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IT had been
largely ignored in
terms of
investment for
many years and
was not a trusted
resource.

INTRODUCTION

A major multi-national enterprise with operations headquartered in Germany
requested all of its subsidiaries to begin a strategic investment in IT to ‘future
proof’ business operations and to embrace an IT driven approach to business
services design. IT had been largely ignored in terms of investment for many
years and was not a trusted resource.

The enterprise subsidiaries focused on manufacturing and sales of rubber-based
products (for example products such as industrial strength conveyor belts for
mining and metal pipe manufacturing, fabrication of rubber cements and glues,
and importing and assembling components for tyre repair kits---which even in
2018 is a multi-billion dollar sale--- and re-selling of multiple imported related
products), and provision of bespoke services to the mining industry.

This case study relates to the USA subsidiary, the New Jersey HQ office, where
the organisation is brigaded under five vice presidents as follows, Purchasing
and Supply, Industrial, Corrosion Protection, Automotive and Engineering
Belting. The President of the subsidiary made it clear from the start that IT use
was inadequate and not remotely in line with modern business.

The IT support (such as it was) was focused on incident management of
operational activities and provision of the IT environment, desktops and laptops;
mobile phones were distributed and managed in a different area. All Sales and
much of the Purchasing and Manufacturing information was intended to be part
of a Microsoft Navision suite first installed in 2002/3.

As with many organisations that operate in a complex purchasing /
manufacturing / distribution / sales environment, the business information needs
were inter-connected, nuanced and engendered many dependencies, requiring
detailed analysis before any decisions could be made regarding the information
needs of the enterprise.
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No automation of
any scale was
present.

Initial consultations surfaced an almost entirely absent consistent approach to
gathering, storing, securing and exchanging data. Reliance on IT was increasing
though the business was surprisingly analogue in its approach; expensive
manufacturing designs were (literally and figuratively) made on scraps of paper
and stored in filing cabinets. Items imported to warehouse facilities in the South
of the USA were placed in storage without any IT support such as bar coding
and almost all warehouse activities were manual, duplicated and reliant on
people. Purchasing and manufacturing processes were duplicated in the South
and in NJ via networked printers reliant on inadequate IT hardware and
networking equipment and all activities relating to the processing were manual —
no automation of any scale was present.

However, the USA operations were very profitable, and because of this an ‘If it
ain’t broke don’t fix it attitude’ prevailed at the top of the office and the scale of
change believed to be needed to move to an IT driven business was both feared
and considered to be too risky and expensive.

Furthermore, the IT department did not use any of the best/good practices that
exist and was almost entirely reactive. Any strategic proposals regarding
improvement and investment were largely ignored.

Clearly saying ‘You need BiSL’ was likely to lead to general hilarity and almost
universal head-scratching since no business or IT framework had ever been
promoted either from the German HQ or from within NJ. It was decided that the
approach to information management was to be focused on trying to improve
the efficiency of the enterprise by identifying current and future information
needs, identifying how IT should be used, and identifying costs and benefits of
investing in training people in new technologies and its use.

The focus of this whitepaper is how BiSL was used in the background of
investigations to create a data-warehousing approach for the business focused
on their use (or lack of use....) of the Microsoft Navision software and the
creation of the guiding coalition at executive level to drive improvements.
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Figure 1. Example of scope of Navision software
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Figure 2. The BiSL next model
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Figure 3. Example Business Dashboard
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At this stage of programme planning, investigation of the data and information
needs of the enterprise it became clear that business VPs routinely contacted
the CFO for financial information and sales reports that were available in the
current version of Navision, but they had no idea how to access the reports (an
example at Figure 4); it also was surfaced that month after month IT raised the
same incident reports and supplied the same resolutions to almost every
business unit regarding their inability to access reports.

An immediate improvement was to streamline operational processes to handle
these incidents as known errors---and to train people to be able to use the
software.

An immediate improvement was to streamline operational
processes to handle these incidents as known errors-and to train
people to be able to use the software.
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Figure 4. Example Sales Report
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PRACTICAL IMPLEMENTATION

The scale of information gathering was daunting for the business leaders and IT
was already under-resourced and unable to assist. It was agreed to use third
party consultants to gather the information necessary to create information
schemas for each ‘menu’ item shown earlier in Figure 1, and to identify
dependencies; individual LoB leaders would have overall responsibility for

finalising their own data schema and for ensuring all dependencies were
identified.

Each VP was also tasked with identifying the types and contents of reports they
needed; every VP had a different requirement and none had ever committed
those requirements in a specification.

Third party consultants would create an overall business information schema and
be responsible for all coding and report creation; the sheer scale of the exercise
indicated high risk and detailed project management, therefore Agile methods
were relegated by the COO.

The analysis of individual projects using the BiSL next guidance started in April
2018 and will be ongoing until implementation of Navision 2018 in early 2019.
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After consultation with business stakeholders, Policies were agreed and
communicated and a Strategy based on strategic business service design
undertaken; the project was led by BiSL practitioner with direct access to the
SRO and impacted business managers.

Throughout design it became clear that significant investment in new skills (or
new personnel) would be a fact. Examples of specific deficiencies in skills were
creation of taxonomies of information, data design, the ability to elaborate
business requirements and the skills to create information/data dependencies
that would provide the degree of accurate and appropriate data to the service
desk and thus to customers. Warehouse personnel were identified as being
significantly lacking in even very basic IT skills, with many executives being vocal
about their concerns that even bar coding would be beyond the current skill set.

The issues of Improvement and Operation were discussed in detail and KPI/ CSF
identified for the business, information/data, service and technology problems.
ITIL processes were identified as suitable for managing requests, incidents,
problems and so on, which was in line with BiSL next recommendations
regarding using well researched best practices; as mentioned earlier IT did not
make use of any best practices.

From inception of the website portal project to final user acceptance testing took
four months including interviewing of potential suppliers of the portal technology.
This was considered a major success given that most projects in the enterprise
that involved business leaders and IT, either failed, were mothballed or simply
were left to wither away and hope that no one would notice.

An initial approach to use Agile methods was a complete failure because of the
inability of both business leaders and IT to adequately specify requirements.
Requirements from the business were either unclear or insufficiently detailed and
design prototype after prototype was thrown out because functionality was
lacking (sometimes because it was not considered as needed until the design
was ‘tested’ and sometimes because the requirements were simply
misunderstood by the programmers because they were insufficiently detailed).

A project plan was drawn up, key roles identified and BiSL practitioners took
control of the design exercise which led to acceptance within a week, and all
information being made available within a month.

Supplier management became part of the programme as it became clear that
inventory would be impacted by the technologies used by the many different
suppliers of goods (many goods were imported from the German HQ though
many more arrived from China, Chile, Canada and other countries). In each case
the information and data was analysed to ensure completeness and identification
of dependencies.
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THE FUTURE

The ‘soft skills’ described in BiSL next were used as a template for an adapted
skills matrix for current and future employees; similarly the workload calculation
guidance was used to determine staffing levels and based on all of the evidential
criteria, staff training and development plans were drawn up and training
planned to be available as required. The projects are of course ongoing, though
currently at least considered to be a great success.

BiSL next provided the necessary strategic guidance to establish sensible

over-arching principles and policies for a complex transformation of data
requirements. The guidance was also central to the overall programme
being designed in such a way that appropriate best practices and
expertise were available to manage and control the different facets of

the overall design.
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