Suggested “Answers” to the 2003 Exam

(These answers were developed by lab supervisors Diana Teo, Lily Lam and Chin Phoa, and edited by Peter Seddon for use in tutorial discussions in Oct 2004.  We hope you find them useful.)

Answer to Q1(a): No! 
Explanation:
· What vendors claim to be “best practices”, are practices that work successfully in many industry-leading companies

· However, what works for one organization may not be “best practice” for another (e.g., inventory for Lucas Heights)

· Ultimately, need to achieve fit between the software application and organizational needs

· Implementation of PEAS does give clients the opportunity to learn whether these “best practices” claimed by vendors can be used in their own organization

Answer to Q1(b): Difficult to say!
Explanation:

· Best practice depends on the needs of IDES. It is difficult to know from Module 6 what IDES is trying to accomplish.  

· What the process in Module 6 is pretty standard, so it is likely to be OK. However, if IDES does not have as many departments as the default R/3 process assumes, it may be possible to configure the system to skip some transaction types. 

Answer to Q.2a

· Configuration means setting parameters in the tables in the system to reflect an organization’s business rules

· It is achieved by entering values in tables using the Implementation Guide (IMG) part of SAP R/3 (i.e. Module 9)

· Configuration specifies company names, organizational structure, chart of accounts, etc. which clearly differ from organization to organization.

· Need to achieve fit between the companies’ processes and the processes embedded in PEAS

· PEAS is highly configurable software that provides generic solutions for various problems in various industries, but it may not be suitable for all companies

· Different organizations have different organizational structures, accounting requirements, and data entry requirements.  Therefore, we need to define these elements before the software can be used to generate useful and relevant reports

Answer to Q2b

· Customization means to alter the code in PEAS. It is a way of ensuring the software supports the processes the organization wants.

· In SAP R/3, this is done in a programming language called ABAP.  In future it will be done in Java 2, Enterprise Edition (J2EE).

· If the organization has unusual functions or processes that are not offered in PEAS

e.g. Airline company customizes ‘plant maintenance’ module to suit aircraft maintenance process because the standard plant maintenance module does not support specific requirements for aircraft maintenance. 

· If the organization feels that its processes are superior to those in PEAS & is necessary to customize to achieve competitive advantage

e.g. Compaq chose to customize certain parts of PEAS to protect its core competency, i.e., its processes

Answer to Q2c

· Future upgrades of PEAS would need to be re-customized (changes made not carried forward to future versions).  
· Making these change and testing to ensure that changes made do not interact in unexpected ways with other modules is expensive!

· Lack of support for customized software from the vendor.

Answer to 3a&b
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Answer to Q3c

· Exploration seemed to produce more benefits faster than the other 3 strategies
· Benefits (table 4 pg. 15)

· Smooth change over

· Cost & speed benefits through streamlined processes

· Managerial benefits with tailored reports

· Achieved planned strategic benefits

· Increased organisational learning

· Disadvantage
· Increased work load for senior manager due to time spent on understanding PEAS

· This evidence is somewhat convincing (see table 4 pg. 15)

· Even though system exploration is more time consuming for management and the implementation team, it is likely to lead to the organization adopting of the most appropriate processes for its needs.

Answer to Q4a: No. 
Explanation:

· They are different in some hard-to-define way, but not inconsistent. 

· CHH point 7a is similar to Parr’s factor 1

· CHH points 7b and 7c are similar to Parr’s factor 10

· However, there is no easy way to link the other items in the two lists. 

Answer to Q4b: Only a little.
Explanation:
· Parr’s CSFs are described in her Section 4.3 as “candidate factors for successful ERP implementation”, and the first three are described as “of paramount importance”. Despite the label “critical” in “CSF”, she does not claim any factor is always important! Factors important only in one organization were not reported. Therefore, if CHH were implementing ERP (not SCP), some factors important at CHH would not be expected to match Parr’s list. 

· However, one might expect that many factors on Parr’s list would be on the CHH list. At first glance, they don’t seem to be. 
· As the question suggests, an additional source of difference is that the CHH implementation was for SCP, not ERP. SCP is more intimately tied to an organization’s manufacturing and logistics operations.  It requires even more detailed data than ERP, and is therefore likely to be more organization-specific than ERP.  
· E.g. 1: more emphasis could have been placed on Backup processes and Contingency Plans for CHH because system failure could have a huge impact on production runs: 



system failure ( halt production runs ( financial losses



(( = “leads to”)

· E.g. 2: CHH also emphasized testing (avoid RMIT and Cambridge disasters)

· CHH lesson 6 seems to be specific to SAP’s APO 2.0 product, which was much less mature than its ERP. It was bleeding edge.

· However, the SCM/P vs ERP difference does not seem to explain the differences in the list of factors either.

· The main source of difference is that CHH factors 1-7, particularly 1-5, relate to tasks done during implementation. 
· The guy from CHH is saying “do these things well, and positive outcomes are more likely”. 

· Parr does not discuss tasks at all. She says “manage these influences and positive outcomes are more likely”.  Implicit in Parr’s list is that if her factors are managed well the team will do its tasks well. 



Factors ( tasks ( outcomes

(( = influence)

· A final source of difference is that Parr was concerned only with project success (on time and within budget).  She was not concerned with ongoing benefits to the organization after go live. Thus she does not mention training or “ongoing support post go live” in her list.  Other studies have reported these factors to be very important. A number of the CHH lessons, e.g., Lesson 3 “having backup systems” relate to use of the system after go live.

Answer to Q4c
Change management:
· Implementing PEAS will have an effect on most people in the organization.  Thus change management is necessary to ensure a smooth change over.

· Need to prepare the organization both physically and psychologically for the change

· Involves extensive user training in using PEAS as well as understanding the implications on work processes; impact on organizational structure and culture; incentives for people to change their job roles

(Exam answers would mention some of the points in the table below, not all!!)
	Critical Success Factor
	Examples from the NIBCO case study

	Management Support
	VP’s supported the project

	Best people full-time
	In order to quickly implement the system, NIBCO dedicated the best people to the project

	Project Champion
	Rex Martin was the executive sponsor

	Empowered decision-makers
	-Three TIGER co-leaders constantly communicated to “talk through” major decisions
-VP’s were willing to empower the project leaders to make decisions

	Deliverable dates
	Time schedule was not negotiable 

	Definition of scope and goals
	During the initial stage, co-leaders worked together with IBM project leaders to hone in on the scope, cost and magnitude ( develop project plan

	Smaller scope
	Project scope only included North America for the Big Bang implementation

	Vanilla ERP
	R/3 package was to be implemented in “vanilla” form with essentially no customization.  Company would adapt to the R/3 practices.

	Commitment to change

	· TIGER project team included a change management leader
· Change-management team developed communication and training to help NIBCO employees make those changes
· Team-building exercises: Discussions about the kinds of changes the project would necessitate, e.g. implications of a standardized process compared to ten different ways of doing things

· TIGER team had a “Break away” motto symbolizing the need to break away from old processes

	Balanced Team

	· TIGER project team had a core team that included business process teams, a technical team and a change management team
· Worked with consultants from IBM to management the change process


Answer to Q5a

· Through the use of a common database, SAP R/3 is able to achieve integration between its various modules, such as between Procurement, Sales & Distribution, Accounting, etc.
Answer to Q5b

· Organizations nowadays use SAP’s various modules to cater for the needs of their many departments, e.g. accounting, manufacturing etc., and companies operating in many different countries.
· If a single integrated system is in use and one department or company needs to upgrade the version of SAP, all departments or companies have to move in tandem even if they do not wish to

· Managing change in all those organizational units is expensive.  Managers who don’t need the change resist it.  So, although SAP’s customers want integration, they don’t want large monolithic systems. 

· Furthermore, organizations have heterogeneous systems.  Many organizations use applications from different vendors. They may also have custom-built systems that they want to integrate, for example, Toyota regards their manufacturing scheduling system (TMS) as a source of competitive advantage. But Toyota wants TMS integrated it with their R/3 system.
· SAP’s current method of integration, i.e., using a single shared database managed by software inside R/3, fails to meet these needs.

Answer to Q5c

· Enterprise application integration (EAI) software provides a bus (like an Ethernet bus) to connect software from different vendors at the transaction level (TIBCO stands for “the information bus company”.).
· Messages between systems flow along the bus, and are placed in queues if the target system is unavailable.  IBM calls their EAI product MQ-series, where “MQ” stand for “message queue”.
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Example:
· Harrah’s operates and manages more than 25 casinos in 13 US states

· They require real-time customer tracking for their loyalty card program

· A Teradata data warehouse manages all customer activities

· TIBCO provides real-time movement of data, ensuring loyalty card information is in synch with all properties, systems and devices, and providing promotional activities

Answer to Q5d

· Portal
· Creates a four-tier client-server architecture by placing a portal server between the user and the various applications it connects to.

· Provides a unified, personalized & role-based view of a heterogeneous environment

· This provides integration for users, as what they see is a unified view of many of heterogeneous systems.

· Another advantage is single sign-on. The portal manages passwords for all the applications it connects to.

· “Business Intelligence” (=data warehousing)
· A data warehouse stores a mass of information that is extracted, e.g., on a nightly basis, from various applications in the company. 

· It is designed to assist decision makers to build models and ask what if questions based on historical data. 

· E.g. J. Crew, a US clothing company has been able to access context-relevant and critical information to improve managerial decision making via a data warehouse 

· Data warehouses provide a different way of integrating data. The key point is that integration is not achieved through real-time messages between applications. 

· Web services
· Is an internet-based technology that allows a process on one computer to invoke a process on another computer. Information between the processes is communicated in XML format using simple object access protocol (SOAP).

· Appears to be an ideal technology to achieve objectives of EAI.

· Many companies, including Microsoft and IBM are integrating the capacity to use web service into their core products. 

· SAP is too, as the underlying inter-process communication method in NetWeaver. This will enable SAP to provide real-time integration between different applications, including those from different vendors and with custom-built systems.


























































































































































































































































































































































































PAGE  
6

