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Meeting to understand Valero’s approach to performance management

Present: Joanne James, Manager Human Resources; Melanie Gough, Associate HR Business Partner

Valero Pembroke Refinery currently have a structured approach to their annual Employee Performance Review (EPR) process, with the review period aligned to the calendar year. Supervisors initially meet with employees in January to open the EPR – this is an opportunity for supervisors to communicate performance expectations and set goals early on. A Harvard Business Review encourages supervisors to “be clear from the outset how you’ll evaluate your employees”. (Knight, 2011) Employees and supervisors meet throughout the year to review progress, followed by a final meeting at the end of the year to close out the review.

The Refinery Leadership Team (RLT) meet quarterly throughout each year to determine the organisations ‘business plan’ and agree the organisational strategic goals for the following year. These goals are cascaded down to form company goals, departmental goals and individual goals.

The EPR process is broken down into the following stages:

Duties
At the initial meeting, the supervisor confirms the employee’s duties – these are usually the main duties identified on the employee’s job description. Employees and supervisors meet throughout the year to review progress. In Q4, the EPR is sent to the employee to complete a self-assessment for each duty, using the following ratings:

‘Fails to Meet Expectations’
I do not meet the requirements of the duty
I must show immediate and consistent improvement
‘Needs Improvement’ 
I occasionally meet the requirements of the duty but am somewhat below expectations.  
I did not meet my performance goal.
‘Meets Expectations’
I am dependable and meet the requirements of the duty. 
I met the expectations of my performance goal and occasionally exceeded expectation.
‘Exceeds Expectations’
I consistently meet and occasionally exceed the requirements of the duty. 
My performance goal was achieved above the established standard.  
‘Outstanding’
I consistently exceed the requirements of the duty. 
My performance goal was achieved to an exceptional standard.  

The employee and the supervisor meet to discuss the self-assessment. This gives the employee an opportunity to justify their self-assessment and for the supervisor to agree or disagree – with justification and explanation.


Competencies
Using the same ratings as the ‘duties’, the supervisor rates the employee’s competencies relevant to the role, such as attendance, timekeeping, organisational skills, teamwork, initiative, cooperation, dependability, confidentiality and attitude.

Company Goals
Company goals are cascaded down from the organisation’s ‘business plan’. The supervisor records the employee’s contribution to achieving the company goals and the supervisor can identify the employee’s contribution towards achieving the company goals.

Department Goals
Departmental goals are cascaded down from the organisation’s ‘business plan’. The supervisor records the employee’s contribution towards achieving the company goals.

Individual Goals
Individual goals are cascaded down from the organisation’s ‘business plan’. The supervisor records the employee’s contribution towards achieving the departmental goals. This is also an opportunity for the supervisor to follow up on any ‘requires improvement’ ratings and identify opportunities to improve for the following year, such as training and development. 

Summary of Performance
The Supervisor gives an overall summary of employee performance, ensuring recognition for exemplary performance is recorded where applicable.

Employee Comments
Following the performance review meeting, the EPR is returned to the employee for final comments. This is an opportunity for the employee to make comments on the performance level ratings and accompanying explanation that the supervisor has made.

Supervisor Comments
This is an opportunity for the Supervisor to make additional comments on the employee’s performance, such as recognition for going above and beyond their normal duties or identifying opportunities for improvement.

Next Level Supervisor Comments
This is an opportunity for the next level supervisor to comment on the employee’s performance.

The following Company Based Training (CBT’s) are available for all new supervisors to help them understand performance management (Valero, n.d.)
· Performance Management
· Driving Performance Excellence – Delivering Tough Feedback
· Driving Performance Excellence – Motivation and Engagement
· Driving Performance Excellence – Coaching
· EPR – New Supervisor Training

The following CBT is available for employees to give them a clear understanding of performance expectations and how to measure their success.
· Understanding Performance Expectations

The refinery’s EPR process has remained unchanged for many years.  It has been identified that the current process is outdated and no longer fit for purpose.  A new performance review process is in development and is due to be introduced at the Refinery in 2021. The new performance review process will be called ‘Employee Career Planning’ and is more focussed on developing employees to achieve their career goals, through the following process:

1. Primary career interest
2. Identify professional goals
3. Determine career conversation
4. Discuss goals/career development
5. ‘When and How’ development activities
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