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[bookmark: _Toc97890422]Evaluation of my knowledge, skills and ability in relation to change 

Change is necessary for long term sustainability, so understanding how to implement change effectively is essential to success. While several change theories and models of change exist, Lewin’s three-stage Model of Change is one of the oldest and most well-known change management models, which “focuses on the psychological aspects of behaviour modification”. (Rees & French, (2016), p. 112) This model focuses on the three stages of change; unfreezing, change and refreezing. 

In the new CIPD Profession Map, ‘change’ is one of the core knowledge areas. I used the Profession Map to evaluate my knowledge, skills and ability in relation to change, and discussed my development needs with my manager. 

I am currently working at Associate Level, which means that I understand “how to explain why change is happening, and basic models for how people experience change”. (CIPD, n.d.) Although I have been involved in several change processes at Valero, my involvement to date has been limited to supporting the change processes by implementing changes within the HR systems, such as updating job titles and reporting lines. 

In order to develop my skills, I need to be more involved at all stages of a change process. Using a model of change, and implementing a change plan can help to guide me through a change process, ensuring I consider important factors such as the scope of the change, stakeholders, communication and support, timescales and resources.  
  
Undertaking several development activities, will help me to develop my knowledge, ability and skills to allow me to “listen to, engage and mobilise a range of stakeholders to enable change and build capability” (CIPD, n.d.)
 
Actions agreed:
1. Read the CIPD's factsheet on change management to learn how to manage, enable and support change
2. Refer to the book 'Making Sense of Change Management' learn about different theories and models of change management.
3. Read the People Management article 'Six ways to help guide employees through change'. 
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“A SWOT analysis is a planning tool used to understand key factors - strengths, weaknesses, opportunities, and threats - involved in a project or in an organisation.” (CIPD, 2020). It is a simple way to identify and link internal strengths and weaknesses to external opportunities and threats. A SWOT analysis can be particularly useful when planning change.

In February 2021, Valero’s San Antonio Headquarters (SAHQ) requested Pembroke Refinery re-align the maintenance job titles to those in the US refineries. The aim of the Valero Corporation is to have all of its maintenance teams following the same structure and job title system to ensure consistency and transparency across all refinery locations. In order for us to follow the structure in the US, there are several job titles that will need to be re-aligned. The job titles that will need to change are Asset Technician, Planner, Scheduler, Supervisor (various), Coordinator (various), Staff Coordinator and Superintendent (various). It is also hoped that having a standardised approach to job titles will streamline the recruitment process and simplify the promotion process. 

Undertaking a SWOT analysis allows me to consider the strengths, weaknesses, opportunities and threats of the proposed change. One strength is that the culture at Pembroke Refinery supports organisational change and the Refinery Leadership Team (RLT) advocate organisational change as an opportunity to develop employees and improve the longevity of the business. Aligning job titles will create uniformity and ensure consistency, parity and transparency within the maintenance team. And the wider corporate organisation 

A potential weakness is the loss of identification of maintenance discipline from the job title, for example the electrical supervisors, instrument supervisors and mechanical supervisors will all be retitled as a maintenance supervisor. This could be somewhat concerning for these employees, who are particularly proud of their trade and discipline. This could also potentially cause some confusion, particularly for employees and workers who are new to the business. Similarly, there will be a loss of key skill from job titles Those employees who are currently undertaking a ‘planning’ or ‘scheduling’ role within the maintenance team will be retitled as a relevant discipline maintenance technician, for example, a mechanical planer will be retitled as a mechanical technician. While this will give the business a bigger pool of maintenance technicians, the title change may cause those employees some concern as employees with these specific skills are highly sought after by the business, and well respected within the maintenance team. 

The changes will create an opportunity to promote ownership and drive efficiency improvements, which in turn will improve productivity and profitability. However, the main threat to consider is potential attrition. If employees are unaccepting or grieved by the proposed changes, they may seek employment elsewhere. Therefore, it is important that communication is targeted, clear and concise in order to reassure employees.       





	SWOT

	STRENGTHS
	WEAKNESSES

	
Consistency
Parity
Transparency
Culture – accepting of change

	
Loss of discipline identification (e.g., mechanical, electrical, instrument etc.)
Loss of key skill identification (e.g., planning, scheduling etc.)

	OPPORTUNITIES
	THREATS

	
Drive efficiency improvements
Ownership

	
Attrition
Competitors
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A key factor to consider when planning for change, is the communication strategy. The Advisory, Conciliation and Arbitration Service (ACAS) provide a sample communication strategy in their ‘How to manage change’ booklet, that employers can use when managing change. A communication strategy is a fundamental step in a change plan. 

I met with my manager to discuss the communication strategy. We reviewed the initial strategy plan and made changes as appropriate (in red font). 

We discussed best practice in terms of communication, starting with the importance of communicating the need for change clearly, consistently and with good timing to avoid misinformation. Maintaining communication, before, during and after the change process is key to addressing questions and concerns. 

	Communication Strategy DRAFT

	Issue 
	Pembroke Refinery’s current maintenance organisation does not align to the US Refineries. Pembroke Refinery has been directed by SAHQ to align the maintenance department titles to the US Refinery locations. This will involve making a number of changes to current job titles within the maintenance structure, to create uniformity and transparency between roles.

	Research 
	The culture at Pembroke Refinery supports organisational change.
Previous change processes (re-organisations) show that employees welcome change, and feedback is typically positive.


	Communication Objectives 
	To raise awareness of the changes.
To explain the rationale for the changes.
To reassure employees that the changes affect job titles only. 
To have two-way communication that addresses questions and concerns.


	Audiences 
	The Refinery Leadership Team (RLT).
Employee Consultation Forum (ECF).
Maintenance workgroups (incl. employees directly affected and indirectly affected).
All other employees.
HR Administration Services (HRAS). 


	Key Messages
	Draft communication to affected employees:
We have recently been working with the corporate office in San Antonio to re-align our Maintenance Job Titles to those in the US. The aim of the Valero Corporation is to have all of its maintenance teams following the same structure and job title system. In order for us to follow the structure in the US, several job titles that will need to be amended, as follows:
· Asset Technician/Planner/Scheduler to become relevant area Technician (or equivalent Associate or Senior Technician);
· Supervisor (Various) to become Supervisor Maintenance; 
· Coordinator (Various) to become Supervisor Maintenance; 
· Staff Coordinator to become Superintendent Maintenance; and
· Superintendent (Various) to become Superintendent Maintenance.

This will mean that there will be a job title change for some employees within the maintenance department. We are proposing that this change takes effect from [date TBC], so it aligns with the date of the other changes that will be made following the end of the Turnaround.

We do not consider this to be a substantial change to your contract of employment (as all of your other terms and conditions of employment will remain the same) and the above change is in line with our right to make reasonable changes to your terms and conditions of employment. You will continue to do the same role, it is just that the title given to that role in the US is different to that in the UK and we need to update our system accordingly.  

If you have any queries or concerns in relation to this, please do not hesitate to contact your ECF representative or the HR department to discuss within 10 days.

Consideration should be given to formally informing all other employees within the maintenance team that they are not directly affected by the changes.

	Tactics/Channels
	Initial collective communication with maintenance workforce, informing them that SAHQ have requested maintenance job titles to be aligned to US refineries. 
Follow up consultation with individual employees. Ensure communication with affected employees is within a specific timeframe to avoid misinformation.
Allow employees time to raise questions and concerns with their direct supervisor, the ECF, or HR.
Follow up letter to be sent to all employees confirming the changes.


	Risks
	Rejection of proposed changes.
Delays in implementation.


	Measurement
	Receive feedback through the ECF. 
Review ‘Ask the RLT’ submissions.


	Review 
	Ongoing meetings with the ECF will allow real time feedback from employees to be considered.
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