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Executive Summary

This report examines the recent changes made to the maintenance management system at Valero’s Pembroke Refinery, a large oil-processing site that operates in a highly regulated and safety critical environment. The refinery has shifted from a centrally managed, discipline-based maintenance setup to a more decentralised approach. The new structure divides the site into three operational zones, each with its own multi-disciplinary team and dedicated manager. The main goal behind this change was to improve efficiency, simplify maintenance workflows and make the overall operation more responsive. 
The review shows that the old structure often led to inefficiencies because staff were spread too thin, communication across teams was limited and decisions at times took too long. The new zone-based system has already helped to improve performance by enabling quicker response times, better use of labour and closer collaboration between the maintenance and operations teams. That said, the transition wasn’t without its challenges: employees experienced some uncertainty with their job security, resistance and confusion around their new roles in the early stages.
The report also underlines how important strong leadership and management support were throughout the change, clear communication and solid planning helped the transition, but analysis suggests that involving employees more closely could have eased concerns and reduced the natural resistance from employees. Using Lewin’s forcefield analysis, the review identified strong motivations for change such as, improved efficiency and quicker responses to maintenance issues. 
To ensure the long-term success of the new maintenance structure, the report recommends that Valero continue to prioritise open communication, offer ongoing training and carry out regular performance reviews. 
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Introduction  

Valero’s Pembroke refinery, located in South West Wales is a major oil processing facility and part of Valero Energy Corporation, one of the world’s leading petroleum refiners (Valero, 2024). As a large and highly regulated operation, the refinery relies heavily on strong maintenance systems to keep equipment reliable, reduce failures and meet strict health, safety and environmental requirements as addressed by both the HSE (2019) and Cooper (2001).
 The aim of this change was to streamline day to day maintenance work, improve efficiency and reduce the workload on maintenance teams by distributing tasks across three key areas. This helps create a more coordinated and manageable approach to planning and carrying out maintenance work. In industrial environments such as oil refining, maintenance performance has a direct impact on productivity, operational costs and overall plant reliability. As highlighted by Moubray (1997) and supported in later work again by Moubray (2001). Having an effective maintenance strategy is essential for maintaining asset performance and preventing unplanned downtime. This is further supported by Yang et al. (2024), who show that well-structured maintenance strategies can improve operational efficiency and reduce system failures. 
Research by Kotter (1996) suggests that successful organisational change, especially in safety-critical settings, depends on strong leadership and effective management, Leaders play a key role by setting direction, communicating purpose and engaging employees, while managers ensure that the change is planned, organised and monitored properly in addition researched by the HSE (2019). When changes are poorly handled, organisations can face resistance, uncertainty, and declines in morale. All of which affect performance and operational outcomes (Hayes 2018).


Main Findings
	
The management change which has recently taken place at Valero Pembroke and involved the Restructuring of Maintenance Activities and Management system in order to streamline operations and improve organisational efficiency, an approach supported by operational management theory from Slack, Brandon-Jones and Burgess (2022). Within this refinery environment, maintenance is the core operational function as the reliability of keeping the plants running is essential to having the best output, when a unit is not running on Spec due to maintenance issues it can cost the refinery millions of pounds as well as put staff and contractors in the line of fire with safety issues. 
Prior to the recent management change, the maintenance function at Valero Pembroke Refinery was organised according to individual technical disciplines, including Mechanical, Instrument and Electrical, Rotating Equipment and civil engineering. Under this structure, each discipline was responsible for covering maintenance work across the entire refinery site, regardless of operational area. This meant that each team was required to respond to jobs on a site-wide basis, despite only having a limited number of personnel available within each discipline. In addition, the previous maintenance structure was overseen by a single manager, which created significant pressure in relation to coordination, prioritisation and resource allocation. As a result, maintenance teams could become stretched, particularly when multiple work demands arose simultaneously across different areas of the refinery. This previous arrangement may therefore have reduced efficiency and limited the refinery’s ability to respond quickly to maintenance requirements. 
Following the restructuring, the refinery’s maintenance management system was reorganised into three operational zones: Zone 1 (Refining), Zone 2 (Cracking and Olefins) and Zone 3 (Blending and Shipping). Rather than maintaining discipline-based teams operating across the full site, all trades were merged into a single multi-disciplinary team within each zone. Each zone was also assigned its own independent manager, replacing the previous model in which one manager had overall responsibility for the entire site. This created a more decentralised and area-focused approach to maintenance, allowing each zone to develop greater capability and make more effective use of available resources. As a result, maintenance activities could be planned and carried out more efficiently, with improved responsiveness to operational demands. This approach aligns with Armstrong and Taylor (2020), who highlight the benefits of decentralised management structures in improving coordination, accountability and overall performance. 
Forcefield analysis of change
	
Lewin’s forcefield Analysis helps explain why the maintenance management system at Valero Pembroke was restructured. Lewin (1951) suggests that change occurs when driving forces outweigh those resisting forces, meaning organisations must strengthen factors that support change while reducing those that oppose it. 
Key drivers include the need for efficiency and faster response times. Under the old discipline-based system, maintenance teams were often stretched and struggled to react quickly to site needs. Improving coordination across operational areas was also essential in a safety critical environment. In addition, reducing poorly planned work and making better use of resources further supported the need for change, which aligns with Robbins and Judge (2017), who argue that effective organisational structures are closely linked to improved operational performance. 
However, the change also faced resistance. As Hayes (2018) explains, organisational change is not always readily accepted, as employees often become accustomed to established roles and routines. Changes can create uncertainty regarding job security, responsibilities and future prospects within the organisation. The transition period can also lead to temporary confusion, communication issues and reduced productivity as employees adapt to new systems and ways of working. 
Driving forces for the change 
The restructuring of the maintenance management system at the Pembroke refinery was primarily driven by the need to simplify operations and improve efficiency. Under the previous model, Mechanical, Instrument and Electrical (I&E), Rotating equipment and civil teams were responsible for tasks site wide. Although this structure maintained strong technical expertise, it created operational challenges. Small teams were frequently required to respond to multiple issues at once across different plant areas, leading to overstretched, slower response times and reduced capacity to keep up with maintenance demands. These limitations are common in functional structures, where divisions can restrict collaboration and slow decision making as suggested by Mullins (2019).
Another key driver for change was the centralised management system, where a single manager oversaw all maintenance activities. In a large, complex environment, this created time constraints, particularly when time-critical decisions were needed to maintain production and safety. As organisations grow, highly centralised structures can struggle with increased coordination requirements similarly talked about by Burnes (2017). Introducing dedicated managers for each zone was therefore a strategic move to decentralise control, improve communication and allow decisions to be made closer to the operational areas. 
The transition to zone-based, multi-disciplinary teams also reflects a shift towards more integrated and flexible maintenance operations. Bringing all trades together within each zone removes departmental boundaries that previously slowed coordination. Organisational theory suggests that cross-functional teams improve communication and reduce delays as supported by Robbins and Judge (2023). In practice, each zone can now manage their own workload, prioritise tasks more effectively and complete work more safely and quickly. 
Improving reliability and reducing equipment failure risk was also a major consideration, in oil refining, maintenance practices are directly linked to plant reliability, safety and cost. Poor maintenance can cause downtime, higher repair costs and safety risks. Moubray (1997) argues that modern maintenance should be reliability-centred and aligned with operational priorities. The new zone-based model supports a more proactive approach by positioning teams within defined operational areas.  
Resource utilisation also improved under the new structure. The old discipline-based system often led to workload imbalances, with some teams overstretched while others had capacity. The introduction of multi-disciplinary teams within each zone allowed work to be shared more evenly and give managers greater flexibility in allocating resources. This not only improved efficiency but also supported more effective workforce planning. In complex industrial environments, effective workforce planning is essential for maximising productivity and reducing delays, as highlighted by Armstrong and Taylor (2020).

The role of Leadership and Management in supporting the change process. 

The RLT (Refinery Leadership Team) played a crucial role in supporting and driving this management change at the refinery. Although the shift from discipline-based teams to zone-based, multi-disciplinary teams were designed to improve efficiency, its success relied heavily on how clearly and consistently the change was communicated and implemented. As Kotter (1996) highlights, effective leadership is essential for setting direction and securing employee commitment, while Burnes (2017) emphasises that structured management is necessary to ensure that change is delivered in a controlled and sustainable way.
Also, clear communication was one of the most important leadership responsibilities during the transition. Because employees were used to long standing discipline-based teams, the restructure inevitably created uncertainty around who was responsible for tasks and how reporting procedures would operate. The leadership team had to establish why and how the change would benefit the refinery, and demonstrate how the zone-based model would streamline operations, reduce inefficiencies and strengthen responsiveness. Kotter (1996) work reinforces the need for a well communicated vision, noting that clarity helps reduce resistance and supports employee understanding. 
From a management perspective, the restructure required detailed planning and practical coordination. Managers needed to define new roles, establish revised reporting structures and ensure that each operational zone had the necessary resources and capabilities. This reflects Mullins (2019) view that decentralised structures improve responsiveness by enabling quicker decision making closer to the operational environment, particularly important in a refinery where maintenance issues can quickly affect safety and production. 
Lewin’s (1951) three-step model also helps understand how the change may have been managed. The unfreezing stage involved communicating the shortcomings of the old structure. The change stage required supporting employees through the implementation of new teams, and the refreezing has focused on embedding the new processes through ongoing reinforcement and monitoring which supports which supports the findings of Waddell (2019).
Impact of the change on employees and Operational Performance. 

The restructuring of the maintenance programme has had clear effects on both operations and employees, with long term benefits emerging alongside short-term challenges also argued by Beer & Nohria (2000). Although the purpose of the change was to make maintenance more efficient, the transition period naturally influenced how quickly these improvements were achieved. 
Operationally, one of the most significant benefits has been improved efficiency and faster response times. With zone based, multi-disciplinary teams now located within specific operational areas, maintenance staff no longer need to cover the entire site. This reduces travel time, helps teams prioritise more effectively and strengthens coordination with operations. As a result, tasks are completed more quickly and delays are reduced. These outcomes align with organisational theory, which argues that decentralised and team-based structures often lead to improved responsiveness and operational performance Robbins and Judge (2017).
Resource use and workload distribution have also improved. Under the previous model, small specialist teams were stretched thin during periods of high demand, contributing to increased employee turnover due to the nature of the workload. By bringing all these trades together in zones, managers can allocate work more flexibly and ensure that each area has the right mix of skills. Armstrong and Taylor (2020) highlights that effective workforce organisation is essential in complex environments, and the new structure appears to support this more effectively. 
Safety and reliability are likely to have benefited as well. Faster maintenance responses and clearer accountability can reduce equipment failures and help the refinery maintain high safety standards. Moubray (1997) notes that strong maintenance systems are linked to reliability-centred maintenance, which aims to identify and address risks before they escalate. Aligning maintenance teams with specific operational zones enables more proactive and risk-focused approach. 
Despite all these benefits, the restructuring also created some challenges, Organisational change often disrupts established routines and can create uncertainty around roles, expectations and reporting lines. Employees moving from discipline‑based teams to multi‑disciplinary groups may have needed time to adjust to new skills, working practices and team dynamics. Hayes (2018) suggests that such uncertainty can temporarily reduce confidence and productivity. This is closely linked to employee motivation, as Herzberg (1959) distinguishes between factors such as, job security and working conditions and motivators such as achievements, recognition and responsibility. During periods of change, uncertainty around roles and expectations can negatively affect these factors, potentially reducing motivation and job satisfaction. Early confusion around roles and team structure was therefore likely. Mullins (2019) further argues that clear organisational structures are essential for effective communication, particularly during periods of change. 
Overall, the restructuring has the potential to significantly improve the maintenance programmes efficiency, responsiveness and reliability. However, its long-term success depends on sustained communication, employee support and strong management. And short-term challenges are always to be expected during major changes, this can be addressed through effective management and ongoing reinforcement of the new system. 


Conclusion

In conclusion, the decision to restructure the maintenance management system at Valero Pembroke Refinery was driven by the need to improve efficiency, coordination and overall performance. The findings show the old discipline-based and centralised setup was creating real limitations. Teams struggled with responsiveness, resource allocation and communication which made it harder to meet the demands of a complex refinery environment. Moving to a zone based, multi-disciplinary structure has offered a more flexible way of approaching day to day activities.
The analysis also shows just how important leadership and management were at making this maintenance change a success during this transition. Clear communication, consistent direction and involving employees in the process helped support the change, while structured planning made it practical to implement. Resistance, uncertainty and short-term disruption suggests that some aspects of the process could have been handles more smoothly. 
Using Lewin’s model highlights and that strong driver pushed the change forward, but better management of resistance and more support for employees could have strengthened the outcome. Overall, the restructuring was both necessary and strategically appropriate, but its long-term success will rely on ongoing leadership, open communication and regular evaluation.  
Overall, the restructuring shows a strategic and necessary response to the limitations of the previous system. The move to zone-based, multi-disciplinary teams and decentralised management has enhanced coordination, responsiveness and efficiency, supporting both short and long-term operational performances.  Strong leadership and effective management were essential in securing the success of the restructure. In particular, Communication, planning, and employee support were just as important as the new structure itself, reinforcing the importance of aligning strong leadership behaviour and management practises. 
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