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PD05 A2 Assignment
Prepare a Project Initiation Document (PID) for project proposal in Task 1. The PID is to cover:   

1.   The Terms of Reference (TOR) for the Project (Assessment criteria 2.1.1 and 2.1.2).    
[bookmark: _Hlk11506553]2.    The work packages that make up the stages and the stages that make up the project (Assessment criteria 2.2.1,  3.5.1 , 4.1.1, 4.1.2 and 4.2.1 ).   
3.   The sequence of events in the form of a PERT diagram and accompanying analysis of probability of completion (Assessment criteria 2.2.1 and 2.2.2.
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1.0 Introduction
The following report will outline a Project Initiating Document (PID), following the submission of a business case for Biotage GB Ltd to upgrade its Enterprise Resource Planning (ERP) system.  The PID will include the organisation’s baseline project plan, including its ‘Terms of Reference’ (TORS), the deliverables required for effective project fulfilment and stage sequencing illustrated by PERT analysis.
Biotage is a global manufacturer of analytical chemistry products, with key customers including pharmaceutical manufacturers and health service providers. The company currently employees 330 people, manufacturing its products in Wales and operating sales and distribution hubs in Sweden, Asia and the USA (Biotage, 2019).

2.0 Project Terms of Reference (TOR)
The Project Management Institute (2013) identify the ‘Terms of Reference’ (TOR) as the definition of a project’s purpose and structure to achieve a defined goal. Continuing further, the PMI propose that TOR should include:
· The goals of a project - through visions, objectives and deliverable outputs
· The structure of a project – including personnel roles and responsibilities and a formalised project’s organizational structure.  
· The needs for a project – The planning of resources required for project delivery including human, financial, physical and quality (management).
· The timings for a project – including scheduling and the breakdown of work
As a result, this PID proposes the following Terms of Reference for Biotage’s ERP upgrade project:

2.1 The project goals
The goal (or primary output) of the project is the successful migration of Biotage’s ERP system from Microsoft Dynamics AX 2009 to Microsoft Dynamics AX365.  The business case to justify the initiation of the project includes the following advantages:
· The ability to increase operational efficiency and capability through the adoption of innovative ERP technologies such as; barcode scanners, mobile/tablet functionality and planning/management software of increased sophistication.  Unfortunately, many of these innovations are incompatible with Biotage’s current ERP system.  This requirement has been driven by several years of sustained business growth and Biotage’s corporate objective to implement continuous improvement to its supply chain processes.
· Microsoft Dynamics AX 2009 updates and support have been discontinued and therefore Biotage must update its ERP system to address potential security vulnerabilities, which if exploited, could have catastrophic effects on Biotage’s operations and supply chain (Correa, 2017).



2.2 Project methodology
The methodology of reference for Biotage’s ERP upgrade project is Prince2 – (Projects IN Controlled Environments).  This methodology is a standardised, process driven framework, which is industry universal and also adopted by the UK Government.  Its flexibility and adaptability (Gomez and Jimenez, 2019), means that it is therefore widely considered to the most prevalent methodology for managing projects in the UK.  Prince2.com (2019) proposes that Biotage can effectively mitigate against the following 7 key project factors:
· Ensuring business justification
· Recording lessons learnt
· Defined roles and responsibilities
· Managing by defined stages
· Managing by exception (issues and problem management)
· Managing products (work outputs)
· Tailoring Prince2 to the relevant project environment
Biotage already has previous experience in delivering projects successfully via the Prince2 methodology and has trained relevant employees to Practitioner level (AXELOS, 2019) in order to increase familiarity and competency in its implementation (Mullins, 2016).  

2.3 Project timing
The Project Board have allocated 19 months for the ERP project to be completed. With reference to analysis of the project’s PERT scheduling (see 4.0), this time allocation is aligned with the most pessimistic forecast for completion.  The most likely duration of completion is 14 months.  

2.4 Project resource requirements
In addition to time resource, this project also requires human, physical and financial resources to ensure successful delivery.  With regards to human resource requirements, this project requires 16 members of staff (including the Project Manager) – see 2.6 for a full organisational structure. With reference to physical resources, the ERP migration will require the following hardware and software:
· 4 x new IT servers
· 300 x AX365 licences
· 1 x new Application Virtualisation software
· 50 x AX365 compatible barcode scanners
· 20 x tablet computers
· 20 x new laptop computers
· Support packages for the above hardware
In order to achieve project fulfilment with the above resource requirements, the Project Board have allocated a total budget of £3.5 million.  However, this will not be released in its entirety and will instead be released in instalments to minimise resource risk – see 4.1.


2.5 Project control procedures
As suggested by both Prince2 (2012) and Lock (2007), Biotage will implement several control procedures throughout the Project.  These will include:
· Monthly review briefings – these will include the entire project team and will provide a cross-functional platform to discuss progress and outstanding issues.
· Stage control (see 4.1) – to include the project manager and project board, who on completion of a project stage will review and approve the viability of proceeding to the next stage.  Approval will also trigger the release of necessary resources to implement project work.
· Change control (see 3.1) – for internal and external factors that cause issues/problems to the project plan or business case in their current form. This procedure instructs the appropriate escalation, review and recording of such occurances.
· Configuration management (see 3.2) – project changes will ultimately result in changes to deliverable products. Therefore, this procedure will instruct the mechanism of managing and recording changes to products and the potential consequences to interrelated products.

2.6 Project organisational structure
This PID report has outlined that Biotage’s ERP upgrade project will adopt the Prince2 methodology.  As a result, Biotage will also implement the standard Prince2 organisational structure.  Therefore, this report/PID outlines the following project structure (figure 1) (with reference to the standard Prince 2 structure illustrated in figure 2):
Figure 1 – Biotage’s ERP project organisational structure
	Project Role
	Allocated Person(s)

	Project Board
	IT Director, Operations Director, UK (Country) director

	Project Manager
	Global IT Architecture Manager

	Project Team/Work Delivery Managers and reporting team members
	UK Finance Manager (and supporting staff)
Reporting – 3 x Finance Officers

UK Production Manager (and supporting staff)
Reporting – 3 x Production Supervisors

UK Materials Manager (and supporting staff)
Reporting – 1 x Procurement Officer and 1 x Production Planner

UK Customer Service Manager (and supporting staff)
Reporting – 2 x Customer Service Officers

UK IT Manager
Reporting – 1 x IT Assistant


Figure 2 – Prince2’s standard organisational structure (AXELOS cited by Rad, 2019)[image: Image result for prince2 team structure]











Given the cross functional nature of Biotage’s ERP system (including sales, warehousing/materials, production and finance), this PID outlines a cross-functional project team with skills and expertise that are appropriate to each functional area. For this reason, functional managers have been assigned team management roles in relation to their operational areas. 
The position of Project Manager has been assigned to the Global IT Architecture Manager, whose significant IT project management knowledge and experience makes them the most appropriate employee for this position.  They are also responsible for overseeing the business as usual (BAU) operation of Biotage’s current ERP system and will continue to do so throughout the project.

3.0 Project deliverables - products  
In order to achieve the overall project deliverable of migration to a fully functional AX365 ERP system, all of the following contributory products must be delivered by their responsible team manager:

	ID
	Product
	Justification 
	Responsible project personnel

	P1
	Legitimate finance data for migration
	To ensure migrated financial data is accurate and intact for reliable use on new ERP system
	UK Finance Manager

	P2
	Finance AX365 workflow design
	To ensure that accounts receivable/payable work processes intended for the new ERP system are viable, efficient and effective
	UK Finance Manager

	P3
	Finance AX365 staff training – hardware, software and workflow
	To ensure that finance staff are competent in the use of AX365 and their functional workflows
	UK Finance Manager

	P4
	Legitimate production data for migration
	To ensure migrated production data is accurate and intact for reliable use on new ERP system
	UK Production Manager

	P5
	Production AX365 workflow design
	To ensure that production work processes intended for the new ERP system are viable, efficient and effective
	UK Production Manager

	P6
	Production AX365 staff training – hardware, software and workflow
	To ensure that production staff are competent in the use of AX365 and their functional workflows
	UK Production Manager

	P7
	Legitimate materials data for migration
	To ensure migrated production data is accurate and intact for reliable use on new ERP system
	UK Materials Manager

	P8
	Materials AX365 workflow design
	To ensure that purchasing, planning and warehousing work processes intended for the new ERP system are viable, efficient and effective
	UK Materials Manager

	P9
	Materials AX365 staff training – hardware, software and workflow
	To ensure that production staff are competent in the use of AX365 and their functional workflows
	UK Materials Manager

	P10
	Legitimate customer services data for migration
	To ensure migrated customer data is accurate and intact for reliable use on new ERP system
	UK Customer Services Manager

	P11
	Customer services AX365 workflow design
	To ensure that sales or management work processes intended for the new ERP system are viable, efficient and effective
	UK Customer Services Manager

	P12
	Customer services AX365 staff training – hardware, software and workflow
	To ensure that customer service staff are competent in the use of AX365 and their functional workflows
	UK Customer Services Manager

	P13
	Completed hardware architecture for ERP migration
	To ensure that an appropriate IT hardware (servers, barcode scanners etc) are in place to accommodate the migration of operational data from AX 2009 to AX 365
	UK IT Manager

	P14
	Completed software infrastructure for ERP migration
	To ensure that appropriate IT software (AX365 installation and user access) is in place to accommodate the migration of operational data from AX2009 to AX365
	UK IT Manager

	P15
	IT AX365 staff training – hardware, software and workflow
	To ensure that IT staff are competent in the use of AX365 and their functional workflows
	UK IT Manager

	P16
	Migration of AX 2009 data to AX 365
	To ensure the complete, legitimate transfer of operational ERP data from AX 2009 to the new AX365 system
	UK IT Manager

	P17
	Completed user acceptance testing (UAT)
	To ensure that all AX 365 functions are performing correctly, before hand over to end users
	UK IT Manager



3.1 Change control procedure
Revisions to project deliverables as described above are an example of change.  The Prince2 methodology recognises that projects are subject to change as a result of ‘the identification, assessment and control of issues’ as they occur.  Lock (2007) supports this, proposing that such instances have the potential to cause disruption and additional cost to a project in progress – effects which can be significantly worse if controlled poorly.
As a result, this PID instructs the use of a Prince2 aligned change and issue management procedure to ensure thee effective management of changes and issues.  This will entail the following numeric system of identifying issues and problems:
In order to establish the severity of an affecting factor, Biotage will implement a rating scale of 1 to 4:
· 1 (Critical) – An issue that effects the viability of the project
· 2 (Major) – An issue which affects the project’s business case in its current form
· 3 (Significant) – An issue which may require changes to the project plan, whilst not affecting the integrity of the business case
· 4 (Minor) – A smaller issue which does not require escalation, but should be recorded and could be discussed at a later time

As per the above classification of issues of varying severity, this PID also instructs them to be escalated accordingly:
For issues rated at levels 1&2 (critical and major) – the issues are considered to be a threat to the project business case and therefore the viability of the project.  Therefore, issues and change requests are to be escalated/referred to by the Project Manager to the Project Board, which consists of Biotage’s COO, CTO and UK MD. The Project Board are responsible for reviewing and (if appropriate), approving a change.  Such issues will be recorded in a formal ‘Issue Register’, which will be hosted in an Excel database on the organisation’s SharePoint facility.
For issues rated at level 3 (significant) – As level 3 issues and changes are limited to the project plan (and not the ongoing viability of the business case), Biotage’s Project Board have requested that these are delegated to the Project Manager.  However, as some significant issues could in fact develop into major issues, level 3 issues should still be formally recorded on the ‘Issue Register’.
For issues rated at level 4 (minor) – As level 4 issues and changes are limited to a work package level, the responsibility for reviewing these issues will be delegated to Team Managers and recorded in a Daily Log.

3.2 Configuration management procedure
As per the aforementioned work packages, Biotage’s ERP upgrade project aims to deliver products, culminating in the primary deliverable; a fully operational AX365 ERP system.  However, variables in the project environment can sometimes result in changes to project deliverables (the products), which as a consequence can mean the consideration of changes to other deliverables.  In the context of IT, such an example could be a modification to software, meaning that alternative hardware may also be required in order to support the alternative software characteristics.  
As a result, Biotage requires a structure approach to managing such ‘configurations’ effectively.  Therefore, in line with the Prince2 methodology, this PID instructs the use of ‘Configuration Management’, defined by Prince2 (2012) as; ‘technical and administrative activities concerned with the creation, maintenance, and controlled change of configuration of throughout the life of a product’.
In order to achieve this, Biotage shall implement a record keeping structure through a configuration management register, compiled through a Microsoft Sharepoint hosted spreadsheet.  Once approved by the Project Manager and relevant Team Manager, product variations and changes can be recorded, including the interlinked relationships with other products, which may also require review. The following fields will be included in the configuration management register, as suggested by Prince2 (2012):

· Product ID – unique to each deliverable
· Description – of the deliverable 
· Revision number – of latest version of the deliverable
· Variant – if applicable
· Date – of latest configuration entry
· Author – of record entry, to aid traceability
· Interelated products – Including details of interlinked product IDs and additional details regarding their relationship

4.0 Project sequencing - PERT diagram and analysis of completion
The following stage scheduling (figure 3), PERT chart (figure 4) and accompanying analysis (figure 5) outlines Biotage’s schedule for project delivery, including the timings of individual stages and related deliverable products. The use of PERT scheduling is supported by Kerzner (2009), who suggests that its strengths lie in its ability to identify stage interdependencies and support critical path analysis; thereby enabling an organisation to eliminate idle time and ‘determine where the greatest efforts should be made to keep a project on schedule’.  Whilst acknowledging the complexity of a PERT chart and its labour-intensive upkeep requirements, Kerzner (2009) reiterates that PERT analysis remains the more extensive planning tool available to organisations in the management of projects.  
Based on Biotage’s ERP project schedule, the most pessimistic estimate for project completion is 19 months, which is reflected by the baseline 19 months allocated by the Project Board in Terms of Reference (TOR) – section 2.3. However, PERT analysis suggests that the expected project completion time is 14.2 months, with a probability of completion by month 15 of 93.9%






Figure 3– Project stages, proceeding stages, likely durations and resulting deliverables
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[image: ]Figure 4 – Biotage ERP Project PERT diagram
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[image: ]Figure 5 – ERP project stage analysis – optimistic/likely/pessimistic timings, expected timings and standard deviation

4.1 Stage control procedure
Through its PERT chart, Biotage’s AX365 ERP project is divided into stages, with each designed to deliver a contributing product.  As discussed in 3.1, Prince2 (2013) acknowledges that as a project progresses, internal and external factors of varying levels of risk can influence the project plan in its current form.  
Therefore, to mitigate the level of risk accepted by an organisation, Lock (2007) proposes that a review be conducted on stage completion.  This enables organisations to evaluate the current project environment and the viability of progressing to the next stage. Therefore, this PID instructs the use of stage review meetings upon the completion of each stage in the AX365 project.  
By conducting stage reviews including the Project Board, Project Manager and Team Managers, the stage review group can utilise significant cross functional expertise to evaluate project progress and the viability of proceeding to the next stage.  In line with the Association of Project Management (via its APM Body of Knowledge methodology), Biotage will also use stage reviews as a gateway to the release of required resource (time, financial, physical and human).  APM suggests that by doing so, Biotage can apply greater control and minimise risk to resources by not releasing all resources at the beginning of the project (APM, 2012).
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Deliverable

Preceding |I_\i/|k0§|:/ Project
Activities Duration Products
(from PID)
A Formalise project plan and brief team 1 N/A
Legitimise ERP system data in preparation for A 4 P1, P4, P7,
B migration - Materials, Finance, Sales, Production P10
Install hardware infrastructure to accomodate
c AX365 A 2 P13
D Install AX365 software C 1 P14
Complete design of hardware/software workflow - B&D 4 P2, P5, P8,
E Materials, Finance, Sales, Production, IT (admin) P11
Workflow hardware/software staff training - E 5 P3, P6, P9,
. Materials, Finance, Sales, Production, IT (admin) P12, P15
G Migration of AX 2009 data to AX365 ERP E 1 P16
H User Acceptance Testing (UAT) F&G 2 P17
| AX365 Live launch H 1 N/A
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Project 
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A

Formalise project plan and brief team 1 N/A

B

Legitimise ERP system data in preparation for 

migration - Materials, Finance, Sales, Production

A 4

P1, P4, P7, 

P10

C

Install hardware infrastructure to accomodate 

AX365

A 2 P13

D

Install AX365 software  C 1 P14

E

Complete design of hardware/software workflow - 

Materials, Finance, Sales, Production, IT (admin)

B&D 4

P2, P5, P8, 

P11

F

Workflow hardware/software staff training - 

Materials, Finance, Sales, Production, IT (admin)

E 2

P3, P6, P9, 

P12, P15

G

Migration of AX 2009 data to AX365 ERP E 1 P16

H

User Acceptance Testing (UAT) F&G 2 P17

I

AX365 Live launch H 1 N/A
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Free float:

Stage C 1 month
Stage D 1 month
Stage G 1 month

Critical Path:
14 months A, B, E, F, H,









Free float:

Stage C  1 month

Stage D 1 month

Stage G 1 month

Critical Path:
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Most Likely

Expected

Critical

Optimistic Duration Pessimistic Time Variance Path?
A Formalise project plan and brief team 1 1 2 1.167 0.028 |Yes
Legitimise ERP system data in preparation for
B migration - Materials, Finance, Sales, Production 3 4 5 4.000 0.LIT Yes
Install hardware infrastructure to accomodate
C AX365 1 5 3 2.000 0.111 |No
D Install AX365 software 1 1 2 1.167 0.028 |No
Complete design of hardware/software workflow -
E Materials, Finance, Sales, Production, IT (admin) 3 4 5 UL Bl NES
Workflow hardware/software staff training -
F Materials, Finance, Sales, Production, IT (admin) 1 2 2 e bz es
G Migration of AX 2009 data to AX365 ERP 1 1 2 1.167 0.028 [No
H User Acceptance Testing (UAT) 1 2 3 2.000 0.111 [Yes
I AX365 Live launch 1 1 2 1.167 0.028 [Yes
10 14 19 14.167 0.417

Standard Deviation

Alternative duration:

Probability that project will be complete by month
15

0.645755 weeks

93.90%
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A

Formalise project plan and brief team

1 1 2

1.167 0.028 Yes

B

Legitimise ERP system data in preparation for 

migration - Materials, Finance, Sales, Production

3 4 5

4.000 0.111 Yes

C

Install hardware infrastructure to accomodate 

AX365

1 2 3

2.000 0.111 No

D

Install AX365 software 

1 1 2

1.167 0.028 No

E

Complete design of hardware/software workflow - 

Materials, Finance, Sales, Production, IT (admin)

3 4 5

4.000 0.111 Yes

F

Workflow hardware/software staff training - 

Materials, Finance, Sales, Production, IT (admin)

1 2 2

1.833 0.028 Yes

G

Migration of AX 2009 data to AX365 ERP

1 1 2

1.167 0.028 No

H

User Acceptance Testing (UAT)

1 2 3

2.000 0.111 Yes

I

AX365 Live launch

1 1 2

1.167 0.028 Yes

10 14 19 14.167 0.417

Standard Deviation 0.645755weeks

Alternative duration:

Probability that  project will be complete by month 

15 93.90%


