PD01 – A3
Student Number – 1708503

Word Count – 2200



Ensuring that team performance criteria are included, describe the creation of a multi-disciplinary team that has the task of implementing business process re-engineering to successfully meet corporate objectives within your organisation 
(Assessment Criteria 1.2.1, 1.2.2, 3.1.1, 3.2.1, 3.2.2, 3.3.1,3.3.2,3.3.3 and 3.4.1) . 

	
	Assessment Criteria Table
	

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

	1.2
	Understand how an organisation achieves its objectives
	1.2.1
	Demonstrate how to manage individual activities to meet corporate objectives
	 2.0

	
	
	1.2.2
	Demonstrate how to manage team activities to meet corporate objectives
	 2.0

	3.1
	Know the principles for recruiting and selecting staff
	3.1.1
	Implement an effective process for the recruitment and selection of staff
	 3.0

	3.2
	Understand the importance of and the process for developing and motivating people
	3.2.1
	Demonstrate how to motivate and develop him/herself
	 4.0

	
	
	3.2.2
	Demonstrate how to motivate and develop other people
	 4.0

	3.3
	Understand the principles of team development and management
	3.3.1
	Select a team from a group of individuals
	 5.1

	
	
	3.3.2
	Illustrate how to plan, organise, direct and control the work of others to ensure that the desired outcomes are achieved
	 5.2

	
	
	3.3.3
	Demonstrate how to communicate effectively with all levels in an organisation
	 5.2

	3.4
	Understand the key legal requirements for working with other people
	3.4.1
	Illustrate how to ensure compliance with current employment, health and safety and discrimination laws
	 6.0








1.0 Introduction
The following report aims to discuss the creation of a multidisciplinary team concerned with implementing business process re-engineering (BPR) to meet corporate objectives.  Criteria will include managing individual and team activities towards achieving objectives, employee motivation, team selection and development.  In addition, the key legal requirements of employment will also be identified.
Biotage GB Ltd will be the focus of this report and its objective of expanding its ERP system (Dynamics 365) into its Warehouse department.  Biotage is a multinational organisation, specialising in the manufacture and distribution of consumables and instruments for analytical chemistry.  Biotage currently employees 330 people, manufacturing its products in South Wales and operating sales/distribution hubs in Europe, Asia and the USA (Biotage, 2018).

2.0 Managing individual and team activities to achieve corporate objectives
In order to manage activities that contribute to the achievement of corporate objectives, Biotage implements both individual and team based performance management measures.  
Individually, the organisation executes annual appraisals followed by informal quarterly reviews.  The Chartered Institute of Personnel Development (2009) identifies appraisals as a popular platform to communicate objectives; indeed, it is this process that Biotage used to communicate and discuss individual employee objectives regarding BPR and the activities to achieve them.  One example of an individual AX365 BPR objective related to Biotage’s Warehouse Administrator, who during their appraisal was tasked with migrating ‘finished goods’ data into the new ERP system.  This objective was then dissected into milestones and reviewed on a quarterly basis.
However, Rowland, (2013) highlights a risk of individual appraisals through employees potentially feeling isolated from other team members, with uncontrollable factors resulting in an unfair/unaccommodating working environment in which to fulfil their objectives.  Furthering this, Belbin (2013), identifies the necessity for teams to have clear roles and responsibilities in managing activities, in order to prevent both a duplication and conflict of effort.  As a result, high level BPR objectives were managed through team meetings, conducted monthly.  Through BPR team meetings, management created a platform to not only mutually agree clear responsibilities and activities, but also to provide employees from different functional areas with an opportunity to discuss project variables and reduce the risk of conflicting or duplicating efforts.

3.0 Recruitment and selection of staff to achieve corporate objectives
Recruitment can be defined as ‘the practices and activities carried out by the organisation with the primary purpose of identifying and attracting potential employees’ (Breaugh and Starke, 2000).  When planning Biotage’s BPR of its warehouse ERP system, management identified a project-critical knowledge gap within its human resources.  Biotage GB already employed a full time AX365 administrator; however their system knowledge and skillset mainly encompassed ERP system maintenance. Therefore, following a job analysis (Torrington et al, 2014) of the prospective project role, management concluded that the organisation needed to recruit an ‘AX365 Project Officer’ with greater technical knowledge of the ERP system and competency in implementing its set up and installation. 
When planning its strategy for filling the role, management considered whether to recruit internally, externally or both.  Torrington et al, 2014 suggests a number of advantages for Biotage recruiting internally, including cost savings associated with eliminating job advert and recruitment fees, whilst also proposing that internal candidates could provide increased initial performance by possessing a prior working knowledge of the organisation.  Despite these advantages, the lack of internal candidates with even moderate technical ERP knowledge meant that management opted to recruit externally.  This entailed utilising the services of an HR agency specialising in operational IT, which the CIPD (2012) identifies as the second most effective method of recruitment. Therefore, Biotage implemented this method with the aim gaining access to a pool of candidates who closely matched the following criteria:
· Experience in transitioning to AX365 – Given that ERP BPR was critical and therefore high risk to Biotage’s operations; management insisted that its contactor possessed a successful record of transitioning organisations’ ERP systems to (or from) the AX365 platform.  
· Qualifications – In order to support their experience, Biotage considered it important that a candidate was able to demonstrate systems knowledge through a relevant IT degree or equivalent qualification.
· Availability for 18 months, on a contract basis – Biotage’s ERP objective was planned with a 10-month timeframe.  Therefore, the organisation required a specialist on a fixed contract basis for 18 months, ensuring that the duration was long enough to accommodate potential delays and to provide support for post-launch issues.
Following, a 2-stage interview over 4 weeks, Biotage successfully employed its ‘AX365 Project Officer’, with the current AX365 Administrator appointed to a supporting role.

4.0 The importance of motivating and developing people to achieve corporate objectives
In the achievement of corporate objectives, (including those related to BPR), Biotage implements training programmes for all employees.  Like objectives, training plans are mutually agreed during annual appraisals and then monitored on a quarterly basis.  Mullins, (2016) advocates that training is beneficial to an organisation’s achievement of corporate objectives (including BPR), by supporting necessary skills development with the aim of generating sustained levels of increased performance in employee activities.  In relation to the BPR of the organisation’s Warehouse ERP, a number of training courses were implemented to maximise employee performance, including:
· Bi-weekly Microsoft Dynamics AX365 training workshops for Materials department employees – to ensure competency in using the new ERP system.
· Prince 2 Project Management for Materials department employees – a clear and precise Project Management methodology/framework to harmonise employee efforts and support effective implementation of the AX365.  
· A mutually agreed, role-specific course – to support the ongoing development of knowledge and skills specific to individual employees.  For example, a Warehouse Management Certificate for the Warehouse Supervisor.
In addition to improving the skills of employees, Mullins, (2016) suggests that training is also a strong motivator. Mullins, (2016) continues, proposing that motivation through training is achieved by increasing confidence and commitment and establishing an enhanced sense of importance and/or responsibility.  These findings concur with Maslow (1943), who’s ‘Hierarchy of Needs’ model identifies such factors in the model’s advanced (growth) stages of motivation; ‘Esteem’ and ‘Self-Actualisation’. 
However, whilst proficient in training and development, Biotage could consider other management activities to motivate employees.   Most notably, this concerns the absence of performance related financial incentives, which Dohmen et al, (2009) argues can help generate discretionary efforts in the achievement of corporate objectives.  However, on balance, Rowland (2013) suggests that individual based Performance Related Pay (PRP) is actually divisive in nature and therefore detrimental to a team-working environment and the achievement of its objectives.  As an alternative, Parent, (2004), proposes that a team-based incentive such as Profit Sharing could enable Biotage to increase performance against objectives, whilst Bayo-Moriones and Larraaza-Kintana (cited by Fibirova and Petera, 2013) indicate that such a scheme can also re-inforce employee commitment to an organisation and its objectives.  

5.0 The principles of team development and management
5.1 Team Selection
In designing its project team for the Warehouse ERP BPR, Biotage management incorporated a balance of Functional and Team based roles (Belbin, 2013).  The department head (Materials Manager) possessed the greatest management experience and working knowledge of Warehouse Activities, and thus was assigned the position of Project Manager by the UK Managing Director.  
Upon completion of the BPR project, the day-to-day operational changes would solely concern the Materials department.  Therefore, the Materials Manager considered it imperative to include the whole department in the project team to implement the following support activities:
· Procurement Officer – Project sourcing, data migration and ‘goods inwards’ system testing. 
· Production Planner – Data migration, and ‘master/production planning’ system testing.
· Warehouse operators (under supervision of Warehouse Supervisor) – Data migration, ‘goods inwards’ and ‘goods outwards’ system testing, hardware testing (barcode scanners).
It was also concluded that outside of the Materials department, the project team required additional functional roles specific to the BPR: 
· An AX365 Project Officer – Biotage required specialist knowledge of AX365 system architecture. As the organisation could not find a suitable candidate internally, Biotage utilised external recruitment to fill the role (see section 3.0).
· An ERP specialist – Biotage required expertise relating to the management and administration of data on the incumbent Warehouse system and support for the AX365 Project Officer in the migration to the new system.  As a result, the organisation’s AX Administrator was recruited to the project team.
· An IT specialist – Biotage required expertise concerning its IT infrastructure to accommodate and support the installation of the new ERP system.  Therefore, the organisations’s IT Officer was added to the project team.
Upon completion of the project team design, the hierarchy illustrated in appendix 1 was communicated by the Managing Director to the organisation.

5.2 Planning, Management and Communication within the Project team to ensure achievement of corporate objectives
As described in 2.0, Biotage employs annual appraisals and quarterly reviews to communicate information and manage individual performance against objectives.  However, in the management of teams, Armstrong and Baron cited in Rowland (2013) suggest that appraisals can be divisive due to their individuality; with uncontrollable variables external to an employee resulting in a perceived lack of fairness and equity (Rowland, 2013).
Recognising that teamwork is critical to organisational growth and success (Prowse and Prowse, 2009), Biotage held Warehouse ERP BPR team meetings/briefings on a monthly basis.  The aim of these was to instil a Humanistic culture into the project, through mutual employee empowerment, consensus and commitment (Beer and Spector, 1985 cited by Rowland, 2013).  
Team briefings were not only used to cascade BPR information through the project team (Torrington, 2014), but to also provide an opportunity for employees to engage and consult with management, and where appropriate, co-determine project activities and outcomes to achieve corporate objectives.   This strategy is illustrated by the ‘Escalator of Participation’ theory proposed by Marchington and Cox cited in Torrington et al (2014),  which positions the organisation’s BPR communications at an advanced stage of the participation theory.  In line with Maslow (1943), Biotage management aimed for high levels of interaction to increase motivation by establishing a team-working environment and to stimulate activities to achieve self-esteem.  However, it is important to note that the level of interaction did not reach project control and decision-making, which remained the responsibility of management.
Outside of the formalised project hierarchy, team meetings were also used by management to encourage less formal, lateral communication between employees who may have little interaction in their regular functional roles.

6.0 Legal requirements of working with people
As a company operating in the United Kingdom, Biotage is subject to a number of legal requirements in the management of its employees, including those involved in the Warehouse ERP BPR.  Areas of UK Government regulation (Gov.uk, 2018) include:
· Employment law – Through the Equality Act 2010, Biotage is legally required not to discriminate in the recruitment and management of employees.  This includes age, sex, race, religion, health (disabilities or pregnancy), or sexuality.  Biotage is also required by Common Law to demonstrate a general duty of care, pay agreed wages for work and provide employees with support and a safe working environment (see health and safety law).
· Wage/ pay regulations – Biotage is legally required to meet The National Minimum Wage (NMW) and to ensure pay equality between men and women (Equality Act 2010).  Biotage is also legally required to provide employees with an itemised statement of pay and as of 2012, a work place pension (Hyde, 2010).
· Health and Safety law – The Health and Safety at Work Act 1974 requires Biotage to provide safe working conditions and minimise risk of accidents, injury and illness. As Biotage conducts specialist Chemistry production on site, other regulations of particular relevance include the Control of Substances Hazardous to Health (COSHH), 1988 and the Health and Safety (Consultation with Employees) Regulations, 1996.
In order to prevent non-compliance, resulting in effects such as prosecution and negative publicity (Malik, 2013), Biotage management ensures that appropriate knowledge and resources are implemented in its day-to-day operations.  As Biotage’s HR department is centralised in Sweden, the UK Managing Director oversees local UK HR operations in partnership with a specialist HR consultancy firm.  Through its consultancy provider, Biotage utilises their specialist expertise to ensure that all activities relating to employment and payroll are conducted both legally and ethically.  In addition to this, Biotage also employs a dedicated health and safety officer (who is also trained in fire safety management) to manage the organisation’s compliance to related legislation.  


7.0 Conclusion
In conclusion, Biotage has executed a clear and precise strategy to ensure effective achievement of Warehouse ERP BPR objectives.    Management has demonstrated strength in its BPR resourcing activities; by creating a multi-disciplinary team with appropriate skills and expertise to fulfil objective critical activities.  This included engaging and motivating employees by recruiting for project roles internally where possible, whilst also recognising when necessary to recruit externally to secure required competencies.
In line with the wider organisation, appraisals and quarterly reviews remain in place to ensure managerial control by monitoring individual performance against the achievement of objectives. However, management has also demonstrated awareness of the potential for divisiveness and conflict from individual performance management, by encouraging teamwork and cohesive engagement through regular team meetings.    It can be suggested that Biotage could improve its performance in future BPR projects by implementing team-based incentives such as gain sharing; however based on the parameters of the Warehouse ERP BPR the organisation has been successful in obtaining the required operational improvements.
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9.0 Appendix
Project Team – Warehouse ERP AX365 BPR


BPR Project Manager - Materials Manager


Procurement Officer


Production Planner


IT Officer


AX365  Project Officer


Warehouse Supervisor


Warehouse Operative 1


Warehouse Operative 2


Warehouse Operative 3


AX Administrator
































