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	Assessment Criteria Table
	

	Learning Outcome - The learner will:
	Assessment Criterion - The learner can:
	Demonstrated in Paragraph(s)

	1.1
	Understand the internal dynamics of organisations and the factors that determine them
	1.1.1
	Develop appropriate organisational control structures
	1.0, 2.1, 2.2, 6.0

	
	
	1.1.2
	Critically analyse the performance of an organisation
	

	1.3
	Understand the importance of change and why it takes place
	1.3.1
	Develop a plan to implement an organisational change
	3.0, 6.0



4.1, 4.2, 6.0

	
	
	1.3.2
	Demonstrate how to manage a process of change within an organisation
	

	1.4
	Understand the information needed to meet corporate objectives
	1.4.1
	Develop an appropriate information system for an organisation
	

	4.5
	Understand the concepts of financial and non-financial performance appraisal
	4.5.3
	Demonstrate how to manage non-financial performance indicators to ensure outcomes are achieved
	5.0, 6.0





[bookmark: _GoBack]1.0 Introduction
Biotage is a multinational organisation, specialising in the manufacture and distribution of high performance analytical chemistry products.  Target customers include beverage manufacturers, drugs testers, academic institutes and health service providers.  Biotage currently employees 330 people, manufacturing its products in the UK (South Wales) and operates distribution hubs throughout Europe, Asia and the United States of America (Biotage, 2017).
The following report aims to appraise the impact and management of Business Process Re-engineering of Biotage UK’s Goods Outward’s process.  This will include the evaluation of the internal dynamics (organisational structure) of the organisation and the factors that determine them.  Furthermore, the catalysts of change will also be discussed, whilst considering the need for effective information and performance management in achieving the resulting BPR objectives.

2.0 The internal dynamics of organisations and the factors that determine them

2.1 The organisational structure and internal dynamics at Biotage
Organisational Structure is concerned with ‘the pattern of relationships among positions in the organisation and among members of the organisation.  It defines tasks and responsibilities, work roles and relationships and channels of communication’ (Mullins, 2016).
Biotage (UK) operates an organisational hierarchy, which is flat in nature, with all employees three levels (or less) below the Managing Director.  In the case of the Warehouse Department, four operators report to the Materials Manager, who reports to the Managing Director (See appendix 1).  Utilising this structure, Biotage’s Managing Director emphasises decentralisation, encouraging delegation and empowering departmental managers and their operators with greater autonomy than a centralised structure (Olson et al, 2005).  It is through decentralisation that Ullrich and Wieland (cited by Daugherty, 2011), indicate that organisations such as Biotage are able to increase idea generation, which in turn enables more successful process reengineering. Concurring, Lockamy and Smith (1997) identify creativeness and innovation as a key principle of effective BPR.
Given their mainly accounting background, Biotage’s Managing Director also implements decentralisation as a vehicle to promote specialization.  Through this strategy, department managers (and delegated subordinates) with significant functional knowledge and expertise are given the necessary authority to divide work and implement activities that are appropriate for the effective attainment of corporate objectives (Mintzberg cited in Daugherty et al, 2011). 

2.2 Biotage’s organisational structure for Goods Outwards BPR
Whilst Biotage’s BPR of Goods Outwards was cross functional, the Managing Director opted against creating a formalized project team. Instead, the functional managers of Warehousing, Finance, Customer Service, Manufacturing and IT were instructed to co-manage the reengineering process. Mullins (2016) suggests that through avoiding a project team structure, Biotage was able to circumnavigate a number of issues, which are detrimental to BPR.  One such issue is the potential for conflict between project and functional managers relating to employee work allocation and confusion caused by two sources of command. Furthermore, it can be suggested that by adopting a less formalized structure for the programme, Biotage could create an organic environment more accommodating of BPR, through quicker, more effective information and resource sharing and decision-making (Miles and Snow, 1992).  
However, Biotage’s decentralised; less formalised organisational strategy can also bring risks if overcommitted.  Adler (1999), suggests that if too much decentralisation is administered, a lack of co-ordination can ensue - resulting in wasted efforts that are detrimental to efficiency and counterproductive in BPR.  In addition, John and Martin (cited by Daugherty et al, 2011) argue that through formalizing its BPR project structure, Biotage would be more likely to make firm commitments of resources which would be utilised in the re-engineering of Goods Outwards.  
As a result, Mullins (2016), highlights the importance of balancing the two mechanisms, underlining that whilst Biotage must ensure that it empowers its employees with autonomy and support innovation, it must also ensure that management ultimately maintains end control of BPR activities and resources.


3.0 The Catalyst for change at Biotage and BPR
In recent times, Biotage has been subject to increasing pressure to implement change.  This is due to a variety of environmental factors including; cost and currency implications (Ross and Meakin, 2017), economic uncertainty (Osbourne, 2017) caused by the UK’s pending withdrawal from the EU, the growth of low-cost overseas bioscience competition (particularly in China), and ever increasing customer expectations.  It should also be noted that a large proportion of Biotage’s customer base are public funded.  Bodies such as the National Health Service and have been subjected to increased Government budgetary pressures (Massey, 2017), resulting in a drive to deliver increased value and performance from suppliers such as Biotage.
One method for Biotage to implement change is through Business Process Reengineering (BPR).  BPR can be defined as ‘a radical re-design of processes to gain significant improvement in cost quality and service’ (Ozcelik, 2010).  Through successful BPR, organisations can increase efficiency, reduce costs, improve quality and simplify processes (Guimaraes and Bond, 1996) - in turn, enabling Biotage to increase customer satisfaction and achieve competitive advantage.
The BPR discussed in this report relates to Biotage’s Goods Outward’s process. Until BPR was initiated, the Warehouse department’s stock management system remained external to the organisation’s Enterprise Resource Planning (ERP) platform, which already incorporated Customer Service, Finance and Manufacturing.  This resulted in significant duplicate data entry through a lack of functional integration, whilst a vast amount of time and human resource was also expended on manually generating picking lists for customer deliveries.
As a result, following feedback from the Materials Manager, the Managing Director outlined two key objectives for Goods Outwards BPR to be completed within 9 months – both of which were orientated towards reducing manual data entry and obtaining the speed and accuracy of Electronic Data Interchange (EDI) (Romney and Steninbart cited in Huang et al, 2014):
1. To reduce dispatch times.  To be achieved by streamlining activities associated with processing customer deliveries by integrating the Warehousing function into the organisation’s ERP system.
2. Shipping accuracy to be increased (less picking errors) by automating picking lists via ERP and integrating barcode scanning technologies in to the Goods Outwards process.  

Whilst these BPR objectives were solution specific, they were not quantitative, thereby making the improvement and ROI of the BPR difficult to measure. Underlining this, Latham and Yukl (1975), suggest that without quantifying its objectives, the lack of defined expectations can result in a generalization of efforts and ultimately a lower level of performance.    However, in balance, by focusing on BPR for a single function, Ozcelik (2010) proposes that Biotage could in fact realise greater performance benefits and lower the risk of failure in comparison to a cross-functional BPR programme.


4.0 The information required for Biotage to achieve BPR and corporate objectives
4.1 The importance of information for the attainment of BPR objectives
Effective information flow is paramount to business performance and an organisation’s ability to meet its objectives (Chae et al., 2014).   In Biotage delivering effective BPR, Lockamy and Smith (1997) highlight Information Technology (IT) as a key principle.  They argue that IT not only provides timely and easier access to data, but that it also helps overcome traditional functional boundaries by supporting cross-departmental data exchanges. Furthering this, Huang et al (2014) suggests that IT reduces administration (utilising Human Resources more efficiently), lowers operational costs and more flexible performance management facilities.
The primary component of Biotage’s information management system is Microsoft’s AX 365 Enterprise Resource Planning System (ERP).  Considering the aforementioned advantages of IT, these benefits had already been realised through the integration of Biotage’s other functional areas including Sales, Manufacturing and Finance. Therefore, addressing Warehousing’s isolation would be key in the achievement of the BPR objectives.

4.2 Biotage’s information systems for the attainment of Goods Outwards BPR
In order to achieve its BPR objectives, IT systems were pivotal, from planning, through to delivery and performance monitoring.  In the planning stage, AX365 enabled Biotage to generate live, operational information, which was accessible cross-functionally.  This supported the organisation in making informed team-based decisions, creating a more appropriate environment for effective process re-engineering (Ghosh and Skibniewski 2010).  
Key sources of relevant data, which proved crucial in the re-configuration of the Goods Outwards process included customer back order and finished goods inventory reports, which without IT would have taken considerably longer to generate. The availability of this information enabled employees to formulate optimum min/max finished stock levels to support customer orders and provide the starting point for the new Goods Outwards process.   In addition, the implementation of automated picking lists and AX365’s ability to integrate EDI driven barcode scanners enabled Biotage to utilise IT to re-engineer a more streamlined Goods Outwards process.  One which no longer required time consuming, manual data entry and enabled the organisation to achieve more accurate and timely dispatch of customer orders – thereby helping Biotage to achieve long-term performance benefits (Roztocki and Weidtroffer, 2013), and increasing customer satisfaction.  In implementing the new process, AX365 also provided the Warehouse department with a test environment, so that the aforementioned informational changes could be tested and familiarised by staff before becoming live, therefore reducing the risk of operational disruption.
Following Biotage’s expansion of AX365 into Warehousing, the system also provided a platform for the organisation to extract performance management information.  Such data could be used to quickly and accurately gauge performance against previous levels therefore help determine the fulfilment of BPR objectives, including at a user level, which would also prove useful in individual performance reviews. 


5.0 Performance Management of Biotage BPR - Financial and Non-Financial Performance Appraisal
In order to deliver effective re-engineering of business processes, Biotage needed to apply appropriate performance management methods.  This was delivered through appraisals, defined by Mullins (2017), as ‘a method of reviewing the performance and potential of employees that is usually undertaken formally and systematically at regular intervals’.  
Due to the informal project structure initiated by the Managing Director for Goods Outwards BPR, project specific employee appraisals were not staged.  Instead, BPR related objectives were included in regular employee appraisals and carried out by functional managers.
In relation to BPR, appraisals provided Biotage with the foundation to implement effective training and development plans (Mullins, 2016).  Particularly important was the training related to the significant hardware and software changes to the process (via ERP expansion and installation of barcode scanners).  The Managing Director and Materials Manager aimed for supportive, structured training plans, which would help minimize any Warehouse Operator resistance to changes to working practices, which had been in place for many years (Huang et al, 2014).    Additionally, importance was placed on ensuring opportunities for employee feedback at every stage of the appraisal process, demonstrating awareness that appraisals can sometimes be interpreted by employees as one-sided objective reviews, resulting in demotivation and a failure to obtain discretionary efforts (Rowland, 2013).
However, one area of concern that can be identified in Biotage’s performance management strategy was its lack of monetary incentives. Whilst avoiding employee disharmony and the perceived inequity of Performance Related Pay (PRP) (Rowland, 2013), it could be argued that a lack of fiscal incentive prevented Biotage from obtaining increased levels of discretionary performance from its employees (Dohmen et al 2009).  This issue is particularly critical given the organisations initial failure to quantify its BPR objectives, which lacked clarity and failed to benchmark expected levels of employee performance. 
One solution could be the implementation of gain/profit sharing, which would provide employees with an equal and fairer reward for work effort.  By doing so, this would enable Biotage to encourage increased performance (Parent, 2004) and commitment Bayo-Moriones and Larraza-Kintana, (cited by Fibírová and Petera, 2013) in the effective completion of individual (and ultimately company) BPR objectives.  Furthermore, a common incentive could also encourage teamwork and counteract the suggestion by Armstrong and Baron (2005), that appraisals thwart effective teamwork, due to the individuality of the process.

6.0 Conclusion of Goods Outwards BPR and Future Improvements
After 9 months and within schedule and budgeted resources, the re-engineered Goods Outward’s process became operational via the activation of AX365 ERP in the Warehouse department.  Utilising reporting functions, after 6 months, it was established that by increasing automation and EDI in the re-engineered process, Biotage had reduced the average time to process customer deliveries (2.5 days down to 1.5), whilst increasing accuracy (95% to 97%).  
In a business environment of increasing pressures and levels of customer expectation, Biotage had been successful in achieving its BPR of Goods Outwards; shipping faster and more accurately, enabling the organisation to reduce operational costs, improve customer satisfaction and thereby increase competitive advantage.
However, it is also clear that improvements can be made to future BPR delivery, in particular the organisation’s performance management. Firstly, corporate level objectives need to be measurable.  Not only will this enable Biotage to accurately gauge the ratio of process improvement against investment (ROI), but also help guide employees on expected levels of performance.  This is particularly relevant given Biotage’s strategy of decentralised employee autonomy, therefore placing great importance on management maintaining ultimate control over employee activities and efforts.
Furthermore, Biotage should also consider implementing a financial incentive policy in order to obtain greater discretionary efforts.  Whilst PRP should be avoided to prevent employee divisiveness and disenchantment, Gain/Profit sharing could provide a workable solution; an equal financial reward that cross-functionally motivates employees to exercise discretionary efforts in the attainment of BPR related individual, departmental and ultimately company objectives.













7.0 References
Adler P. (1999), Building better bureaucracies, Academy of Management Executive, Volume 13 (Issue 4), pp 36-47
Armstrong M. and Baron A. (2005), Managing Performance: Performance Management in Action, Chartered Institute of Personnel and Development
Biotage GB Ltd, About Biotage, retrieved from http://www.biotage.com/page/about-biotage on 29 November 2017 at 15:36
Chae H., Koh C., Prybutok V. (2014), Information technology capability and firm performance: contradictory findings and their possible causes, MIS Quarterly, Volume 38 (Issue 1) pp. 305–326,
Daugherty P., Chen H., Ferrin B. (2011), Organizational structure and logistics service innovation, International Journal of Logistics Management, Volume 22 (Issue 1), pp.26-51
Dohmen T., Falk A., Huffman D., Sunde, U. (2009), Homo Reciprocans: Survey evidence on behavioural outcomes, The Economic Journal, Volume 119(Issue 536), pp 592-612
Fibírová J., Petera P. (2013), Profit-Sharing – A Tool for Improving Productivity, Profitability and Competitiveness of Firms?, Journal of Competitiveness, Volume 5 (Issue 4)  pp. 3-25
Ghosh S., Skibniewski MJ. (2010), Enterprise resource planning systems implementation as a complex project: a conceptual framework, Journal of Business Economics and Management, Volume 11(Issue 4), pp 533– 549
Guimaraes, T., Bond W. (1996), Empirically assessing the impact of BPR on manufacturing firms. International Journal of Operations & Production Management, Volume 16, pp 5–28.
Huang YS., Lee CH., Chiu AA., Yen D. (2014), How business process reengineering affects information technology investment and employee performance under different performance measurement, Information Systems Frontiers, Volume 17 (Issue 5), pp 1133–1144
Latham G., Yukl G. (1975), A review on the application of goal setting in organization, Academy of Management Journal, Volume 18 (Issue 4), pp 824-845
Lockamy A., Smith W., (1997), A strategic alignment approach for effective business process reengineering: linking strategy, processes and customers for competitive advantage, International Journal of Production Economics Volume 50, (Issues 2–3), pp 141-153
Massey N. (2017), Doctors warn Government plans for 'brutal' NHS cuts will cause 'uproar', The Independent, 27/07/2017, retrieved from http://www.independent.co.uk/news/uk/home-news/doctors-bma-warn-brutal-nhs-cuts-government-a7863831.html on 30 November 2017 at 11:15
Miles R, Snow C. (1992), Causes of failure in network organisations, California Management Review, Volume 34 (Issue 4), pp 53-72
Mullins L., (2016), Management and Organisational Behaviour 11th Edition, Pearson
Olson E., Slater S., Hult G. (2005), The Performance Implications of Fit Among Business Strategy, Marketing Organization Structure, and Strategic Behaviour, Journal of Marketing, Volume 69 (Issue 3), pp 49-65
Osbourne H. (2017), Bad EU trade deal 'disastrous' for UK jobs, investment and growth, The Guardian, 12/07/2017, retrieved from https://www.theguardian.com/business/2017/jun/12/eu-trade-deal-uk-jobs-ed-balls-peter-sands on 30 November 2017 at 11:45
Ozcelik Y. (2010), Do business process reengineering projects payoff? Evidence from the United States, International Journal of Project Management, Volume 28 (Issue 1), pp 7-13
Parent D. (2004), Incentives? The effect of profit sharing plans offered by previous employers on current wages. Economics Letters, Volume 83 (Issue 1), pp 37-42
Ross T. and Meakin L. (2017) U.K. Business Says Brexit Already Having a Negative Effect, Bloomberg, 11/02/2017, retrieved from https://www.bloomberg.com/news/articles/2017-02-06/u-k-business-says-brexit-is-already-having-a-negative-effect on 30 November 2017 at 11:20
Rowland C. (2013), Managing team performance: saying and paying, International Journal of Organizational Analysis, Volume 21 (Issue 1), pp 38-52
Roztocki N., Weistroffer HR. (2013), Investments in enterprise integration technology: An event study, Information Systems Frontiers, Volume 17 (Issue 3) pp 1–14




















Appendix 1 – Warehouse/Materials Department Organisational Structure.
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