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Becton Dickinson has had nearly thirty years of developing and restructuring its Human Resources function. There have been a number of changes and interventions, some of which have been successful while most of them have led to an unfavorable attitude towards the management. The initial objective of CEO Ray Gilmartin was to integrate HR into the greater system of the BD organization. This meant aligning primary HR operations with BD’s organizational vision and mission. A formidable task was lined up for Wessel as he himself recalls the pitfalls of the Human Resources department during his term as general manager of BD’s Edmont division. 

The current issues Wessel has to handle can be traced back to his predecessors’ attempts at solidifying the HR function. His predecessors Kern and Biggadike certainly envisioned the alignment of HR with organizational strategy. However, they left Wessel to carry out by completing this vision in practice, which they started. At the start of his new position of VP of Human Resources, Wessel conducted interviews with key people at BD concerning issues of priority within HR. He devised a two-step process and categorized it into identifying major issues and assessing the current HR function and how it met the major issues. 

Core internal environment issues detected by Wessel were in the areas of marketing and general operations management. The gap between traditional marketing methods and the lack of strategic orientation led to Wessel having to face problems in staffing and recruiting. The general consensus was that HR did not have adequate skills in searching for candidates with the required skills for certain positions. Moreover, BD recruited only to fill spots. Ironically, there has not been much consideration toward the management ability of candidates applying for management positions. 

Recommendations could be implementing a more stringent predictive validity test on the impact of certain criteria on whether candidates, applying for positions in recruitment/development and engineering, will sustain their position. In addition, a realistic job preview and orientation seminar would better prepare candidates for what would be expected of them in their positions. For the manufacturing sector, Wessel must emphasize quality programs like six sigma and quality circles. Training should be geared toward employee involvement and participation. The aim must move away from cost reduction toward high quality. BD’s failure to solicit good managers could be attributed to a poor training program and lack of organizational support, further deteriorated by an attitude of distrust toward the internal recruitment system. 

Internal recruitment policies failed in promoting talented individuals. There is no stress on individual employee growth to ensure succession. Planning for succession was obviously weak because it appears not to be overtly encouraged. A sound intranet system is not in place. Wessel will have to work on monitoring and tracking the progress of individuals within BD so they could be kept in mind for successive positions. A recommendation to ease this process could involve an adequate feedback system for all employees so that their voices are heard to gauge their feelings about BD, their areas of interest, and their training needs to move up in the firm. Thus, there appears to be a need for a more coherent system of a communication and contact network throughout the firm. The reason for the lack of this currently can be traced back to when Roger Kern began eliminating positions within the company to cut costs in the name of efficiency. Positions were cut off the BD structure without any reassembling of communication links among the new layers. 

Roger Kern put into place the Manpower Management Planning (MMP) system to combat the criticism received about BD’s poor succession planning process.  This was effective as it conducted workforce reviews for all business units. However, the process was incomplete It identified problems but a follow-up diagnosis was not present to offer solutions. Thus, the focus of Wessel should be to move from planning to development, where candidates are kept informed about available positions. This is another result of the need for a more efficient communication system and a need for a proactive rather than a reactive stance. 

Specifically, Wessel could utilize the Management Position Description Questionnaire (MPDQ) to assess training needs of managerial candidates based on the resulting job analysis. The MPDQ could also be then applied to set and evaluate compensation rates for hired managers. Wessel needs to think to the root of the general lack of motivation for advancement on the part of BD employees. The general attitude of employees toward career advancement has not been serious, probably due to a lack of encouragement. Wessel would best be advised to look into Job Design principles. Job enrichment could lead to the vertical advancement of BD employees and reinforce the organization’s longstanding belief in promotion from within. Employees need to face increasing challenges by offering them more participation and higher targets to be achieved. In addition, feedback would have to be direct and precise. The job enrichment philosophy can also be used to deal with equity issues resulting from transnational worldwide teams at BD. Teams should be trained to become increasingly self-managed so that compensation is based on individual contribution to the team effort. This is based on how a particular employee accomplishes the task as identified in the job analysis. 

 Wessel has to find a balance between the need for HR to be committed to development and manning its administrative responsibilities. Complaints have been voiced with regards to how the HR function does not pay attention to continuously develop and proactively promote the success of BD. The department has been reduced to an office that handles problems only when they arise. Wessel’s predecessors left him with a compensation system that did not favor high performers because the pay ranges were too restricted. This created the dual problem of neglecting employee development, and did not allow for sound administration, as it was difficult to determine appropriate compensation for productive performers. If the current pay range system seems tough to change, Wessel might want to afford employees heightened financial participation in the form of an employee stock option plan. An incentive compensation program may also be beneficial so as to relate pay to productivity, such as gain sharing. The Scanlon Plan would reward employees based on their suggestions. 

Although Roger Kern had sound intentions when formulating his state of the art HR department, at some levels he based his ideas purely on business ethics, i.e. cost-cutting and setting an image. He did not clearly focus on capitalizing on the talent of the workforce to bring about quality, but rather seemed to pacify employees. Although Kern’s ‘Benefit Directions’ program included employee wellness, there was concern about his emphasis on the motive of being BD known for offering the best benefits package in terms of ideas. He also did not pay much attention to cost. The lack of sensitivity to diversity at BD went unnoticed, otherwise diverse individuals could have been encouraged to contribute and reduce costs in a lot of areas. His MMP program and his initiation of the performance appraisal procedure are commendable. The appraisal system however, was not sensitive to individuals because they appeared as names on the job succession list. His establishment of the job-posting program realized BD’s promotion from within view. Kern failed however to align operations to business goals despite creating a picture of enthusiasm. 

The large amount of cutbacks that occurred as a result of Jack Howe’s ‘Back on Track’ initiative did not serve much purpose except to reorganize BD into three sectors: medical, diagnostic, and international. It is good to be focused on the quality of precisely defined areas, but it would be a disaster not to have that focus in the first place. The succession planning process as well as the education and training program were eliminated but never redesigned. These areas should have been changed in terms of job design for the MMP, and increased testing plus evaluation of the training programs. There was no need to completely eliminate these areas to start new. It was worse that Howe did not even start new. The reduction in staff made it easier for employees to communicate with them better and take them more seriously nevertheless. When President Jack Howe decided bravely to combine strategic planning and HR, it made Roger Kern leave his job. The internal communication links were weakened as a result of a lowered morale from reporting to someone other than the CEO. Role clarity was lost. 

The disappointing decision by Kern made the new CEO, Gilmartin, separate strategic planning from the HR department and required reports to be sent to him directly. To replace Kern, Gilmartin believed Wessel to be the ideal candidate because of his vision and will to align the two areas with them being separate. Despite not being initially academically inclined to HR, Wessel’s experience in addition to his fascination with the strategic human resource management concept made Gilmartin believe in him. His extensive knowledge and experience with business strategy was just what Gilmartin was looking for. Roger Kern was a person without business knowledge, as he entered BD with a degree in liberal arts. 

Thus, Wessel can bring all his past to look into the future at BD. His success at synchronizing business strategy with the HR function relies on his commitment to an adequate training and evaluation process, being able to bring about an effective internal communication system, encourage employee participation to enhance quality, and adequately clarifying roles for jobs. Job design in the form of job enrichment holds the key to improving employee attitudes about BD’s treatment of them. Training should encompass the reasons for the training, which are primarily to meet strategic organizational goals. Employees must be reminded of that and rewarded accordingly each time they contribute to achieve an organizational goal. Motivation techniques could be utilized in order to make Becton Dickinson goals, the same as personal employee goals. 
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