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1. Introduction
Celanese AG is a global producer of value-added industrial chemicals. They are one of the leaders in their product areas; Celanese has the leading position in producing acetyl products and engineered polymers. Their products are manufactured in North America, Europe and Asia. In 2006 Celanese’s net sales went up from 1,471 million USD to 1,573 million USD while their operating profit decreased by 15 percent from 172 million USD to 147 million USD which is due to an overall increase in many other charges and also a loss in sales which is related to AT Plastics Films Business. 

2. Task A - Analysis Celanese AG (CE)
Competitive Forces Model – Porters Five Forces

I. Rivalry
Celanese’s traditional competitors include BASF, Methanax, Lanxess and other companies in the chemical industry. All of the competitors offer a similar range of products and services in the almost identical market. The ‘older’ competitors mostly have an excellent intuition for the market and have a good customer base. 
In this situation the rivalry is very intense, because the companies are driven by the industry conditions in terms of price cuts and also raising the prices. For example: The Vice president of Celanese Emulsion announced

on 21st of November that they are going to raise the prices on Emulsion Products in North America by 5 cent per wet pound which is due to an increase of the prices of raw materials, feedstock’s, transportation and energy costs. 
The exit barriers are very high – they are still the primary barriers to make profit. The companies who want to shut down and write off there assets can’t, because of ecological issues. 
II. Threat of Substitutes
The threat of substitute’s products is most powerful where there are alternatives for a company’s product. The demand of special products can be changed by different factors, e.g. environmental, costs, licensing. The competition within this market is limited as there are not very many players with high quality products. There are important threats coming from the Middle Eastern and Pacific region which is going to amplify the rivalry.
III. Bargaining Power of Suppliers
Suppliers could be a danger for the industry if they threaten the companies to increase the prices for products and services. Therefore suppliers could reduce the profitability of an industry, because the increase of the prices couldn’t be moved over to the markets. The bargaining of the supplier in the chemical industry and therefore for Celanese give the impressions to be moderate because they are concentrated.
IV. Bargaining Power of Customers
The Customers have the power to cut the prices or request better quality or force better services which all has a loss in profitability of the industry as a result. The power of

the customer base depends on the criteria of the market situation and the importance of the business in comparison to the complete situation. The bargaining power of the customers seems to be low. The movement of the industry is uneven which reduces the shared bargaining power. More capacity is coming from the Middle Eastern countries – it is possible that the bargaining power of the customers might recover to a higher amount.
V. Barriers to Entry
The barriers of entry for new competitors are very high as the rules and regulations that they have to fulfil are very extensive. For example: in the European Union exist a law since the end of 2006 called REACH (registration, evaluation and authorisation of chemicals).   The capital requirements are high; therefore it needs a lot of investment to open a new business in the chemical industry. High barriers of entry make markets not challengeable and protect current firms from possible new entrants.
Celanese has to develop new strategies to overcome new competitors in the chemical industry. The new entrants will try to battle in the areas where the barriers of entry are very low.

The chemical industry is getting more and more instable. The different technological developments and political and environmental differences as well as globalization and fulfilments open up and are a threat at the same time.   

Value Chain Model
With help of the following value chain I analysed the activities of the company. It connects the company analyses and the strategy development – we can also 

see the strengths and weaknesses of the company which we can use to moderate a corporative strategy for the company profile.   

I. Firm Infrastructure
Celanese’s values are productivity, efficiency and being result orientated. To achieve those goals Celanese is not doing much routine adminstrative work anymore – they did outsource those tasks to support the strategic work of the employees. This also increases the motivation of the employees and helps them being more efficient.
II. HRM
Celanese provides different career opportunities; the offer challenging tasks, trainings, global outreach and individual career opportunities. They also do regular performance interviews to keep track of the development of the employee. In these interviews the strengths and weaknesses of the employees will be analysed, so that they can be coached in their weak areas. 
III. Technology Development
Celanese supports Research and Development with the customer wishes and its corporative strategy. They mostly focus on process, production, market innovation, integration of innovation and sustainable development. They should also constantly work on new products to receive a competitive advantage.
IV. Procurement
Celanese has about 2900 suppliers to present the distinguished supplier award in appreciation of better performance.   
V. Inbound Logistics
Celanese has to stock the raw materials in secure places do to the different laws and regulations which supply within the different countries. The do have the newest machines and technologies to fulfil

the customer needs.
VI. Operations
Celanese produces their finished products from partly prepared materials.
VII. Outbound Logistics
They provide a secure storage and transport to the customer.
VIII. Marketing & Sales
Celanese offers a constant availability, supplier reliability and timely delivery to their clients. Their dotcom business drove the attention to Celanese. Also their Net Sales went up in the last 3 years.
IX. After Sales Services
After the purchase Celanese could get in contact with the customer to receive the confirmation that everything went ok with the product that it was delivered in the right quality and to the right time. There is also the possibility for them to offer refunds and redelivery if the customers are not satisfied.

To achieve a competitive advantage the company has to adopt new approaches; e.g. new business systems have to be integrated, the customer demand has to be sensed as early as possible and being dealt with a perfect response. The same has to happen with different and new market opportunities and external threats; they have to be recognized immediately and treated well. This is absolutely necessary to keep the position as one of the best players in the industry. 



Celanese centralised enterprise system to its business strategy and the business value

In the strategy that Celanese is predicting, they are mainly focusing on:
• The   improvement of the turnover – between $300 million and $350 million
• The further expansion in Asia – Celanese wants to improve the significant

position in China with the development of its Nanjing. Celanese expects by 2010 that the earnings have grown by 45% - 55% in this region.
• Innovation: Plans to double the GDP in the Ticona business 
• Organisation: The different business units need to work together and not against each other. 
Celanese decided to centralize the company. The main benefit from this structure is the cost saving which results from standardization, central reporting and report keeping as well as quality control. As their main goal is to increase the profit this is the perfect strategy to cut costs – reducing the number of administrators, the duplication of the single projects will drop out. 
Within a centralized company, the decisions are just made from the top level, the board, so the employees do not have to leave their daily routine and can just all follow the way the management is announcing the further steps. This centralized way of doing business should be more efficient, the strategies are consistent. All those advantages of a centralized business increase the overall business value of a company (the employers are more motivated and flexible and therefore productive, the new infrastructure is decreasing the costs within the IT department).

3. Task B – Systems development methodologies 

Celanese could use the Dynamic Systems Development Methodology (DSDM) to ‘roll up’ all the units into one system. 
DSDM improves the Rapid Application Development (RAD) with one process. It defines every single process step and role. DSDM focuses 

on a tight budget and schedule. Celanese wanted to cut cost while implementing OneSAP and this integration should take place as soon as possible. 
DSDM is a project which consists of 5 Phases.
(1) Feasibility Study
(2) Business Study
(3) Functional Model Iteration
(4) Design & Build Iteration
(5) Implementation

Regarding to Celanese:
In the first stage, Feasibility, it has to be figured out if the project is realistic, does it match the business needs, and is DSDM useful, which risks can come up. The project to ‘roll up’ all units to one, using the same Information systems, the same business language seems to be very realistic. During the second stage, Business Study, the strategy, the requirements and the members need to be defined. As the strategy, the board decided to start testing the product in smaller’ areas as Singapore, it was already defined that the team is going to have 70 members with different project leaders, depending on the areas and their profession. In the third stage the product has to be specified. How does Celanese want the SAP system? Which parts are going to stay, which will change? A prototype has to be figured out. In the fourth phase the product will be designed and tested in a small data. The fifth phase the product will be handed over to the user.

One of the principals of DSDM is that the user of the software works very close with the developer so the product will match the exact conceivability’s of the user and works perfectly. The testing will be made in an product life cycle, which is another

important principal, the products gets ‘delivered’ as soon as it is done to receive an immediate feedback so that possible mistakes or misunderstandings can be corrected by the developer. This product life cycle rotates until the end user is absolutely happy with the product.
While being in this life cycle it is possible that the beginning units where the integration will happen at the beginning can already be trained, so that they actually see what is happening how the new system will be more comfortable for them. It is also a good way to motivate the employers as they are up to date to the changes in the company and do not get the ‘surprise effect’ if the new system is there; from one day to another and they have to work with it. 
As this integration is working as a life cycle, employees of from all units have the possibility to change the product and help developing it so the best possible solution can be found. This also helps to get the units back together, make them communicate with each other. So the actually goal of OneSAP – OneCelanese could already be reached on the way of implementing this system.

4. Task C
Celanese implemented OneSAP due to the various versions from 3.1 to 4.6. which were used by their employees. 
The most challenging part of the implementation was to integrate the different working units into one.   They have traditionally operated as a holding company letting five business units run themselves. Over the years those unites got independent, had its own way of working; business language and 

‘culture’. Most of the stuff members were not able to change their work routine just to fulfil the company needs and requirements. The employers received training as soon as the regular SAP updates where done to let them know and experience how the system is working. Another cultural issue was that the US and the German HR systems could keep their SAP system – this could be dangerous or it could be very smart, depending on the outcome of OneSAP. The problem with the decentralized system could be that maybe some units will eventually accept those changes while others won’t. After recentralising the company, this problem was solved. The board made the decisions and the units had to follow. 

Some technical issues were that the board had to distinguish wish system should be integrated first to receive the best possible solution. The different suggestions started with that they should use the department which has the closest version to the one that OneSAP was using. Another offer was that the units that are located in small countries like Singapore and Mexico should be integrated first. At the end, Celanese decided to go for the method that the smallest location should start integrating the new OneSAP system. 

Celanese purchased another business, Clariant, at the end of the OneSAP project. They did not realise at the beginning that they had to implement Clariants SAP system as well. Celanese wasn’t even sure which version the new purchased business was working with. Another challenge the integration team has to face is that the implementation

is trustworthy for board and also for the employers who will be dealing with this on a day to day basis. Celanese did assign special experts to every step of the integration to achieve the best solution. During the integration, the developers noticed, that the new supply chain event management model that was supposed to be integrated with the One SAP version wasn’t ready to get installed. SAP didn’t have the software ready. 

The toughest management decision would be to letting the employers know that many of them will have new responsibilities other jobs may change completely and that some will even lose their job. Those decisions are very bad for the company climax and also for the motivation of the employer that get the possibility to stay in the company.
Due to the different purchases and sales within the year OneSAP was supposed to be implemented the Overall Team leader couldn’t manage to finish the project with the given in the given time. The budget had to be bigger and the time limit needs to be increased. 
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