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REPORT OF THE MANAGEMENT CONSULTANT

To the management of 

BOGNOR WATERCRAFT LIMITED

I am pleased to report to you based on our engagement in which you contracted my firm to evaluate the viability of implementing an Integrated Enterprise Application for your reputable organization. 

Organizations such as Bognor Watercraft Limited operate in a competitive and knowledge based environment which requires utilization of enterprise applications in collection, analysis and dissemination of information that can be used to make informed decisions. According to Shi, Han, Li and Huang (2005), one of the major challenges facing modern organizations is in integration of information systems. Most organizations have fallen in the trap of developing a number of stand-alone applications for a number of their functions. This results to data redundancies and organizational inefficiencies. It also reduces the integrity of an organisation’s data.

The objective of this case study is to evaluate the merits of integration of enterprise applications for Bognor Watercraft, identify areas where information in the organization can be integrated and streamlined, identify decision making improvement areas, and identify the enterprise-wide decisions.

(a) Over view of Bognor Watercraft Limited

 
Bognor Watercraft Limited is a successful producer of watercrafts with a specialization in high-end luxury craft as well as maintenance and upkeep of these products. We noted that you have made commendable investment in Information Technology (IT) which has been vey instrumental in easing the burden of some tasks. However, the company has a range of systems which are currently operating with multiple databases. There is need for the organization to harmonize her enterprise applications to ensure that information is integrated and streamlined. Such integration would help improve her supply chain management.

(b) Supply chain map

Implementation of an integrated enterprise application calls for a thorough analysis of a company’s supply chain. According to Lambert (2008), a supply chain map includes all activities involved in conversion of raw materials to finished products including delivery to customers. The supply chain map for the company can be summarized by the map below;



The warehousing department is responsible for purchase of materials from suppliers in addition to specialized items such as engines, gearboxes, heating units, navigational equipment etc.  Production of water crafts and maintenance is undertaken by the manufacturing department with the support of the design function. A labor intensive process is used for the production of handicraft using specialized equipment and some heavy industrial equipment. 

Distribution of the company’s production is undertaken by three departments namely; marketing, sales and distribution. Sales department is responsible for generation of orders from prospective customers while the marketing department handles the design, exhibitions and market campaigns. On the other hand, the distribution department ensures that all orders are delivered to the correct customers at the right time. The three departments are assisted by three support departments which include; finance department, human resources department, and support staff for reception, drivers and cleaners.

It is worth noting that there are a number of activities that are conducted along the supply chain. To summarize how these activities are carried out, I have used a process flow diagram which provides a pictorial representation of each activity.

(c) Process flow diagrams

According to Shelly & Rosenblatt (2009, P. 146), a process flow diagram helps to show a sequence of various activities undertaken in the supply chain. The diagram is normally used as a basis for modeling a system during system analysis and design. 

Sales generation (order processing) involves meeting prospective clients to identify their needs. Customer specifications are used to ensure that watercrafts are tailor made to the unique needs of customers. Once an agreement is reached with customers, sales staff fill the order forms which are then taken to the design team for development and ultimately to the manufacturing department for production. Activities are carried out as per the flow diagram below.

	Bognor’s customer order processing 




Production process is driven by customer specifications. Watercrafts are tailor-made to customer needs. The warehouse provides the necessary materials required for production such as Exotic wood which is imported from South America and Far East. These are then fixed and assembled with engines, gear boxes and heating units among other components sourced externally. Once production process is completed, finished products are transferred to the distribution department for onward delivery to customers. The process is summarized by the process diagram below.

	Production process for water craft




(d) Merits of Enterprise Applications

Implementation of enterprise applications is vital to streamline business processes, provide a real-time information access among systems, maintain information integrity, and ease development and maintenance of information system (Shi, Han, Li and Huang (2005, P.1).

Bognor should take advantage of her investments in enterprise applications to improve decision making. The current mode of operation of applications denies the company an opportunity to increase her returns to investments since they are disjointed. The expected growth in the organizations calls for increased efficiency and streamlining of decision making which can only be achieved through integration of all the enterprise applications. Integrating applications currently employed would enhance the efficiency of the organization through data sharing. For instance, it would help track idle time for the production facilities and staff, reduce material wastages and provide a basis for management of lead times. This would ultimately improve profitability as well as improve management of the organization during the growth phase.

Integration of enterprise applications provides an opportunity for management to access real time information for sound decision making. For instance, impact of various management decisions in one department such as purchase of inventories, would be felt instantaneously in all the other departments and reflected in the daily management accounting reports. The system would thus help management review performance of the enterprise on a minute to minute basis.

The adhoc information systems currently operated by the company are prone to errors. For instance, transfer of data from one application to another requires human intervention which exposes such data to errors or intentional manipulation. However, automatic integration of enterprise applications would help solve such problems. Automation of data sharing would ensure that an organization maintains integrity of her information and hence improve reliability of such information in decision making.


Integration of enterprise applications results into an almost single entity- wide information system. Running the company in a single platform would result to simplification of the information system environment. This would result to gains in terms of reduced maintenance costs of information system. 

Bognor needs to improve her communication lines within the department and with eternal parties such as customers and suppliers. The current communication platform has cost the organization through lost sales opportunities and unsound decisions. The proposed application should be one that helps the organization satisfy her communication needs with all her publics. Areas where improvements in decision making are expected have been highlighted below. 

(e) Areas for improving decision making

Based on my analysis of the organization, I noted a number of areas where the company could improve decision making such as in management of lead time for inventories, staff planning, product design, and customer service. Currently the company has challenges in managing lead time for raw materials and particularly the exotic timber sourced from Far East and South America. The quality of this product also differs from time to time. An inventory management module should be implemented within the enterprise application to help manage inventories better. Dependable suppliers with a reasonable lead time should be selected and closely monitored. Reports from the enterprise application should be designed in such a way that it makes it easier to track the time between placing of orders for inventories to the time the same is received by the warehouse department. This should form an input when developing production schedules.

The company urgently needs to conduct an analysis of staff required for each activity in the supply chain. Standard costs of producing a watercraft should also be developed and fed into the system. Use of such a system would improve management of staff costs through analysis of variances in labor costs from the standard costs. Adverse variances would require explanation from the management. There is also need to for Bognor to conduct an organizational skills audit. Identification of key skills in the organization is instrumental in undertaking a review of competitive strength. A data base of skills in the organization should be created within the human resource module of the enterprise application in which mapping of needs should be done. This would ensure that staff needs are identified on a timely manner and existing skills efficiently utilised.

The organisation should consider standardization of her designing decisions to avoid basing decisions on the past and existing brands. A systematic designing process responsive to customer needs should be developed to ensure that customer needs are met as well as improve succession planning where new staffs are taught the standard designing processes.

Application of an integrated enterprise application would help the company improve her customer service. For instance, process improvement decisions and marketing campaign should be made based on feedback received from customers. A module to receive customer feedback should be developed such as through the use of a customer service dedicated website portal. Once customer feedback is received, it should be analyzed and appropriate marketing strategies adopted to increase and retain market share. The feedback should also form an input in developing  marketing campaigns.

Development of the proposed enterprise application is expected to improve departmental communication which is currently one of the hindrances against growth in the organization. For instance, the finance department has serious communication problems with the other departments and also within the department. This reduces effectiveness of this department in carrying out her key roles such as evaluation of other departments and provision of financial oversight. 

(f) Streamlining operations

The organisation has some areas where information sharing and integration could be undertaken. Information sharing would help the organization reduce information redundancies and pursuance of conflicting goals. To cope with the potentially rising competition, the organization should streamline all her activities to achieve a common mission and vision.

Customer orders should be used to make production schedules and organize distribution systems. A module should be implemented in the system that helps to track all approved customer orders and the time lines. The production team will find this useful in organizing the facilities for optimal utilization. It will also form the basis of making timely plans for labour material and other production materials. The distribution department will also find this information useful while developing logistic plans. Having such an elaborate plan would ensure that customer orders are delivered on time and that production and distribution facilities are efficiently utilized. The sales team should be encouraged to ensure that order information is relayed promptly for effective planning and to avoid surprising the manufacturing department. 

The finance and human resources function should also be closely linked to the purchasing, production and distribution functions. Modules for various budgets such as production budgets, inventory budgets, staff plans, and cash budgets should also be implemented to help the finance department manage utilization of resources in the company. Review of such budgets will form a basis upon which improvement areas are identified for better performance. On the other hand, the human resources department will require the budgets for staff planning. 

To allow the required linkages between departments, the application should have a data sharing facility where various departments can make their input and access information from other departments. However, restriction controls should be put in place to ensure that there are no unauthorized data changes or access is made. This can be done by giving users specific rights depending on their needs, roles and positions in the organization.

The application will require a close working relationship between all departments. For example, the human resources department is expected to continuously review staffing requirements using the HR module and based on production and distribution schedules. The finance department is also supposed to be reviewing profitability of the various departmental plans before implementation. On the hand, preparation distribution schedules will be needed well in advance based on customer orders and production schedules. This will ensure that long term plans such as leasing of assets can be done which would generate significant cost savings.

(g) Types of enterprise-wide decisions

There some decisions that shall be required to be made by the top management at the enterprise level. Some of these decisions include; expansion of production facilities, changes in production systems, and changes in the organizational structure. Such decisions would require a wide range of data in the whole organization. For instance in deciding whether to expand her production schedules, the company would require to conduct an analysis of the expected market share based on market surveys, determine the optimal production capacity of the existing facilities and review the profitability of the proposed venture based. Enterprise-wide decisions would be better performed by reviewing various reports produced by the enterprise application. The application should therefore be designed in such a manner that corporate reports such as entity-wide financial reports, organizational budgets and summarized financial statements can be generated. This will improve top management’s decision making process. It will also ensure that corporate plans and strategies are realistic by based heavily on actual results.

Conclusion

Application of integrated enterprise applications is vital for a modern business such as Bognor Watercraft. Its implementation would help the organisation make informed decisions through generation of real-time information on the whole organisation, improve business efficiency, maintain data integrity and reduce system maintenance costs. This report has highlighted areas where such a system would help you integrate and improve decision making. 

I trust that you shall find this report useful as you undertake the planned expansion of your organisation. We look forward to partnering with you in this worthy exercise and are keen to help in the implementation phase of the project.

Yours faithfully,

Excel Management Consultants. 
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