ENTERPRISE SOFTWARE

Reality bytes

As enterprise software extends its scope, a

strong focus on business realities has never been

more important, says David Jacobs.

nlerprise software is widening its net

tr encomppass fmnt-office fimctions
and supply chain activities using the
internet, Mow an organisation needs to
be clearer than cver about its business
processes, For the first time, there may
be direct links to other business cullures,
The importance of understanding how
inter-lrusiness information Qows will
ke the buesiness profitable, has never
heen greater.

Enterprise software covers an
increasingly major portion of a
company’s activitics, but the potential t
help clients install plenty of software
without much helping their profitabilivy
is menacingly high.

It B still too casy to constrict the
business operation. Sofware, with its
tmany lavers of logic, has a habit of
hampering a business when not
appropriately applied. And the more of
the enterprise the software covers, the
maore potential for constriction,

Ini the past steering erganisations to
software ‘gridlock” has not been the sole
prerogative of consultants or advisors,
Client companies, often keen to take
advantage of new software capabilities,
wan unwittingly be instrumental in
bringing aboul their i downfall,
They fail because they respond 1o media
prassure and try to run before they can
walk, They make the fundamental
mistake of nol realising that sound and
creative business principles produce
profits, not copious amounts of
software,

Large software organisations spend o
Io1 o advertising that implics all you
need is o big box, then corporate riches
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will fall fromy the sky e fact, strong
business valuc is st gained from
making good use of the firm foundation
af current meneration software, rather
than using tomorrow's gizmos in haste,

High risk

If a elient accepts the high levels of risk
attached to the tomernow’s gizmos’
approach, then all well and good,
Haowever this is rarely the case and in
oo many 15 and particulardy ERI
projects the client is laken by surprise
by the monstrous resource regquired o
effiect a change of business process with
supporting software.

Companies fail because they
respond to pressure and try to

run before they can walk
Pl e e ——— e |

Then there arc factors like the
cultural changes required {(s0ll not given
the prafile they deserve]) if suceess for
the integrators and analysts and repeal
business for the consultants is 1o be
abtained,

Mo that e-facilitated supply chains
cross company boundaries, these aspects
are poing to be more crucial,

The internet, CRM and the e-supply
chain sparkle with the polential to malke
a statermnent that “this is a very up-io-
date company’. Many clients will be
clamouring for these technologics,
whether or not they are clear about the
balance berween image and product
profitability.

This is where caution comes into
play; at present an e-business preserice
by no means guarantees a boost in
image or value of business performed.

Muore positively, should these new
tovs prove 1o e the catalvst for
arganisations to conduct an effoctive
review of their business processes, there
is ney harm in utilising mocdern software
toals Lo support those processes -
providing that those new processes
remain the guiding force,

I the 19905, consultants rended o
concentrate on the design, supplhy and
deployment of software. This approach
led to countless organisations installing
an ERP system that was of dubious
value in meeting the original business
goals (ofien too nebulously defined and
e ).

The consulinnts whe impress clients
muert, in the world of extended and
imternet-hitched ERP will be those who
cant help the client identify their most
valuable business processes.

Then they should help to envisage a
concepiual imfermation systen 1o
support those processes by providing
appropriate information and ensuring
software s only emploved where
appropriate.

Realities
Consultants should try to impart the
realities of software as well as the
benefits, This is an area where the
realitics must be understond in detail
before professional work can be
undertaken.

For example, when dealing with
internal or external business clients, be



jargon and
try te look
out to the
real
business
warld

careful with IT fargon., Try 1o lool out
tor the real business world and not into
the sometimes artilicial and rather

intrispective world of 1T,

T ensure 4 client gets strong
business value from any software
deploviment (and éspecially an "ERP-
plus’ project ), emphasise that busingss
value payback starts when the new
syslem soes live,

I the past, this has beer the phase
when the implementation team has
retived to consider which project it will
tackle next. allowing the major parl of
e value to dissipate. 1t is 2 waste to
alliscate too little resource to exploiting
i Lovingly bualt system.

Proactive support and continual
assessment of eflectivencss is the hest
veay of ensuring mioney is well spent.
The client budget should be set
accordingly.

If consultants hive any influence,
they should recommend that a larger
than traditional portion is kept for post-
implementation support, mamienance
amd, importantly, value assessment.

[f such o support process is
sugcessfully encouraged, consultants are
more likely to make new sales on the
stremgth of genuine cient increases in
profitabiliny

Also, if the consultant can get the
message aver that no amoennt of
software, however technically preficient,
can be more mstrumental in
engendering genuine business value
than the underbying business processes,
then the days of false expectations that
software will resalve a company’s
proflems as if by magic will be pone.

Realistic CRM

Another example of where consultars
can help clients to be realistic 5 with
CRM.

First, the client needs to appreciate
that customer relationship management
i% not software. 1 is the business process
that the software niay support providing
that:

* The organisation understands the valuc
and nature of the business processes.
“The organisation understands how o
uze the information provided by the
information svatem, whatever that
systemn might be

* The organisation understands the
business strategy of uiilising customer
information to genetite growil,
profitability, increase in market shire,
el

* The organization understands how
change to the new business processes,

In the case of CRM, the art of using
sales and nrarketing information —
coupled with information on the wider
ket = existed bong before IT came
along with its promises of reducing
mitny @ serious business strategy (0
‘painting by numbers,

The result of this is that bosiness
professionals can become complacent,
believing the software will sort it and do
their jabs for then. They become
disiltusioned when, inevitably, it docs
nothing of the Kind,

It remains a concern that concepts
like CRM aee being misunderstood by a
new generation of young professionals
who believe that the software is key,
rither than the fundamental value-
generating business process behind it

Iy to help external or internal clients
by challenging them {in the nicest
possible wayh toexplain the value-
vielding business process that is fo be
supported by any software under
consideration.

If they cannot, you may be i for ane
of those infamous one-off sales, If,
however, they can pul over a clear and
cohesive business strategy, vou can
expliuin low information systems will
help to realise full business valoe and
that the software chosen is.a very goad
fit 1o the vision,

Repreat sales based on s genuine
incredse in profitability may well come
abaut.

Success factors
The companies who can identify their
key business processes fivst, and only
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then realise those principles through
software, will be successful. Others may
achieve minor success — but the
magnilude of that success will be
unprediclable.

Focusing on the underlying
business orinciples maximises the
benefit, subject to the quality of the
software employed. Onee consuliants,
enalysts and clients appreciate this, 21sl
Century Enterprise Software may grow
ter its Full potential. This will, however,
require vigilant and creative thought
processes,

Supply chain integration via the
internet is full of potential for business
growth. But it must be remembered
that supply chain activity has a strong
elenent of human interaction,
relatichships and communication huilt
inte it and this cin never be replaced
by machines.

Tov assist clients, try to keep sight of
the fact that the job is not 1o automate
s much as possible; it is 1o give
automated assistance to the human
hemgs conducting the business. There
i5 it massive difference!

As a final example consider the
daily real-world issue where somebody
on the end of the telephone is saying
“Sorry, the spstem s slow todav” or,
frighteningly often. “we can't de that,
our seftware doesn’t work that way®,

Too many companics do not
understand that an automated process
iz very different [rom a manoal one
and how 1o react accordingly.
Comsultants can help them to envisage
situatiens they are likely to be in and
formulate strategies w embrace the
technalogy profitably.

If 2 company automates everything
under the sun and the system is slow
or, worse still, ‘down, they are ina
worse situation than before,

This is nol impossible to avaid — as
lonig as rational thought and care is
emploved along with realistic
contingency plins,

Try to perform the wider role that is
badly needed. If you can introduce
shorter implementation timescales as
well, with the caveats abowve, the
commercial world could be vour oyster.

= David Jacobs is director of Profit
From Information Limited, which
specialises in IT effectiveness and
information systems. Tel: 01932
24B027. E-mail businessi
profinfo.co.uk,
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