Pembroke Intranet informing the 

workforce of the upcoming. [EV 21] 

 

Although there is not a written down L&D policy, Valero are committed to providing it 

employees CPD and a mechanism for maintaining skills and knowledge can boost 

confidence, strengthen professional credibility, and prepare employees for new challenges 

and responsibilities. (CIPD, n.d.) Maintaiing a dedicated L&D team will provide employees 

assurance that Pembroke Refinery is committed to competence assurance, and will strive to 

ensure the highest standards of workforce. Valero’s commitment to training and 

development and educational assistance is outlined in the Employee Handbook. [EV 22] 

 

As part of the changes, the Pembroke Development Model has been updated to include the 

Associate Technical Trainer role, showing a clear progression route to the Technical Trainer 

and Senior Technical Trainer roles. [EV 23] 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Evidence 

Approval to Restaff/Post e-PCR 
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Email to Tracey Bryant, Manager L&D re Structure of 
L&D Team 

 EV 15 

 

 
  

  
From: Bryant, Tracey  
Sent: 30 September 2021 10:30 
To: Gough, Melanie <Melanie.Gough@valero.com> 
Subject: RE: L&D Structure Review   
Sensitivity: Confidential 
  
Hiya, 
Thanks for your help with this 
I have updated as per comments from yesterday's meeting. Let me know if there’s anything else you 
need for me. 
Thanks Mel! 
  
Trace 
 

 
From: Gough, Melanie  
Sent: 21 September 2021 16:49 
To: Bryant, Tracey <Tracey.Bryant@valero.com> 
Subject: RE: L&D Structure Review 
Sensitivity: Confidential 
  
Of course, I will put a meeting – it will be next week as Karen is booked up this week! 
  
  

mailto:Melanie.Gough@valero.com
mailto:Tracey.Bryant@valero.com


 

 
From: Bryant, Tracey  
Sent: 22 September 2021 10:09 
To: Gough, Melanie <Melanie.Gough@valero.com> 
Subject: RE: L&D Structure Review   
Sensitivity: Confidential 
  
Hi Mel 
I have some ideas to run past you and Jo/Karen – can we meet to discuss? 
 
Trace 
 

 
From: Gough, Melanie  
Sent: 21 September 2021 16:49 
To: Bryant, Tracey <Tracey.Bryant@valero.com> 
Subject: L&D Structure Review 
Sensitivity: Confidential 
  
Hi Tracey 
  
Hugh has submitted his notice of intention to retire, effective 31.12.21. I have submitted a PCR to 
request approval to replace Hugh. 
  
In the meantime, we need to review the L&D structure to ensure it is aligned to your department 
future needs and the HR Business Plan - do you plan to hire externally?   
  
Please find attached the JD’s we have on file for the following roles:  
Training Administrator B 
Technical Trainer E 
Sr Technical Trainer F 
  
I will put a calendar appointment in for us for next week to review and update the job descriptions 
and create the job advert. 
  
Many thanks, 
  
Mel 
 

Senior Technical 

Trainer.docx

Technical 

Trainer.docx

Training 

Administrator.docx  

 
 
 
 

mailto:Melanie.Gough@valero.com
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Meeting with Tracey Bryant, Manager L&D and Karen 
Muehlbauer Director Refinery HR (Acting) 

29 September 2021, 13:30 

     EV 16 

Notes from meeting: Learning & Development structure re competence assurance 
Karen Muehlbauer (KM) – Director Health, Safety and Environment (Acting Director Refinery HR) 
Tracey Bryant (TB) – Manager Learning & Development 
Mel Gough (MG) – HR Business Partner 
  
The HSE identified gaps in competence assurance for maintenance, technical and safety groups 
during a recent audit. RLT have requested that measures are put in place to address the gaps as 
recommended by the HSE. 
TB outlined the upcoming changes to the team for consideration:  
• Sr Technical Trainer (HNR) has given notice of his retirement effective 31/12/21. 
• Superintendent Training (DR) has expressed his intention to retire at the end of 2Q2021. 

  
TB talked through several options to replace HNR: 
  
External hire 
Advertise internally 
Promote from within 
  
After consideration, it was proposed that Marcus Blair (MB) currently employed as a Sr Technical 
Trainer would be promoted to Associate Technical Trainer, replacing HNR. MB was initially recruited 
through Valero’s Business Graduate programme in 2019 after completing his Business degree at 
Swansea University. As part of his placement, he rotated through the service groups – HR, Business 
Services and CIS. At the end of his placement, he was identified as high-potential and hired as a Sr 
Training Administrator, with a view to develop him further.  
  
MG explained the process for a managed move to TB & KM: 
• TB to secure approval from the US to proceed with the recommendation in principle 
• JJ to secure endorsement from Pembroke Development Committee (PDC)  
• MG & TB to review the current JD’s and develop new JD’s  
• JJ to approve JD’s  
• MG to send Associate Technical Trainer JD to compensation for evaluation 
• MG to request for the job to be built in ‘pay factors’ 
• TB to advise of new salary (within range recommended by compensation) 
• MG to submit promotion e-PCR 
• MG to confirm to TB when the e-PCR has been approved  
• MG to write contractual change letter 

  
Once approval is in place: 
• TB to meet with Sr Training Administrator (MB) to inform him of the promotion 
• TB to meet with DR   
• TB to meet with HNR 
• TB to inform the apprentices of the upcoming changes  
• MG To post announcement on Pembroke Intranet 

  
Assuming approvals are in place, start date agreed as 1st January 2022. 



 

  
Future Actions: 
Superintendent Training (DR) is a long-standing employee, with over 30 years' experience at 
Pembroke refinery. He joined the Refinery as an Operations apprentice and worked his way up to 
Shift Team Leader, before moving to the L&D team as a subject matter expert (SME). DR has 
confirmed his intention to retire end of 2Q2022.  
In 1Q2022, commence we need to start considering the plans to backfill this role, to ensure smooth 
transition. 
• JJ to confirm with Director Operations (ROA) the plan for this role – e.g., managed move or 

open posting process.  
• MG & TB to review and update the current JD in readiness for recruitment and selection 

1Q2022. 
Promoting MB to Associate Technical Trainer will create an open position for an admin role. 
• MG & TB to review and update the current JD in readiness for recruitment and selection 

1Q2022. 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Associate Technical Trainer Job Description 
EV 17 

 

Job Description 
 

Organizational Information   

Position Title Associate Technical Trainer 

Work Location Pembroke Refinery 

Department Training & Development 

  

✓ New Job 

 □ Rewrite        Job Replaced_______________________________________________ 

Reporting Functions   

Reports to Position Title Manager Learning & Development 

Reports one of 3  

Supervisor Functions  Yes 

  

Functions                  Job Responsibilities (Key accountabilities within role to include system 
usage, budget/LOA, turnover, sales/volume/performance/safety 
targets, geographical area covered, statutory responsibilities, 
compliance responsibilities, key time deadlines) in concise clear terms 

 

No. % Time 
Allocated to 

Function 

Key Job Responsibilities/Duties 

  

1. 

  

  

  

  

  

30% 

Develop Competency paths for all refinery roles and work 
with the L&D Manager to maintain a model that ensures 
compliance with our regulator and a defined route to 
achieve competency, confidence and excellence for 
individual development both in current and aspirational 
roles. 
Work with the L&D Manager to prepare for audits and 
respond in a positive and timely manner to audit 
recommendations and actions. 



 

  

2.  

  

  

  

20% 

Procure, arrange and schedule training from both internal 
and external providers. Aim to provide relevant, Valero-
centric training which meets business and individual 
needs providing longevity of subject matter within the 
refinery. 

  

3. 

  

  

  

  

  

30% 

Develop and maintain the Refinery’s training calendar. 

Work with the admin support role to ensure completion 
of data entry and updates to electronic files and training 
records. 

Track and monitor spend against budget, collate and 
prepare detailed reports, training documentation and 
related information including pre and post learning 
evaluation. 

  

4. 

  

20% 

Schedule, organise and drive improvements of the 
apprenticeship programme working closely with the FE 
provider reviewing, monitoring and responding to the 
needs of the programme. Day to day Coordination / Line 
Management of the Apprentice programme, putting the 
apprentice at the centre at all times.  Working proactively 
with refinery business contributors and stakeholders in 
HR, Safety, Maintenance and Operations.  
Deliver workshops that focus on the holistic development 
of the individual in areas such as communication, self-
awareness, reflective practice, and behaviours to ensure 
that both personal growth and technical ability feature 
within the apprenticeship programme. 

Number of Employees Supervised:    

Exempt or 
Equivalent:  

0   

Non- Exempt or 
Equivalent (hourly 
paid/overtime 
eligible: 

0   

Contractors:  30   

 
Educational Level and Professional Qualifications Required/Preferred: 
Degree qualified (Preferred) 
Demonstrated interest / academic achievement and current and on-going CPD in areas such 
as Safety behaviours, Self-awareness, Coaching, Communication, Research, Innovation, and 
Industry trends 
 
Experience (including number of years in role) Required/Preferred: 
Two years’ experience of working within an industrial setting preferred. 



 

Email to Compensation to evaluate Associate Technical 
Trainer role  

 EV 18 
From: Medler, Dave  
Sent: 25 October 2021 12:20 
To: Gough, Melanie <Melanie.Gough@valero.com>; Bryant, Tracey <Tracey.Bryant@valero.com> 
Subject: Associate Technical Trainer 
  
Tracey, 
  
Please find attached a salary recommendation for Marcus Blair, promoting him to the role of 
Associate Technical Trainer. 
  
Please let Mel know your preferred salary and she will arrange for the necessary approvals. 
  
Regards 
  
David Medler 
Manager Compensation & Benefits 
  
Human Resources Department  
Valero Energy Ltd  
27th Floor, 1 Canada Square 
Canary Wharf 
London.   E14 5AA 
Tel  +44 20 7513 3410 
David.Medler@Valero.com 
  
  

 

Associate Technical 

Trainer - Marcus Blair.docx
  

  

Registered office 5th Floor, 100 Wood Street, London EC2V 7EX.  Place of 
Registration: England and Wales. Company No. 8566216 
  
This message may contain confidential information and is intended only for the 
use of the parties to whom it is addressed.  If you are not an intended 
recipient, you are hereby notified that any disclosure, copying, distribution 
or use of any information in this message is strictly prohibited.  If you have 
received this message in error, please notify me immediately at the telephone 
number indicated above.  
  

  
From: Gough, Melanie  
Sent: 20 October 2021 11:32 
To: Medler, Dave <Dave.Medler@valero.com> 
Subject: Associate Technical Trainer 
  
Hi Dave 

mailto:Melanie.Gough@valero.com
mailto:Tracey.Bryant@valero.com
mailto:David.Medler@Valero.com


 

  
Please find attached a JD for an Associate Technical Trainer role, eff 01.01.2022. 
  
Please could you review the JD and provide a salary recommendation for Marcus Blair, to Tracey 
Bryant cc me for the PCR. 
  
Please could you then set up a new job code too? 
  
Many thanks, 
  
Mel 
  

REVIEWED Associate 

Technical Trainer October 2021.docx 
  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Salary Recommendation 
EV 19 

 

Interoffice Memorandum 
 
 
 

 

Date: 25 October 2021 

 

To: Tracey Bryant  

 

From: Dave Medler 

 

Subject: Promotional Salary Recommendation – Marcus Blair 

 

You have advised that Marcus Blair is being considered for promotion to the Associate Technical 

Trainer position within your organization. He is currently working as a Sr Training Administrator within 

the Refinery Training Team and earns £24,636 pa. 

 

 External Data: 

• Current Market reference: £37,400*  

  

The criteria for an Associate Technical Trainer require a minimum of two years Industrial Training 

experience, and requires that the incumbent develop Competency Paths and define and develop a 

Competency Model, Schedule Training from Internal and External providers, develop and maintain the 

Refinery Training Calendar and schedule, organize and drive improvements to the apprenticeship 

program. 

 

Marcus has been onsite with the Valero for just over two years, joining us after attaining a degree in 

Business Management. He has developed well during this time and is on a clear path to becoming a 

technical trainer, having already completed several training programs as part of his CPD and impressing 

all those in the Training & HR Groups. Therefore, compensation supports the following; 

 

Salary Recommendation: 

At Manager’s discretion up to £30,000.00 

Benefit Band - D 

This represents up to 80% of the Market Midpoint 

Bonus Target will be 11% 
 

If circumstances exist that would support a salary offer outside of this recommended range, please 

obtain and forward Division Head approval for your written justification of the proposed offer to me, 

or if you would like to discuss this further, please contact me at 020 7513 3410. 

 
* The Market Reference is the average pay for jobs directly comparable in salary surveys to specific Valero jobs and is 

considered the competitive value of a job.  The external market average is the starting reference around which pay is managed.  

Pay can be below, at, or above the external market average depending on an employee’s qualifications, experience and job 

performance - all factors which determine what pay should be in relation to the market reference point for the job. External 

market averages should not be viewed as a rate of pay. 

 

 



 

New Job Code 
EV 20 

From: Titus, Liz  
Sent: 25 October 2021 14:29 
To: Medler, Dave <Dave.Medler@valero.com> 
Cc: Gough, Melanie <Melanie.Gough@valero.com> 
Subject: RE: Associate Technical Trainer 
  
Hi Dave, 
  
I have created the job in SAP and the new job code is 30537391. Please let me know if you need 
anything else. 
  
Thank you, 
  
Liz Titus, PHR, SHRM-CP 
Lead Compensation Specialist 
Valero Energy Corporation 
1 Valero Way | San Antonio, TX 78249 
Office: (210) 345-5031 | Cell: (254) 624-7522 
  
   

 
From: Medler, Dave  
Sent: 25 October 2021 12:21 
To: Titus, Liz <Liz.Titus@valero.com> 
Cc: Gough, Melanie <Melanie.Gough@valero.com> 
Subject: Associate Technical Trainer 
  
Liz, 
  
I have set up a new role in drafts, Associate Technical Trainer. Can you please cut this role live, 
Benefit Band D, Non Exempt, No Shift, No Call out and let Mel and I have the Job code. 
  
Many thanks in advance. 
  
Regards 
  
David Medler 
Manager Compensation & Benefits 
  
Human Resources Department  
Valero Energy Ltd  
27th Floor, 1 Canada Square 
Canary Wharf 
London.   E14 5AA 
Tel  +44 20 7513 3410 
David.Medler@Valero.com 
  
  

mailto:Dave.Medler@valero.com
mailto:Melanie.Gough@valero.com
mailto:Liz.Titus@valero.com
mailto:Melanie.Gough@valero.com
mailto:David.Medler@Valero.com


 

Registered office 5th Floor, 100 Wood Street, London EC2V 7EX.  Place of 
Registration: England and Wales. Company No. 8566216 
  
This message may contain confidential information and is intended only for the 

use of the parties to whom it is addressed.  If you are not an intended 

recipient, you are hereby notified that any disclosure, copying, distribution 

or use of any information in this message is strictly prohibited.  If you have 

received this message in error, please notify me immediately at the telephone 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Personnel Announcement 
EV 21 

 

 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Employee Handbook 
 EV 22 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Development Model 
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