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1. Executive Summary
Considering XXX Oil & Gas Technologies’ commitment to innovation and continuous improvement initiatives, and due to recent events within the organization that have highlighted a number of service delivery concerns, this report was prepared to address the feasibility of implementation of an internal “shared” service delivery administration team to support order execution administrative functions by XXX at their manufacturing and sales facility in South Wales, United Kingdom.
To supplement the proposal for the customer centric organizational change, data obtained by way of primary and secondary research methods has been obtained and analysis has been presented to support the benefits to the business in the broadest terms of standardization, efficiency, cost, associate well-being and satisfaction. 
Discussion around these benefits is undertaken, from which it is extrapolated that the change proposal is viable and should be undertaken. However, the author recognises limitations in the scope of the feasibility study, and as such proffers recommendations for additional tasks and data analysis that should be undertaken before the change programme is commenced.
Further it is concluded that whilst the change will be challenging, it is imperative that a suitable and thorough change management programme is implemented to support, manage and lead the change campaign, and ensure a successful implementation. 



[bookmark: _GoBack]
2. Introduction
In 2011 the XXX Group established XXX Oil & Gas as a separate business unit, focused on sealing solutions for the upstream energy industry, and headquartered in Houston, Texas. The XXX Technology Group was acquired by XXX in January 2103, rebranding together with all other business units within XXX Oil & Gas, as XXX Oil & Gas Technologies to better reflect their market position as a sealing technologies and solutions provider, to highlight the technical solution and material development capabilities that are a core part of the company’s focus and business strategy to serve the upstream oil and gas industry (XXX.com, 2018).
In addition to the manufacturing facility in Port Talbot, South Wales; XXX have sites in Scotland, Norway, USA, Malaysia, UAE, and Canada. 
In February 2017, XXX implemented a new Enterprise Resource Planning (ERP) system at its manufacturing facility in Port Talbot, South Wales. The system implemented was provided by SAP (Systems, Applications and Products), and the system replaced the legacy ERP system that had been in place at the site since the 1990s. All other XXX sites have subsequently had their legacy systems replaced with SAP.
The SAP ERP system enables business processes, including accounting, sales, production, human resources and finance, to be run in an integrated environment. The integration ensures that information flows from one SAP component to another without the need for redundant data entry and helps enforce financial, process and legal controls. It also facilitates the effective use of resources, including manpower, machines and production capacities.
The implementation of SAP across all XXX business units, has brought about many operational challenges and has highlighted several opportunities for improvement and development. With all sites now on a “standardized” ERP system, supporting the true globalization, and unification of XXX, there is increased opportunity to address and resolve some of the fundamental service delivery issues that exist; better positioning XXX for growth and sustainability.











3. Aims & Objectives
This report aims to address the feasibility of implementation of an internal “shared” service delivery administration team to support order execution administrative functions by leveraging the scale of the business to capitalise on the skills and resources within it and provide an enhanced quality of service to all stakeholders.
Objectives:
i. [bookmark: _Hlk514080824]To provide validation to support the need for an improved service culture that recognises the business to be the customer.
ii. Identify cost savings inherent to the business directly resultant to the implementation of a “shared” service delivery team.
iii. Demonstrate how a “shared” service delivery model will increase control of process, leading to greater efficiencies and service levels.
iv. Outline reporting and accountability structure for the team and associated stakeholders.
v. To make recommendations in relation to next steps and implementation.




4. Business Case & Justification
[bookmark: _Hlk514078889]The implementation of a “shared” service delivery administration team (SDAT), through combining administration personnel from two departments into a single unit, will complement the integrated nature of the ERP system and support standardization of process and procedure, from which it will be possible to more easily identify inefficiencies that can lead into continuous improvement projects across the business unit. 
Shared service is defined as the provision of a service by one part of an organization, where that service had been found in more than one part of the organization; further they enable functions to become more effective and to improve the employee experience (Cips.org, 2018), providing services with customer and process focus (Ulbrich, 2006). 

Key areas that the SDAT will seek to address:
· Standardization is an enabler of continuous improvement. Levels of procedural standardization across XXX are low, resulting in expensive compliance issues, ineffective use of resource (time and cost), and process inefficiencies that are not being adequately addressed.

· Project Management: Increasing productivity through efficiency and accuracy of order administration, will provide project managers the freedom to focus on tasks that make full use of their abilities, and enhance XXX project management performance.
· Operational Performance: Standardization and centralized control of administrative functions will in turn have a positive effect on operational performance, supporting better analysis, control and development of effective operational functions. Without standardization, benchmarks are difficult to establish improvement activities are limited.
· Associate Engagement: Associate engagement and satisfaction levels are low. Implementation of transparent, clear processes, authorities, objectives and increased product awareness, will result in better associate engagement. Through better communication, enhanced and targeted training activities, being part of, and working as, a team, defined succession strategies and consistent salary grading, retention levels can be improved.





5. Research Methodology
Three distinct sets of data were collated to support the project feasibility, and subsequent conclusions. These were as follows:
i. Primary data relating to volume of data entry was compiled to provide quantifiable analysis relating to, for example, administrative performance and balance of workloads across departments. This data can also be used to supplement other data collected to extrapolate associate satisfaction.
Data relating to organisational structure and 
ii. Small Focus Groups were carried out, where informal discussions were had in relation to the project, to obtain primary data to best gauge feeling and opinion. This method was chosen due to the volume of stakeholders involved, and as the project is one of organizational change, data collection needed to be done in the most non-intrusive manner possible. Discussions were held with representatives from each of the stake holder groups, at all levels of the organisational hierarchy, that the project would impact – either directly or indirectly. Notes were taken for this study, but comments received remain anonymous and discussions were not transcribed.

iii. Research through netnography into market trends, methodology and impacts – business and employee - relating to shared service and BPR (Business Process Reengineering) was carried out, as the project considers using these established models to support the framework for the proposed implementation.

iv. The corporate, company-wide Guiding Principles survey results were obtained and reviewed. The IBM ran survey conducted on all associates across all business groups is a tool to gauge employee engagement and implement strategy accordingly. The anonymized results from the departments this report addressed were extrapolated and an over-view compiled.









6. Research Findings Over-view
6.1	Roles
XXX classify orders as being either projects or standard (day-to-day) orders. Currently, there is no agreed definition as to what constitutes a “project” order, however in the main, and for the purposes of this report, project orders are defined as those orders that require dedicated project management – usually due to high engineering resource needed, non-standard quality requirements, customer requirements for various meetings, product assembly and testing, has specific documentation requirements with defined submission and approval channels or the product being manufactured is a product that has not been manufactured before. Orders can also be assigned project status, and given a dedicated project manager, due to the value of the order, as means to mitigate risk. For standard orders, the above requirements can and do apply, but infrequently and usually in isolation - e.g. client will require a kick-off meeting, and regular teleconferences after order placement, but all other aspects of the order remain standard. Typically project orders will have longer lead -times due to the nature of the product and / or requirements, whereas lead-times for standard orders are considerably more aggressive; a requirement born from industry pressure and a competitive market.  
The primary role of both a customer service administrator and a project co-coordinator are identical. In summary, associates in these positions are required to process new orders received from customers, liaise with procurement teams to ensure required raw material is purchased and remains on schedule, generate production orders to manufacture the products, and monitor progress until the units are manufactured, at which point the associates will arrange for the order to be packed so as to facilitate customer collection. The key difference between the two roles, is that customer service administrators work directly with the end client, are required to work at a more urgent pace and are afforded larger levels of autonomy in their tasks. Project co-ordinators are assigned isolated tasks by the Project Manager when required, their tasks are controlled and directed. Resultant from expectations on associates as part of their roles, the customer service administrators can be seen to possess a greater knowledge and skill with regards to product knowledge, end to end processes and procedures, and a more heightened business awareness.
6.2	Resource:
From the data compiled in relation to sales order entry (Appendix A and B), it can be extrapolated that resource available is not being used as effectively as possible. In Q1 2018, Customer Services accounted for 90.76% of total number of sales orders processed, which corresponds to 76.50% of the number of line items processed, accounting for 67.24% of the total number of individual units (all products) manufactured at the facility in Port Talbot. 
Total head-count for the project team, excluding the senior manager, stands at 20. Total customer service headcount, excluding the commercial manager, stands at 6. This equates to 77% of available resource assigned to project management activities assigned to 9.24% of orders received (Appendix E).
Execution personnel (including managers) combined, account for 13% of the total facility headcount.
Administration resource for customer service is 6 associates; against 7 for projects, plus an additional 3 document controllers – customer service associates prepare and issue their own documentation. 
The quantitative data reflects clear imbalance in work load volumes across departments for associates who are essentially carrying similar tasks. Imbalances will negatively affect operational efficiencies which in turn will negatively affect customer satisfaction and deliverables, which are an area of concern given the worrying trend for on-time delivery performance (Appendix C). Resource should be allocated to ensure customer satisfaction is at the heart of all the company does, and service culture is imbedded. The XXX Guiding Principles (XXX.com, 2018), the pillars on which the business stands, has ‘Value for Customers’ as the very first principle, which emphasis the corporate commitment to such.  
This imbalance has also been observed to have a negative effect on inter-department relations, perceptions, and associate engagement as was raised during focus groups. This can also be seen to be reflected in the results obtained from the company wide Guiding Principles survey, where percentage favourable results were low; especially for those regards People, Innovation and Long-term Orientation (Appendix D).
6.3	Training & Development:
There is a noted ability disparity between teams, in terms of systems awareness and operational functions. At the time of preparing this report, the ERP system has been “live” for 15 months, so is considered relatively new. Customer service currently contains two ERP ‘super-users’, who have been involved extensively with the ERP system development and implementation. The projects team also has two, however one has since left the company, the other has been seconded to another area of the business. As a result, project co-ordinators have been requiring support and guidance on ERP based tasks from the customer service team – this has provided customer service leadership with greater visibility of training and development needs within the projects team that do not mirror those of the customer service team. It was agreed during discussions that due to the volume of task repetition that is available to customer service associates, they have been able to become accustomed and proficient with the new system at a more expedient rate.  
Project managers do not use the new ERP system, preferring to utilize existing methods for project management activities – such as Microsoft Project. They are unable to provide training or guidance to their project co-ordinators on administrative tasks, nor are they able to accurately identify training and development needs. 
Discussions during focus groups identified this disparity – from both an associate and managerial level – and all parties agreed that more needed to be done in terms of training and development for the ERP system, and lack of confidence in tasks is proving to be a source of frustrations. This is also seen reflected in the Guiding Principles Survey results (Appendix D).
It is further observed that the current structure for the department (Appendix E) has resulted in project managers themselves working in an isolated manner; each with an individual style and approach to their projects. This disparity has resulted in inefficient, inconsistent processes and procedures, from which continuous improvement activities are limited in scope. The knock-on effect of this “silo” structure also being inconsistent management and expectations of project co-ordinators, leading to demotivation.
The focus groups identified that project co-ordinators do not feel part of a wider team, with peer group support, Project Managers the same. Customer service personnel feel supported, motivated and part of a team.
6.3	Shared Service Analysis:
Many businesses are turning to Shared Service Centre (SSC) models to reduce costs and standardize processes. Shared services work by leveraging positive qualities of an organization to deliver value to the business (Deloitte.com, 2018).  At the top end, to illustrate the potential of SSC’s to a business; NASA implemented a shared service model in 2006 (Nssc.nasa.gov, 2018) leading to realisation of nearly $20 million of savings annually. Further, by the end of 2015, the NASA Shared Services Centre is expected to save the organization a total of over $200 million (The EvoLLLution, 2018).
Over 75% of Fortune 500 companies operate shared service models, reporting the aim to gain superior performance through cost savings and service enhancement (Richter and Brühl, 2017). 
In addition to cost, SSC models have been seen to deliver improvements many firms, sum-up as “adding value”.
As illustrated in figure 1; the three levels of value associated with shared services: Insight – better analysis and control of data to improve decision making; Simplification – standardization of processes and procedures, and removal or adjustment of anything identified to be non-value-adding, Reliability – getting it right first time; improved customer focus and operational performance; are reflected in XXX’s Guiding Principles, and are the three areas which have been identified as through discussion with the management team as being areas on which increased focus needs to be placed.
[image: ]







Fig.1: Three types of value for shared services  
Source: CEB analysis
Shared services share characteristics with Business Process Reengineering (BPR) concepts and are traditionally perceived to be “outsourcing” models; however, many shared services are now part of the company they support, and as such many of the historic risks inherent with their implementation, such as loss of control, not being unaligned, are no longer valid.  

7. Discussion & Analysis
From the research conducted, the implementation of the SDAT within XXX can be seen to be beneficial to the business as would provide much needed standardization and process stability, as well as supporting continuous improvement activities and improving communication. Mirroring SAP, the SDAT administration team would enable the business to ensure alignment of associates, processes and procedures to run in the integrated environment driven by the ERP system. Through harmonizing administrative functions, all areas of service delivery can be effectively monitored and controlled to ensure adherence and so that redundant, ineffectual practice can be identified and resolved.
A prime business case for implementation would be the cost saving benefits the organisational enhancement would achieve, and that these would be achieved at no additional cost to the business; all required resource (people and technology) being available internally. Efficiency through standardization drives cost savings. Cost savings would be achieved through minimizing administrative errors that lead to expensive purchasing (i.e. incorrect material – size, specification) or manufacturing errors (i.e. incorrect material issued to production, incorrect production routing assigned). Further through greater efficiencies, increased internal service levels will result; leading to improvements to on-time delivery performance and customer satisfaction, which ultimately positively effect repeat business and reputation, both critical in a highly competitive and aggressive market.
The requirement to improve associate skill sets and provide diversity to daily tasks through creating one aligned team, will mean increased sense of associate job satisfaction, something that came out the research as needing to be addressed. This will be achieved through an improved working environment, feeling part of a team and being provided with the skills, support and guidance required to perform to the best of their ability. Providing both customer service administrators and project co-ordinators the exposure to both standard and project orders will provide diversity, customer contact, order ownership and improved business / product awareness. 
The enhancement of associate skill-sets, supporting their development, would accelerate associate ability to adapt and adopt to new technologies and processes; being better positioned to support order management activities, and problem solving efficiently and pragmatically. 
It is anticipated that heightened associate capabilities, will lead to greater autonomy, leading to increased job satisfaction, which in turn will positively effect retention levels, itself a cost saving benefit, given the associated cost of recruitment. The structure of SDAT within the organization would also support better succession planning and provide opportunity for progression, further positively affecting associate satisfaction levels.
Based on the current operational structure and to minimise disruption to both the business and associates it is proposed that a structure as presented in Appendix E is utilized. To support project management functions associates will be assigned / seconded to projects / project managers on a case by case basis by the commercial manager. This will give associates experience of working with different managers and projects, and as processes will be standardized, will ensure that the service received by project managers will be consistent, and without gaps due to associate holiday or sickness, as another member of the shared service team can support. 
The implementation of the service team is an organizational change, one that has BPR as means of continuous improvement, at its core. As such change management and stakeholder engagement theory and models must be considered and applied. Based on the level of change being made, and the effects such a change will have on a large number of stakeholders, it is suggested that Kotter’s 8 stage change model (Appendix H) is used as a framework to guide the change. This model has been suggested due to the level of focus that it gives to the initial stages of the change – creating a sense of urgency and creating the guiding coalition – both critical antecedents to the change being successful, and both vital given current diminished levels of associate satisfaction.  The emphasis on criticality of stakeholder engagement in this change process is evidenced on the force field analysis (Appendix F) that has been compiled together with a stakeholder power / influence analysis (Appendix G). These analyses demonstrate that the proposed change campaign is viable and has identified supporters and resistors to the change process to ensure maximise effective stakeholder engagement and direct focus accordingly.
It is evident that much, if not all, of the resistance will emanate from the existing project team – discussions centred around loss of control, perceptions from some that it would be a step back from a career or position perspective – so the implementation would need take this into consideration; else such negative perceptions could derail the success of the campaign. From this it would be suggested that associates assigned to the SDAT be given change of titles. The change would support prevention of a false hierarchy within the team, everyone being on an ‘even playing field,’ and the title of both associates and the team should reflect the importance of the team to the business from which the associates would garner a shared sense of pride and an element of prestige.
The time-line presented in the PID would need to be revised to take into consideration time for stakeholder communication and discussion prior to the change, and to enable stakeholders to input into the processes and operational procedures, to best achieve, and leverage, inclusion and engagement. 

8. Conclusion & Recommendations
In conclusion, and with reference to the aims set out in this report; it is that the there is sufficient validation to support the implementation of an SDAT for sales order management administration functions from both an operational and associate perspective. 
Cost savings inherent to the business directly resultant to the change have been identified and discussed. However, whilst it is recognised that a financial value cannot be estimated attributable to the implementation, the service ‘value’ improvements alone would make this campaign worthwhile. 
Greater efficiencies and service levels through process adherence and control have been addressed and put forward. These have been linked to cost savings and have also been linked to associate well-being and performance levels. 
A structure for the team has been proposed. However, due to the extent of impact on associates affected by the change, due diligence must be conducted, and due attention must be given to the change management of the implementation. A dedicated project team, with an assigned change manager and leader, should be put in place to ensure the change is managed at each stage with critical focus on associate engagement, inclusion and communication. As a result, the ultimate structure would need further development, and would need to include reporting structures and information flow directions for other stakeholder groups outside of the SDAT.
Report limitations recognized:
· Unable to effectively quantify training deficiencies as current training matrix for associates is too ‘top-level’. Further the training matrix has been populated by the project managers, themselves not subject experts, so reliability of data must be questioned.  
· Non-conformance data was to be used to quantify cost of administrative errors to the business, however the level of ‘root cause’ detail was insufficient to enable data to be extrapolated to support hypotheses. 
The following recommendations are put forward for consideration:
· Ensure the Guiding Principles are 
· Better collation and analysis of reasons for non-conformances and / or scrap to enable more accurate identification of issues relating to administrative errors.
· Develop more detailed OTD report, to be able to report on specific cause and effects relating to cost, quality and schedule – business critical.
· Implement and monitor detailed training and development plans that better reflect associate roles and responsibilities.
· Implement immediate refresher ERP training programmes for all order ‘execution’ associates.
· Detailed analysis of processes currently being followed in both departments to identify areas for immediate standardization (through awareness and training), and those that can be in future. 
· Analyse current pay structures across the ‘execution’ teams to ensure fairness and consistency.
· Discuss employment contract laws and regulations regarding changes in associate job titles to determine and guide next steps.
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10. Appendices
9.1	Appendix A: 
	Sales Order Data: January 2018 – April 2018 (Q1)
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9.2	Appendix B: 
	Sales Order Data: January 2018 – April 2018 (Q1)
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9.3	Appendix C:
	On Time Delivery: January 2018 – April 2018 (Q1)
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9.4	Appendix D:
	Guiding Principles Survey Results
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	[bookmark: _Hlk513982281]Organizational Structure – Current



	[bookmark: _Hlk513986908]Organizational Structure – Future (Proposed)
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9.6	Appendix F: 
	Lewin’s Force Field Analysis
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9.7	Appendix G:
	Stakeholder Power / Influence Analysis
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[image: ]9.8	Appendix H:
	Kotter’s 8 Steps of Change











Source: Kotterinc.com
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Innovation 19.Where I work, we do a good job of sharing knowledge across teams. 41.00% 26.00% 33.00%

69.00% 19.00% 12.00%

Leadership 20.I have a clear understanding of what my supervisor expects of me. 85.00% 11.00% 4.00%

Leadership 21.My supervisor sets realistic and attainable objectives for me. 81.00% 11.00% 7.00%

Leadership 22.I understand how my performance is evaluated by my supervisor. 81.00% 15.00% 4.00%

Leadership 23.My supervisor provides me with timely and helpful feedback. 70.00% 19.00% 11.00%

Leadership 24.My supervisor encourages teamwork. 85.00% 11.00% 4.00%

Leadership 25.My supervisor provides me with the opportunity for learning and development. 33.00% 48.00% 19.00%

Leadership 26.My supervisor keeps me informed about the things I need to do my work effectively. 67.00% 15.00% 19.00%

Leadership 27.When changes are made, communication is handled well 37.00% 26.00% 37.00%

Leadership 28.I trust my supervisor. 81.00% 19.00% 0.00%

44.00% 39.00% 17.00%

People 29.My Business Group is committed to providing equal opportunity for all employees. 41.00% 41.00% 19.00%

People 30.In my Business Group, diversity (gender, age, culture, differently abled people) is valued and encouraged. 59.00% 41.00% 0.00%

People 31.I am able to manage my work responsibilities in a way that allows me to maintain a healthy balance between work and home. 63.00% 33.00% 4.00%

People 32.There is open and honest two-way communication in my Business Group. 48.00% 33.00% 19.00%

People 33.I feel that I am part of a team. 78.00% 19.00% 4.00%

People 34.There is good teamwork and co-operation between Business Groups at XXX. 26.00% 37.00% 37.00%

People 35.I have career opportunities at XXX. 15.00% 56.00% 30.00%

People 36.My Business Group values my contribution. 46.00% 54.00% 0.00%

People 37.Where I work, outstanding job performance is rewarded. 19.00% 41.00% 41.00%

44.00% 41.00% 15.00%

Responsibility 38.Communication in my Business Group provides me with a clear understanding of why decisions are made. 19.00% 41.00% 41.00%

Responsibility 39.XXX shows commitment to ethical business decisions and conduct. 41.00% 59.00% 0.00%

Responsibility 40.I am satisfied with the job security at XXX. 30.00% 52.00% 19.00%

Responsibility 41.XXX is committed to employee safety. 67.00% 26.00% 7.00%

Responsibility 42.My Business Group is socially and environmentally responsible. 63.00% 30.00% 7.00%

27.00% 49.00% 24.00%

Long-Term Orientation 43.The senior management of my Business Group clearly communicates the organization's strategy and objectives. 22.00% 37.00% 41.00%

Long-Term Orientation 44.The senior management of my Business Group has communicated a vision of the future that motivates me. 7.00% 59.00% 33.00%

Long-Term Orientation 45.I can see a clear link between my work and my Business Group’s objectives. 31.00% 42.00% 27.00%

Long-Term Orientation 46.I believe my Business Group has an outstanding future. 19.00% 67.00% 15.00%

Long-Term Orientation 47.I trust the senior management of my Business Group. 30.00% 48.00% 22.00%

Long-Term Orientation 48.Being a part of XXX is beneficial for me or my Business Group. 52.00% 41.00% 7.00%

54.00% 30.00% 17.00%

Engagement 49.I am proud to work for XXX. 74.00% 26.00% 0.00%

Engagement 50.Overall, I am extremely satisfied with XXX as a place to work. 52.00% 30.00% 19.00%

Engagement 51.I would recommend XXX as a great place to work. 52.00% 37.00% 11.00%

Engagement 52.I rarely think about looking for a new job with another company outside of XXX. 37.00% 26.00% 37.00%

61.00% 23.00% 15.00%

Performance Enablement Index 7. Where I work, we set clear performance standards for the quality of our products, and external/internal services. 67.00% 11.00% 22.00%

Performance Enablement Index 8. I am empowered to make decisions to best serve the customers. 59.00% 26.00% 15.00%

Performance Enablement Index 9. Where I work, we regularly use customer feedback to improve our processes. 41.00% 26.00% 33.00%

Performance Enablement Index 11.Customer problems and concerns are dealt with quickly. 81.00% 7.00% 11.00%

Performance Enablement Index 13.Where I work, leadership is committed to providing high-quality products and services to customers. 63.00% 33.00% 4.00%

Performance Enablement Index 24.My supervisor encourages teamwork. 85.00% 11.00% 4.00%

Performance Enablement Index 25.My supervisor provides me with the opportunity for learning and development. 33.00% 48.00% 19.00%

Guiding Principles

Innovation

People

Long-Term Orientation

Performance Enablement Index

Value for Customers

Leadership

Responsibility

Engagement
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