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MANAGEMENT, INNOVATION AND SUSTAINABILITY
Motivation and organizational change



[bookmark: _Toc5966783] Executive Summary 

The organisational change that I have decided to examine is the recent redundancies at work, and how they effected the work place.  
The first part of this report will discuss the organisational change, stipulating how the change was announced and dealt with. 
The second part of this report will discuss what well practiced theories Valero should have used and how they have or not have been used throughout this change. 
I will refer to myself as “the author” during this report. 
Overall Valero made 19 redundancies. 
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[bookmark: _Toc5966784]Introduction
The central issue of concern in this report will be redundancies. The redundancies happened November last year, after the author’s previous employer SEM Logistics sold and we were bought by Valero Logistics.  It has been decided to examine and investigate the redundancies that Valero made because it is strongly suggested that it demonstrates how not to manage redundancies within a company. 
This report will aim to achieve an explanation of why Valero decided to make redundancies with reference to Lewin. Examine how the redundancies were announced, initially dealt with and how the authors work place is coping now with reference to Maslow. It will identify what Valero did wrong and also the actions that were dealt with in the correct way and whether or not the company is better off post redundancies. 
“Alamo” known today as “Valero Energy Corporation” started up in January 1980, it was set up as the corporate successor of LoVaca Gathering Company. Originally Valero was a subsidiary of the Coastal Gas Corporation. A £1.6 billion settlement that occurred unanimously in 1978 by the Texas rail road commission, resulted in Valero being born. (Marketing, 2019)
Valero started to diversify in the 1980’s, Valero bought half of a Texas owned refinery – Saber Energy. It was the part ownership that laid out Valero’s future. It was known as “Refinery of the Future” (Marketing, 2019) 
According to (Valero, 2019) Valero at present employs over 10,000 people, it is the world’s largest independent refiner with a daily throughput of 3.1 million barrels. Valero’s headquarters are still in San Antonio, and the company its self has branched out into Canada, United Kingdom and Ireland. 
The author started her apprenticeship at the age of 18 with SEM Logistics in September 2016, prior to this she had worked every school holidays from the age of 15 helping with admin work. The author had worked for SEM for 2 years permanently when it was announced that Valero were to buy out SEM Logistics. 
Valero had been in charge for no more than 6 months when they decided to announce that redundancies were being made. During all the meetings around the time of the sale, employees asked questions regarding redundencies and were simply answered with “all of your jobs are perfectly safe for the forceable future, we cannot change anything for 12 months”. The redundancies were announced in October last year, yet nothing happened until the December. A town hall meeting was called and employees were told that the departments that were going to be affected were Maintenance, Engineering, Operations, Electrical, Management and finance. The author comes under the Engineering department. Employees were told that we would know soon, nothing more was said for a month. 
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The redundancies were announced by calling a “town Hall” meeting, where employees received the information that redundancies were to be made in every department. The news of the redundancies was unknown to the local management team as well as employees. Valero left it over a month before they gave any more information about who was to be made redundant. Every employee in every department was left wondering whether or not they would become jobless and if that was the case when that would be, as employees received no time line.
Valero expected the terminal staff to carry on as normal during this time.  When Valero did finally give out the letters of redundancy, they failed to hand out the letters in one go. Resulting in the employees find out at different times. In addition, many of the employee’s managers were not aware of who was being made redundant so they were unable to help or deliver the news to employees. 
The letters of redundancy took 3 weeks to reach everyone they needed to. This severely effected morale, work rate and trust in the new company. As said by (INC, 2013) “lack of information and unanswered questions can start the silence spiral among your employees” which is exactly what happened in Valero. Work and production rates plummeted and moral was at its lowest.  
It soon became apparent that none of the staff we were covered under the TUPE agreement, allowing Valero to make changes as quickly as they did. Instantly different to what was said before the takeover. Employees were not covered under TUPE because SEM Logistics were the only European facility SEM Group owned. Meaning that they sold us as an individual asset (SEM Logistics). Only a small part of the main company resulting in us not being covered in the TUPE. Meaning that Valero didn’t have to honour any of our agreed terms and contracts we had with SEM, allowing them to change what they liked. 
[bookmark: _Toc5966786]Part 2: How did Valero implement the change with reference to well-known theories
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Lewin’s force field analysis has been widely used in many businesses since 1940, assisting companies in determining whether change is needed. It enables businesses to see if it will be successful and how to strengthen the forces for or against change. It is then followed up by Lewin’s 3 step model of how to implement the change, and what a company is aiming for in the work place. The underlying idea of this analysis is that when driving forces are stronger than the restraining forces, equilibrium will be no more and things will change.  Lewin’s force field encourages companies to take all the factors that will affect people into consideration, and how certain departments will be affected whether that be positively or negatively and then decide if the change should happen. (Force field analysis , 2019). According to (Force field analysis Kurt Lewin , 2017) 
[bookmark: _GoBack]Before the redundancies, Mechanical fitter and electrical jobs were rarely contracted out, work was all done on site. Invoices and orders were processes on site. HR queries were all dealt with on at the terminal and it was easy to have any problems sorted out. 
Post redundancies, the vast a majority of maintenance is contracted out, are invoices and orders have to be paid and raised from London. We lost half of our maintenance and electrical team, we lost our local finance department as well as our local IT department. We no longer have a HR manager onsite, all HR queries are dealt with in London. Every worker over the age of 65 had to retire, this resulted in years of experience immediately being lost. With Valero in charge, the terminal is at its busiest and the staff are expected to keep up with the work rate. This is impossible, ultimately resulting in work not being completed to a high standard and jobs being rushed.  
[image: ]

(IFMforce Field analysis, 2016)
This force field analysis shows that in my replica both reasons for change and reasons against change are balanced, however Valero felt that the redundancies were necessary. I feel that this represents the situation as a whole well. Valero have an “ideal” business model that they want every terminal they own to adopt, if you don’t fit in their business model then they remove you. The main reasons that Valero wanted to go ahead with the redundancies was a money saving. Their argument for making permeant staff redundant is that if the work is too much for the employees to handle, it is cheaper to use contractors.   Were able to strengthen the forces for the change and then they implemented. The biggest strengthening factor for the change would be the money saving, and on paper a more efficiently run terminal. 
 Lewin’s 3 step model could also have assisted Valero in implementing the redundancies. Stage one “unfreeze” meaning if the change is not a popular one, employees can resent the change and “freeze”. The idea with this stage is to make employees “change ready” or “unfrozen” (Foster, 2013 ) Valero do not seem to have paid attention to this stage as they did not make any attempts to prepare their employees for the change. They didn’t make any effort with any of the employees. 
The second stage of Lewin’s 3 stage plan is “transition”, this refers to when it becomes apparent that the change is going ahead. The aim for the business here is to keep employees in the “unfrozen” state. Again, Valero did not implement this at all, as employees we had to accept that the change was happening, even with no explanation. Production and morale will be at its lowest during this stage.  This stage is the hardest stage to overcome, meaning that communication and support are critical, Valero severely lacked in both of these areas. As said by (Study.com, 2018) “The more prepared they are for this step, the easier it is to complete”. It is also said that it is very important to constantly remind employees of why the change is happening and of the positive outcomes that will come with it. 
The third and final stage of Lewin’s 3 stage plan is the “refreeze” stage. This relates to when the change has happened and your employer should be working to get everyone back into “familiar environment” (Foster, 2013 ) morale and production pick back up. With the take over and redundancies it still does not feel like we have made it back to a “familiar environment”. (Study.com, 2018)
Overall Valero did not seem to follow Lewin in any way. Throughout the whole process there was a significant lack of communication which resulted in lack of trust, worry and almost no work being done. 
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[image: Image result for maslow's hierarchy of needs]Maslow’s hierarchy of needs is motivational theory based around pyramid of human needs “hierarchical levels within a pyramid” (Mcleod, 2018)






(Mcleod, 2018)

It states that the needs at the bottom of the pyramid must be met first before enabling individuals to move up the pyramid. Not all needs but some on each level must be met before an individual can move up the pyramid. (Cherry, 2018)
Maslow’s generic pyramid refers to basic physiological human needs, however if you link it with business the bottom level of the pyramid would be items such as pay and pleasant working conditions. With the redundancies being made, employees weren’t guaranteed that they would continue to receive a monthly salary. Meaning that for some people items on the very bottom of the pyramid were not being met.  This is backed up by (Mullins, 2010) where he says “Where there is little pleasure in the work itself or the job offers little opportunity for career advancement, personal challenge or growth, many people may appear to be motivated primarily, if not exclusively, by money”. Meaning that with no guaranteed driving force or financial gain, there is not much motivation. 
The second level up on the pyramid refers to safety, in business terms meaning a safe working environment, company benefits and job security. The working environment at Valero has always been safe and continues to be, however there was no job security whilst the redundancies were happening and a potential for your company benefits to be taken away. With reference to Valero two items on this level weren’t being met resulting in very low morale and production as employees were not able to progress up the pyramid. 
The third level refers to social needs, in business terms it refers to friendly supervision, cohesive work group and professional associations. During the redundancies there was an obvious lack of supervision, there was little or no communication from Valero bosses or the local managers. As employees we felt lost as employees were not being given any supervision with regards to the redundancies or day to day tasks and many of our questions were ignored.  
The fourth level referring to esteem, with regards to work this means elements like social recognition, job title and feed back from the job. At no point did any employees receive any recognition or feed back for months. 
The top box on the pyramid is self-actualisation, this links to aspects such as a challenging job, opportunities, achievement in work and advancement within the organisation. None of these factors came into play for months after Valero took over. Employees were not given any “challenging” work during the redundancies, as pointed out by Maslow and backed up by (Mullins, 2010) “Intrinsic motivation is related to ‘psychological’ rewards such as the opportunity to use one’s ability, a sense of challenge and achievement, receiving appreciation, positive recognition and being treated in a caring and considerate manner”, with no sense of challenge motivation lacked. Also this can be linked back to the fourth level of the pyramid as no recognition or appreciation for continuing to work was acknowledged. 
Overall, motivation was very low. Many employees were not reaching the motivational targets in the first two boxes of the pyramid, the local managers to the Terminal tried their best to make the redundancies better. It was obvious they were trying to implement these or similar theories.  The way Valero decided to deal with the organisational change ultimately resulted in little work being done and the terminal being a miserable place to go every day.  I also think that it has had a lasting negative effect on Valero, employees were not treated fairly, kept up to date or acknowledged when they asked questions. (L, 2014). 
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Throughout this report it is clear that Valero Management did not seem to manage the redundancies at work using any of the theories discussed. 
Locally to the authors terminal, motivational and management theories have tried to be implemented throughout the organisational change, however Valero Management making it difficult to do so. Local managers had an impossible job because the decision for the redundancies came from Valero in London and San Antonio and the local managers had no input to the decisions and how things were to be dealt with. Local managers are used to dealing with the SEM way or running a terminal, which intern is very different to the Valero way. 
I conclude that part of why the redundancies were handled so badly were because the people making the decisions were away in London and America, meaning that they wouldn’t have to deal directly with the employees whose jobs were at risk. 
Post redundancies, the author does not feel that Valero is a better place to work. The terminal is now being run with the bare minimum number of staff, motivation and morale are yet to return. 
It has been interesting to learn about these theories and to realise just how poorly Valero dealt with the redundancies. 
To conclude, the organisational change could have been handled considerably better by implementing theories such as Lewin, Maslow and paying attention to Mullins. If these theories were used the author concludes that 
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