Case description and management of a firm looking to improve

Case Description
The case sheds light on the management of a firm looking to improve on their order process by making it more efficient. The firm is fairly large having about five different production facilities which manufacture chemicals used in plastics, fibers, and coatings in the south eastern region of the United States.

The case goes in depth into the firm's order process. When a customer faxes, mails in the order, or calls, his order is taken down by a representative who manually takes down necessary information required for the order on an order pad. The representative accesses the firm's order entry system and checks the inventory and location for each product the customer orders. After all relevant information regarding the order is gathered, the customer is contacted by the representative who confirms the entire order before proceeding. The representative suggests a delivery date of four to five business days. If the customer would prefer an earlier delivery, the representative checks the order entry system to see the warehouse nearest in location to the customer shipping address. This check appears to be redundant as orders are generally delivered from the nearest location to the customer.

Orders which written by hand on an order pad are collected together and put manually into the order entry system. The order entry system rejects orders with missing information. Some orders are not immediately put into the system depending on their delivery date. The system performs a credit check on the customers. Customers are separated and treated differently based on the health of their credit. A report is generated and sent daily to the Credit Department and representatives.

The firm also faces a problem due to lack of standards. Different business units use different identification systems for the same products.
SWOT Analysis

Strengths
The firm appears to be strong and big. It holds fives different production facilities producing a variety of products. This advantage of variety gives them the ability to make complementary and supplementary products so that they can still keep market share and profits even when one product is doing poorly in terms of sales and distribution.

The firm has a good management who intend on improving its efficiency. The firm acknowledges that a problem exists in the order process and identification systems and it takes the first step in problem solving: identifying that a problem exists.

Since the firm deals in specialty chemicals, it is difficult for new entrants to creep into its niche market. The products which the firm produces are necessary in the production of other vital products which means that the firm's products will always be in demand.

The firm also made it a point of duty to maintain a relationship with their profitable customers by giving credit to the customers who have good financial standing with the firm.

The geography of the firm is suitable for its market. The firm is located in the southeastern region of the United States which is known for an abundance of polymers and dyes. The firm has access to available supplies needed for production.
Weaknesses
The firm's order process gives room for a lot of human error and redundancy. The procedures in the order process are mostly handled manually by representatives who have the ability to make mistakes in the case of large batches of orders.

The order process is also very slow. The representatives have to check back and confirm an order with the customer which takes up valuable time that can be used to serve other orders. The reports generated during the order process are sent out to the concerned personnel via physical snail mail which can cause clutter. Also, some orders are delayed from being entered into the order entry system due to their delivery date.

Valuable information is likely to get lost physically or in translation since the order process requires the representative to rewrite the order on a pad, the pad could be damaged or misplaced and this poses a huge problem.

The firm's information systems are not visible in the early stages of the order process and it requires a middleman-the customer representative to mediate with the technology and the customer.

The firm's identification systems are not standardized which can lead to confusion and disaster at some point.
Opportunities
The firm has the opportunity to improve its information systems. Given the increased trend in technology, the firm can look into newer technologies which can improve their business processes. Globalization has made technology more efficient at an incredible rate; the firm should look into global communities for better technology which it could implement. This may lead to increased customer loyalty who may view this move as innovative, thereby, enhancing the image of the company.

The firm has the opportunity to increase their span of products and discover new markets which they can break into. Since the firm is fairly large, it has the asset and capital to explore other markets. By expanding their products, the firm will increase their customer base which may lead to more revenue and profits. The firm can expand to more regions or it can even go global. Starting up new plants in other pats of the country or the world will give the firm more market share in the industry. This will also give the firm access to more raw materials needed for production.

Government regulations may help prevent new entrants from infiltrating the market. Government regulations which may be lobbied by existing firms in the industry may be unsuitable for new comers.
Threats
A major threat which the firm faces is its competitors. Existing competitors have the ability to take the market share of the firm by producing at cheaper rates or by cutting costs in other processes. Competitors can cut costs by improving their business processes to be more efficient of by getting their supplies at cheaper prices. Competitors can also steal the firm's customer base by producing better and innovative products, or by improving their brand name.

The firm may run the risk of losing their customer loyalty. Without a customer base the firm has no ability to generate revenue this is why it has to avoid losing its customers to its competitors. The more substitutes there are to the firm's products, the more likely it is that the firm has little power over its customers. Less control over customers means less profits, the firm exists to make profits so it needs to avoid the situation where its customers have too much control.

Suppliers may increase prices drastically. The firm should try to prevent the suppliers from gaining too much control; otherwise they will try to increase prices at rapid rates which the firm may not keep up with. Suppliers also tend to be stubborn and sloppy when they have too much control. The firm cannot afford to have such suppliers; therefore, it has to amass as many suppliers as it can.

Government regulations may make the market unstable. Regulations implemented by the government may lead to dampened profits, or change the usual operations of the firm.
Case Study and Questions

1. Diagram the order process. What are the outputs of this process?
The outputs of the order process are reports of credit holds, customer invoice when product is delivered and paid for, and reports of back orders.
2. What other major business processes outside of the order process are likely to be impacted by the order process? Explain.
The distribution process is likely to be affected because it needs to be called on after the order process is complete. The delivery of the product is a vital part of the firm. Without the actual delivery of the product, the order process is not complete.

The inventory process is impacted as the storage department is responsible for regularly updating quantities in the inventory. The inventory process relates the product information and availability to the order process who need this information so that it can prevent the possibility of incomplete orders due to items out of stock.

The accounting or financial process performs a credit history check on the customer who places an order. The order process is highly dependent on the credit history check of its customers so that it can identify and reward the customers that have good financial standing and trust. This helps improve customer loyalty. By doing a credit check the firm ensures that customers are less likely to be delinquent in payment after the order process.

Since the order process is very customer oriented, the customer service and marketing processes are affected. The customer service representatives may find that the continuous communication and satisfaction of customers becomes cumbersome. On the other hand, the marketing process may find this appealing and may use the highly personable nature of the order process to lure in new customers.
3. How could this process be made more efficient? Draw a diagram of your proposed process and information changes.
The existing order process could be made more efficient if the firm implemented the use of a fully integrated information system organization wide. The order process would improve and move faster if there were less cross checks and more automation. The use of an e-commerce web portal sitting on the firm's information systems would be ideally suitable in the improvement of the existing order process. The web portal will give the customers all the information they need to make an order, present a form in a set format for the customer to fill, and submit the information after it makes sure that the customer fills out all required fields. This will prevent the system from rejecting orders down the line due to incomplete information.

The firm should avoid giving the customers the option of shipping in less than the standard time; unless in extreme cases. This will lead to less partiality and more fair treatment of customers. The order process also benefits from this because there is no strain and over saturation on the system resulting from orders with rush deliveries. In order to better satisfy the customer, the firm should give the option to cancel orders in the case that they do get backordered.
4. Should your company use enterprise software for its new order process? Examine the enterprise software offered by SAP and Oracle by visiting these companies' Web sites.
The firm should use the enterprise software for its new order process. The particular enterprise software the firm would choose would be Oracle. Oracle is a relational database management system adapted for enterprise solutions. With this new database it makes it easier on the customer and on the firm because with its grid computing with more self-management and automation. The Oracle Enterprise Software makes it easier for the customer to "innovate faster with confidence using Real Application Testing, manage more data for less with advanced table partitioning and compression, securely protect data and enable compliance with total recall of data, and Integrate 3D spatial and rich media content into business processes." The Oracle Database also benefits the firm by "protecting from server failure, site failure, human error, and reduces planned downtime; secures data and enables compliance with unique row-level security, fine-grained auditing, transparent data encryption and total recall of data; high-performance data warehousing, online analytic processing, and data mining; easily manages entire lifecycle of information for the largest of databases." This database systems makes life easier for everyone, the firms customers and employees can be happy.
5. You have heard that commercially-available enterprise software might not be able to handle the following situations:
a. When the system checks for available inventory, it treats material that is still undergoing quality control inspection as available inventory as well as material in inventory that has already passed quality control inspection.

b. There is no way to automatically check customer records to see which qualify for sales tax exemptions.

c. The system assigns a date for backorders of items that are currently out of stock rather than the original requested date on the customer order.

What impact might this lack of functionality have on order processing and other parts of the company? How could you determine how serious a problem this creates? What questions would you ask?

The impact this lack of functionality might have on the firms order processing is that the firm will not have an updated inventory it will not be in real time, so it will hurt the firm business because there will be a lot of mistaken inventory and if we are out of stock of something we will not know because it will look like we actually still have the product on shelf so that will lead us to dissatisfied customers. Not being able to check customer records to see which qualify for sales tax exemptions is a big problem for the firm because they will charge the customer with taxes when they are actually exempt for it so the firm will get a lot of customer complains which will lead to a lot of stress for employees working for the firm. Having the systems assign a date for backorder of items that are currently out of stock rather than the original date that was given to the customer will cause a lot of confusion for the customers because they think the order is ready a certain date but it really is not ready and they will call the firms customer service representatives and ask them why they order hasn't been shipped yet. The firm probably can determine how serious this problem is by the amount of complains we get from both the firms employees and customers. The questions the firm should probably ask is why doesn't the system update the inventory daily or real time. Why don't the system automatically saves the customers full information including the sales tax exempt? Why do the system generates a different back order date than what was originally given to the customer? When will there be a service pak or a software update that will fix these flaws in the system? How can we fix the current situation with the system? With the new enterprise system software we implemented there is a less room for error. Oracle protects from server failure, site failure, and human error. It also has a high performance data warehousing which would make it a lot easier to store inventory and get up to date numbers.
Current Events Relevant to case
Abdullah Atatreh Chairman of the Board of Bonyan Group decided to go with SAP to help drive international growth, with SAP it will improve there business processes and customer services. The application they will deploy is SAP Business Suite ERP and CRM this application a major part of its business while they continue there international expansion plans. The Bonyan Group main focus is Real Estate projects. The SAP application will help them cover business aspects which includes financing, human resources, material management, project management systems and investment management. With SAP Business Suite ERP and CRM it will improve the Bonyan Groups sales cycle and customer management. Here is a quote of what the Chairman had to say, "The regional real-estate market is experiencing phenomenal growth. With business interests spread across the region, Bonyan required a comprehensive enterprise management solution that is also 'real-estate aware', enabling us to gain a consolidated view across all of our operations. SAP has the best-suited solutions and industry expertise to help drive ongoing innovation and better collaboration with our customers and partners." SAP will be a great benefit to this group because it will be able to develop its business, and it will also drive innovation and business change to this group.
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