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FOREWORD

The eBusiness performance of the Irish
Enterprise sector over the next five to ten
years will be a crucial determinant of
Ireland’s economic fortunes in the new
global knowledge economy

Increasingly, individuals, firms and
Governments are conducting a growing
spectrum of commercial activities over the
Internet. The development of eBusiness is
being fuelled by a combination of factors -
technological, regulatory, economic and social. 

The readiness of companies to adapt to
this new environment will have a 

significant impact on their future growth
and well being.

How quickly they adapt, how well they
adapt, and how flexibly they respond to
changes in technology, in business
relationships and in consumer behaviour
will determine their success, and indeed
their ability to survive. In this era in which
Irish firms face an increasingly competitive
environment, it is essential that they explore
the eBusiness option. Experience worldwide
shows that this is now one of the most
effective ways open to existing firms to
increase sales, productivity and profits.

This Book is the culmination of the real life
experiences of SME’s who availed of the
eBusiness Acceleration fund over the past
two years and is intended to act as a
snapshot of good practice in eBusiness. Each
of the case studies tells a story of how good e
business practice was developed in response
to the different challenges and needs of
SME’s. I hope the lessons learned by these
companies will help other businesses in
making that vital leap to e business.

Mary Harney TD

Tánaiste and Minister for Enterprise,

Trade and Employment

 Start  11/15/02  11:58 AM  Page 3



"Used correctly eBusiness and IT can provide significant
competitive advantage. They offer ever-increasing opportunities
to cut costs, while providing a better and faster service to a
wider customer base. It is critically important that the right
approach is used to save time and money. I believe that this
book can help Irish managers determine how best to deploy
these powerful tools to successfully grow their businesses.”

Dan Flinter,

Chief Executive Officer,

Enterprise Ireland
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Introduction

Background

Hello and a very warm welcome!

You may be asking yourself; where did all
this advice come from? You might wonder
if the issues and approaches in the book
originated from some “Ivory Tower”,
untouched by commercial reality.

Rest assured that the advice in this book is
based on the bitter and sweet eBusiness
experiences of a large number of real life
Irish companies. How did we track down
and document the advice? Here’s the
background.........

Enterprise Ireland ran a grant scheme,
called the eBusiness Acceleration Fund.
This was one of a range of initiatives taken
in support of the Information Society
Action Plan and was financed by a special
Government budget allocation. The
purpose of the scheme was to support
companies that implemented eBusiness
projects, so that other companies would
also be encouraged to be pro-active about
IT investment and eBusiness. Enterprise
Ireland must extend its thanks to the
Department of Finance and the Department
of Enterprise, Trade and Employment for 
assistance in securing the funding. We also 

want to thank the IDA, Shannon 
Development and Údarás na Gaeltachta for
help in running the scheme.

The participating companies agreed to
share their experiences - the good and the
bad - for the benefit of others. In the end, 
over 80 companies proceeded with
significant eBusiness investment. 

To document their experiences and
“bank” the knowledge gained for others,
we commissioned formal case studies on
many of the companies. The majority of
these case studies took the form of an in-
depth analysis, going into the “nitty
gritty” with questions such as how they
planned it, what went right and what
went wrong, how much it cost etc. Many
of these detailed case studies are
accessible on the CD.

A key element of the research was to
document the advice that these business
people would give to others embarking on
eBusiness projects. It may surprise you
that much of the advice that transpired was
not related to technical issues but to the
management of people and processes.
Although some of the advice seems basic,
many very well-managed companies still
failed to observe it.
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As you will see the projects ran very late
and naturally this delayed writing the
case studies - not all made it on to the
CD but they will be on the Enterprise
Ireland website.

Enterprise Ireland also commissioned
consultants to talk to almost all the non case
study companies which received funding to
derive any additional learning points from
their experiences. IT consultants who had
worked on Acceleration Fund projects were
also interviewed.

As if that wasn’t enough, we also
commissioned the development of a series
of “How To” Guides on eBusiness topics
(these are on the CD and more will be on
the website). 

Obviously, Enterprise Ireland itself, also
talked extensively to Fund participants.

And now to the writing of the book............

Armed with all of this information, a
writing team took on the task of pulling the
book together. This team comprised of a
journalist who had worked in an Internet
company, a small business owner who
feels she has lived and survived (!) many
of the ups & downs shared by the case
study companies, and an Enterprise Ireland
executive with an eBusiness related
Masters degree and more years (decades?)
experience than he cares to remember of

dealing with small businesses. None of the
team members are IT professionals but
they did have access to expert advice. 

While the Acceleration Fund was focussed
on looking at how people could use
Internet technologies, we learned that you
really need to look at internal IT systems
and electronics links with customers and
suppliers (internet based or otherwise) in a
holistic fashion. Much (although not all) of
the advice applicable to Internet-oriented
eBusiness also applies to internal IT
projects, so this book really covers both. 

We do not claim to have all the answers.
eBusiness is most certainly not an exact
science - in some case what is valid for
most companies may be the wrong thing
for you. You will still have to do a lot of
deep thinking and make up your own
mind. However, the book should guide you
through the process and at least help you
to address potential issues before they
become problematic.

Finally, we would like to say a very special
word of thanks to all the companies who
have shared their experiences with us and
with our consultants. They spent a lot of
time answering questions and proofreading
case studies. We are fortunate that many
have been remarkably frank about their
problems and mistakes. Without them, the
research on which this book is based would
not have been possible.
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Summary

As we have already indicated, the issues
that arose in the implementation of these
eBusiness projects were primarily business
and human ones; not technical challenges
(although there were plenty of those). So
that’s the route we’ve taken. There’s lots of
information here about managing people;
the project manager, the team, staff,
customers, suppliers and more. Here’s the
primary findings...

Imagine the Future

Having a true vision of your business in the
future - potentially in an entirely different
format - can guide the way through to a re-
invention of the company. Think outside the
box, consider the likely impact of
technology on your sector and embrace
change; to have a clear vision leads the
way to success; be there!

Take Time to Plan

Planning transpired as the single most
important process for our case study
companies. Set your objective at the
outset, get senior management buy-in, be
flexible and expect the project to cost more
and take longer than you might have
expected. You have been warned.....

The Choice is Yours

A decision that your company will probably
face is whether to outsource the required
support or to access the expertise inhouse. 

It transpired that for most case study
companies a combination of both was the
best solution. Often external consultants
give direction to the project that internal
staff cannot offer. On the other hand, where
ongoing support is required post-
implementation, it can be best to resource
this inhouse; ideally by training-up a
member of staff or else by recruiting-in the
necessary skills. 

Choose Consultants Carefully

If you do decide to outsource work to an IT
consultant/supplier, then make sure you
“Do Due Diligence”; check C.V.s of the
personnel that you’ll be working with; find
out what the contingency arrangements are
to cover illness/absence and talk to their
existing clients to gain credible references.
And when you make your decision, seal it
with legal documentation; a contract of
appointment, a service level agreement etc.
Leave nothing to chance as the risk is all
yours for the taking but it doesn’t have to be!

Talk to Customers

Many case study companies found it
extremely useful to involve customers and
trading partners in the eBusiness project
from the outset. This is an important part of
the process, not least because alienating
customers/trading partners can diminish
the entire proposed benefit of your project.
Some of the companies studied found that
by involving customers early on in the
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process, they were perceived by those
customers as being responsive and pro-
active. This improved their relationships
with customers. 

Consult with Staff

Needless to say, nothing can be achieved
without the pro-active participation of staff.
Involving staff at the earliest possible stage
in your eBusiness project will facilitate
adoption of the new processes. Input at the
planning stage is essential and positive
potential benefits for staff - such as
eWorking - should be considered. Also
allow for staff turnover and back-fill for the
staff allocated to the Project Team; they
cannot do two jobs at once!

Make it Happen

Flexibility also turned up as a key to
success in the implementation of these
projects. Many of the issues that transpired
during the implementation process for the
case study companies could have been
anticipated during the planning phase.
However, others that arose simply could
not have been anticipated in advance, so
be prepared for the occasional surprise.
And of course, take time over your testing
process; it’s essential to do this properly, to
avoid staff/supplier/customer resistance.
For many companies, the implementation
phase was far more demanding than
anticipated. It involved many late nights for

staff and managers from various parts of
the organisation. You may well have the
same experience, so consult all involved as
soon as possible. 

Keep up the Momentum

Once the Go Live date comes and goes,
it’s tempting to sit back and wait for the
benefits to roll in. Don’t do it! Stay on top
of the project, make sure that the new
work practices required to make a
success of your investment are being
adhered to. Think about your marketing
options; don’t just build a site, for
example, and expect visitors to flood in;
be prepared to adopt new marketing
techniques and to integrate these with
conventional marketing campaigns. Look
to the future and plan for further
developments; they will be required.....

A Cut on Costs

Given that available budget restrictions are a
central issue for most small companies, we
didn’t feel that this book would be complete
without indicative costs, so we have included
a section on this as a broad guideline.

Go & Grow

It’s been a fascinating journey for all of us!
Make use of the book as you need to and
refer to the CD for more detailed information
when you get the chance. Embrace eBusiness
and jump ahead of the rest; go for it!
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Have a Vision

1

1. Have a Vision  11/15/02  11:59 AM  Page 1



Introduction

Where do you see the company going
in the long run? That’s the question you
need to ask yourself before embarking
on an eBusiness project. Central to this
point is the fact that the Business Vision
should drive the eBusiness Strategy;
not the available technology.
Interestingly many of the case study
companies found that the initial
investigations on an eBusiness project
acted as a probe that caused change at
a strategic level. 

Having a clear vision for your business
in the future is essential and the right
vision will vary radically depending on
the business. If the vision is not clear
and appropriate, all the technology in
the world will fail to deliver a
worthwhile result. In fact, as IT and
eBusiness projects require significant
investment, applying them to the
wrong end can be a 
costly mistake.

The Quick Guide

• Do some soul searching

• eBusiness can be applied in a
huge variety of ways

• Consider a radical change in
your business model

• Your business strategy should
drive your eBusiness project

• Consider how IT & eBusiness
developments are changing
your marketplace

• Beware of allowing your
competitors to get ahead

• Verify your vision with
customers

• Get your distributors on board

• Share your vision with staff

• Have success criteria in mind

H
a
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No doubt every business has felt the
same throughout history, but we are
convinced that this period is a time of
unprecedented and radical change for
Irish companies! And change in itself can
cause problems, especially when it is
accompanied by the need to make
significant investment in technologies
which may be outdated within 12 months. 

So take time out to think through where
your business is at, not just in terms of
where the markets lie today rather in terms
of where they are likely to go. Recent
technological developments have
drastically changed the face of many
sectors; ask a travel agent about
Ryanair.com!

Dubarry, the footwear manufacturer
based in Galway, spent time clarifying
their vision of the company at the outset
of their eBusiness project. Marketing
Director, Michael Walsh, believes that the
basic research carried out at the start of
the project is what made the difference in
the successful implementation of an
eBusiness strategy for Dubarry. “For
anybody about to start the process, the
work that we did initially, the soul
searching about understanding our own
business, it’s crucial to do that... looking

back I think all of that was what set us on
the right road.” 

Have a clear simple vision. Part of Arklow
based Vitra Tiles’* vision was “To help
extend our marketing activities to a larger
portion of the market at a higher speed
and lower cost.”

H
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e
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Do some soul searching

Do’s and Don’ts of Developing your

Vision

Do start with a totally open mind

Do research your vision with all
stakeholders

Do consider the way in which
technology may change the
existing environment

Do define your business model
clearly

Don’t allow cutting-edge
technology dictate your vision

Don’t restrict your thinking with
existing limitations

Don’t be afraid to experiment; the
research will verify the concept

✓
✓

✓

✓

✗

✗

✗
*Vitra Tiles case study is not on the CD but will be available
shortly on the Enterprise Ireland website.

1. Have a Vision  11/15/02  11:59 AM  Page 3



H
a
v
e
 a

 V
is

io
n

4

When eBusiness first entered our
consciousness, the benefits were seen as
the facility to buy goods online, to reduce
data-inputting costs and to cut out the
“middle man”. In our case studies, it was
found that the focus of most projects lay
elsewhere and a huge variety of applications
and opportunities were uncovered.

Most companies used eBusiness/IT to do
a better job of supplying broadly the
same markets and product. Their strategy
was generally to do the same thing but
do it faster or better or cheaper or a
combination of the three.

However, some companies seized the
opportunity to follow a radically new
business strategy, a strategy not
previously feasible or economic. Given
the rapid change in the technological
environment - with enormous
increases in processing power,
combined with significant reduction in
costs, not to mention improved
connectivity options - businesses now
face new horizons, with plenty of
opportunity. So keep your mind open;
those who realise these opportunities
at the right time
may be best
placed to seize
them. Exciting
times indeed!

eBusiness can be applied in a 
huge variety of ways

Consider a radical change 
in your business model

shorter delivery times 

greater customisation 

smaller batches 

better/quicker info for operating staff 

more thorough analysis for
management

Better info 24x7 for distributors and
Business to Business (B2B) customers.

Improved collaboration for people
working in different locations 

The facilitation of eWork and
locating staff in customer premises.

Streamlined checking and proofing
of literature 

Reduced scrappage costs and
order entry errors

✓
✓
✓
✓
✓

✓

✓

✓

✓

✓

Some eBusiness Applications
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Case Study - VLM

The digital print business niche is short-
run print jobs. Customers typically want
between 25 and 200 copies. Because
the quantity is quite small, so too is the
physical value. 

The normal digital print process is
outlined as follows:

This is the same process as used in the
traditional printing services. But in a
digital print environment this can
rapidly erode margins. For instance, to
call a customer, to let them know the
changes have been made, costs 50¢. If
they charge €5 for a job, that’s 10%
gone straight away.

VLM recognised the need to develop a
more streamlined method for customers
to build documents and order online.

At the end of 1999, VLM Managing
Director Declan Malone and Marketing
Director Gerry Malone decided to

fundamentally change the way that they
did business. They therefore decided to
build an integrated online printing
system that would allow customers to
quickly build documents and order them,
with minimal interaction from VLM staff. 

The goal of the project was for VLM to
build strategic long-term partnerships
with a number of large customers. Each
customer would have their own secure
web site, tailored specifically to their
needs. It would contain customised
templates for that customer’s marketing
material. The way this system would
work is as follows:

1. Customer logs onto secure web site
2. Fills out template, e.g. for a new

property that has come on the market
3. Inputs number of copies of document

required and the address to which
they are to be delivered

4. The full-colour printed documents
are delivered and customer is billed
electronically and the whole 
process is managed automatically

Document 
sent by post

Customer creates
Word document

or by email

Received by
VLM operator Inputted into 

Quark Xpress

PDF created/
modified

Printed
Document sent 

to customer 
for review

Customer reviews

Customer creates
document online

Automatically
sent to VLM

VLM operator
transfer to database Documents printed

Barcode scanned

Automatically
sent to VLM

Automatically
updates

Automatically
updates

Automatically 
emails customer
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It’s essential that your strategy drives
your IT/eBusiness investment. Some of
the companies studied found that they
were influenced by the available
technology, rather than focusing on their
specific requirements. Reprographics
Systems, the largest reprographics
(repro) house in Ireland, successfully
implemented an eBusiness project. The
company originally assumed that a
website would be part of their required
solution, however, following internal
consultation and attendance at an
Enterprise Ireland Web Strategy and
Design course, it became evident that a
website would not deliver their
objectives. In hindsight, this was
considered the right decision although it
was made at a time when a corporate
website was a “must-have”. 

We’ve already indicated the importance of
having a clear vision of your business in
the future before you invest in technology
to deliver that vision. However, given the
rate of technological change, when you
do envisage the future of the business,
you need to take into consideration the
impact of IT on your market. How will
your competitors and customers embrace
new technologies? Will the dynamic of
the marketplace change completely? 

As the VLM example demonstrates,
sometimes new technologies give you
the opportunity to follow a new type of
strategy. So your vision needs to be

Your business strategy should drive
your eBusiness project

Consider how IT & eBusiness
developments are changing 

your marketplace

Compare this process with the typical
print process diagram, and you will
notice there is no interaction from VLM.
The customer does the job of building
the document and proofing it online.
Not only does this speed up the
ordering process but it also ensures
that VLM never make a mistake in
interpreting the order.
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informed with a view of how customers,
suppliers and competitors are likely to
embrace technology over time. For
example, Kingspan, an Irish supplier to
the construction industry, achieved a 15
point increase in marketshare by moving
ahead of competitors through the
implementation of their eBusiness
programme. Both Kingspan and their
customers, the structural steel
contractors, have benefited from the
eBusiness project as follows: more
competitive lead times and more accurate
order processing. Obviously, the market
share gain has been realised at the
expense of competitors, who have been
slower to embrace new technologies. 

When formulating their business strategy,
these competitors need to
consider how best to respond to the
market changes caused by Kingspan’s
eBusiness project.

In some cases, it’s the customer who
drives change. Lake Communications, a
supplier of voice and data networking
products and software technology had
this experience. British Telecom (BT), their
most prestigious customer which
accounted for over 30% of business,
requested tighter controls over the supply
chain process. This demand became the
driving force in initiating Lake’s eBusiness
project. The subsequent roll-out
of the project has guaranteed
future business with BT.

So taking these two examples, Kingspan
and Lake, there can only be one decision:
invest in technology or be left behind. It’s
not easy but it is clear. As with everything
in business you need to embrace change
or fall away!

Threats & Opportunities

Having said that, embracing change does
not necessarily mean copying the
approach of others in the market. For
example, a travel agent who finds that
online sales through the Ryanair and Aer
Lingus websites have eliminated much of
their former earnings, should not respond
by building a website to sell Ryanair and
Aer Lingus tickets in competition with
those companies. On top of this, travel
agents need to be aware that new
operators, such as Directski and
Hostelworld are nibbling
away at marketshare.
Travel agents are one
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example of where
new technologies have
“cut out the middleman” and the
appropriate response in this situation may
or may not involve a technological solution.
Each agent will have to consider the best
future strategy in the light of eBusiness
driven changes in the market. Similar
changes are likely to happen in other
sectors. We cannot anticipate all of these,
however, this book may help you to identify
possible future changes in your market.

eBusiness has also opened up massive
opportunities for Irish companies;
especially for those that see the
opportunity coming. In the ‘dotcom’ era,
the chance to operate in new markets
was pushed forward as a massive
benefit of eBusiness. And while this
remains true, Irish businesses have
found many other beneficial
applications. An Irish pre-print
publishing house, for example, has used
remote workers, in a different time-zone
to increase productivity and essentially

create a 24x7 service. Sercom Solutions
was originally a conventional Irish
printing company, which had expanded
to meet the fulfilment (delivery) needs of
clients. The company used eBusiness to
become an efulfilment supplier and to
subsequently transform itself into a
supply chain management specialist.

Here’s an example of some of the
dynamic changes in the marketplace that
could affect your business:

Radical Reduction in the cost of Made

to Order Products 

Are you managing a small business? If
so, you will relate to the fact that in the
past, large businesses catered for the
mass market while smaller companies
operated in niche markets, offering
specialist goods and services.
eBusiness and IT developments now
mean that organisations designed for
mass production can also produce
specialist goods in a cost-effective
manner. Take Dell, for example, which
can process individual orders for made
to order PCs, while still achieving huge
economies of scale. As other larger
companies adopt this approach it could
become very difficult for smaller
operators to differentiate themselves
and still be price-competitive.
As previously mentioned, VLM has
embraced the Dell concept very
successfully by producing small, unique

8
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Performance improvement through
eBusiness is not an overnight process.
Most of the more successful Acceleration
Fund projects took a number of years
before they created an impact in the
marketplace. If a competitor, or a distant
company which is about to become your
competitor, is diligently working away
on an eBusiness and IT project to cut
costs, improve responsiveness and
dramatically improve customer service,
this may not be immediately apparent.
By the time you realise this is
happening, it could take years to catch
up. In the meantime, your business will
be squeezed. And no matter how fast
you run, your competitors may stay
ahead of you. But by getting there first,
your business could enjoy all the
advantages of being an early adopter. 

Economies of Scale

Once a transactional website is built
and the initial investment recouped
through sales, the marginal cost per
transaction is minimal (although don’t
forget ongoing maintenance costs). As
a result, companies that achieve
significant levels of online sales fast,
can quickly gain a competitive
advantage on price. The central point
here is that large businesses that adapt
early to online sales may squeeze
smaller companies out of the market. 

Customer Relationship Management

(CRM)

As software develops, it is being
harnessed to enable larger businesses
to be highly sensitive to individual
customer requirements. Therefore,
while SMEs have previously had an
advantage in being nimble and quick to
respond to the needs of individual
customers, CRM systems are being
engaged by larger companies to
achieve the same result, on an
automated basis. SMEs need to think
about how their service can adapt to
meet this new challenge. Remember
that large companies may still retain all
their other advantages eg. economies
of scale etc.

Beware of allowing your 
competitors to get ahead
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Connaught Electronics Ltd, an Irish
company that designs and manufactures
electronic systems, set out their business
objectives in 1999. The final
implementation stage of the related
eBusiness project will be in December
2002. Their new systems will put them
way ahead of their competition; years
ahead in reality. In your marketplace,
who’s moving ahead? Is it your company
or your competitors?

Research your vision with existing
customers (if they form part of it) and with
your target market. By doing this, you can
immediately identify whether it’s a
“runner” without investing significant
resources. Getting customers involved at
the early stages has many advantages:

1. Customers will immediately identify
the WIIFM (What’s In It For Me)
criteria.

2 Early involvement can make
customers more committed to the
project.

3. Talking to customers outside of
normal day-to-day activity has
positive benefits.

4. Customer buy-in helps sell the
concept to your staff.

5. Issues with your vision 
will be identified and can 
be explored.

Verify your vision 
with customers
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Case Study - 
Minch Norton

The Company:

Minch Norton, part of Greencore plc, is
based in Athy Co. Kildare and
manufactures malt for the brewing
industry. It currently employs 109
people. The brewing industry is
undergoing a process of consolidation
and Minch Norton wants to ensure that
it continues to supply the major
international brewers. 

The Project:

Minch Norton is one of the few malt
producers that has its barley supplied
directly by farmers on contract, rather
than purchasing it from grain traders.
This means that for a given batch of
malt, the company has product
traceability back to approximately ten
farmer suppliers. This gives it a unique
selling point and the idea was to
capitalise on this by offering customers
the facility to use the Web to track the
malt they were being supplied with
through the production and delivery
systems. At the same time one of the
executives in the company had the
idea of establishing a malt trading
portal. This stimulated a debate within
the company about its future strategy
and market positioning. 

Consultants were employed to help the
company to assess its strategy and
where eBusiness should fit with this
strategy. It emerged that to be a
success as a manufacturer of malt,
Minch Norton needed to be supplying
the top 10-15 brewers in the world. As
part of the feasibility study, the
company spoke to a sample of its
customers including ten of the top 20
brewers in the world to see what they
would like eBusiness to do for them. It
emerged that customers want to
develop long-term one-to-one
partnerships with suppliers and that
any eBusiness project should aim to
facilitate this, e.g. through reduced
administration, improved customer
service, electronic transactions, with
product traceability a bonus but not a
critical element of the process. The idea
of a malt trading site did not fit in with
this vision. 

The eBusiness project was revised to
include an upgrade of the existing
quality control system and production
data system in order to enable data to
be up-loaded to an interactive web site
that could be accessed by customers.
In discussions with two major
customers, it emerged that they did not
want links from a common web site
because of concerns over security.
Instead separate web sites, customised
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to the needs of
each customer are
being developed.
The ERP systems
of both companies
will be linked via
these web sites.
This will have
major benefits for
Minch Norton as it
will provide secure
access to demand
data from
customers and
enable better
planning of the
production
process and stock

holding. In turn, customers will be
able to place orders online, draw
down relevant production, delivery
and quality control data and reduce
stock holding. 

A new ERP system for Minch Norton
was critical to the success of the
project. At the time, the cost of
installing a new system was
prohibitive. The solution devised
involves linking into the ERP system
of a UK sister company using leased
lines and effectively ‘piggy-backing’
on this system. This part of the project
will be the next phase to be
implemented.

Project Impact:

Even though the project is not yet
fully operational, the company has
already had major benefits from the
work completed to date. 

Minch Norton is currently in discussion
with two major brewing companies on
how to develop eBusiness partnerships
and the eBusiness project has helped
to develop and cement the relationship
between Minch Norton and these two
companies. The development of a joint
web site along the lines discussed
above is well advanced. 

One of the major barriers
encountered in the development of
the project was integration of
existing systems. The main issues
related to deciding what information
to gather and how to digitise it. This
was made extremely difficult by the
fact that the plant had been added to
on a modular basis over the years.
The plant operates continuously, so
stopping it to install new systems
was not a viable option. Existing
systems had to be modified and
upgraded and this took longer and
proved to be more difficult than
originally anticipated. However, a
major benefit emerged as a result of
this process. The upgrade of the
production systems identified

ERP
An ERP system helps

an organisation

manage the important

parts of its business. It

has different modules

to look after areas such

as production planning,

procurement, human

resources and finance.

The implementation of

an ERP system involves

a considerable amount

of process re-

engineering and

employee retraining.

SAP, Peoplesoft and

J.D. Edwards are

among the largest ERP

providers.
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bottlenecks in capacity. By removing
these bottlenecks, the company has
increased production efficiency and
capacity by 3,000 tonnes per annum.
In addition, the project has improved
the image of Minch Norton with
customers - it is seen to be modern
and innovative and capable of
discussing eBusiness from an
educated standpoint. The company
now understands how eBusiness can
fit with its strategy and the project
gives it a competitive advantage 
over competitors. 

Minch Norton Learning:

• Ensure that you have a clear strategy
and vision of how eBusiness will fit
with this strategy. 

• Talk to your customers about their
needs.

• Prioritise the key technical aspects of
the project early on, what solutions
will be employed and how they will
be financed.

• Define what you are not going to do
as well as what you are going to do
and ensure that the project links into
the business strategy and is not
some tangent or side project.

• Take the aspects of eBusiness that
help you to fulfil your strategy and

ignore the rest - don’t get caught up
in the hype - be critical.

• Get the infrastructure right.

• Make sure the Board of Directors
understand and are behind the
project.

• Talk to other companies involved in
eBusiness - they may have useful
solutions and learning.

• Be prepared for unanticipated
benefits: efficiencies can emerge as a
result of a better understanding of
existing systems gained from
implementing this type of project.

Get your distributors on board

When transactional websites were
initially launched by many companies,
there was an intention to “cut out the
middleman”. It certainly worked for some
companies and in some sectors,
primarily those driven by price. However,
a large majority of online trade is
Business to Business (B2B). Many
projects were initiated not to cut out
distributors but to provide them with a
better service and to give the companies
a more efficient distribution process.
Distributors add value such as bringing
new lines of business to the table,
offering technical support, customer
feedback, installation etc.
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One of the fascinating truths that has
arisen from the case study companies is
that rather than eliminate distribution
channels, technology has been employed
to reinforce them. 

Basta Parsons supply retailers with locks
and fittings for doors and windows. Basta
decided to build a Business to Business
(B2B) web site. This meant that the site
would be set up in such a way that only
shops and similar business customers could
buy directly from Basta. Consumers could
not do so and would thus have to continue
buying from the shops. This was important
to them to secure and maintain good
relations with their business customers.
However, Basta also designed the site so
that it would, if necessary, be capable of
selling direct to the end consumer in the
future. Basta wanted to avoid being
vulnerable to price squeezes by over
dominant customers. “If one of our large
customers started to look for unfair price
discounts or threaten to take its business
elsewhere, we would be in a good
position to switch to a consumer model”,
explained Peter Norton, Marketing
Manager. “This form of protection
offering goods directly to the customer
could dissuade our retail customers away
from unrealistic bargaining tactics.”

Back at Dubarry, they found a way to sell
direct and keep distributors happy. “When
we started to talk to our distributors at the

Distributors Conference in May 2000 and
we began to float this idea of moving into
eBusiness, we got a lot of very strong
resistance.” Their distributors were
concerned that Dubarry would sell across
their territories and hence were very
resistant. In order to reassure their
distributors, they took a policy decision not
to sell into markets where they had an
existing presence. If, for example,
somebody in France logged onto the web
site to search for a specific style that the
French distributor carried, the web site
would direct him or her to the “Locate a
Dealer” page. If, on the other hand, the
distributor did not carry the style in
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Some distributor questions to consider

Is my industry sector likely to move
to a direct model, selling online?

Is my ultimate customer loyal to my
distributors?

Can I sell direct and keep
distributors happy? (Dubarry did)

Do my distributors add value to the
product/service?

What would stop technology from
replacing my distributors (or my
business?)

Q

Q

Q

Q

Q
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Share your vision with staff
question, the customer would be directed
to the “Buy Online” page. To enable this to
happen, from a technical viewpoint, rules
were built into the web site. These rules
reference the list of styles each country’s
distributor carries, and display the
appropriate web page. The lists are
updated periodically to reflect any changes.

Causing nervousness and uncertainty with
distributors can be equally as damaging
as treating your customers poorly. So why
not get them on board, sound them out
and look at all your options. Or as your
Mammy would say: “Don’t cut off your
nose to spite your face!”

Have Success Criteria in Mind

There’s no point in having a vision
without defining the way in which you
intend to measure the successful
delivery of that vision. How will you
know when you’ve arrived? 

Not only will specific goals help keep
your eBusiness project on target, they’ll
also give you and the Project Team the
satisfaction of knowing you’ve made it.
Why deny yourself the pleasure?

It’s critical that all the staff in your
company are aware of, and involved in,
your vision. You will meet with less
resistance internally if your employees
are onboard from the beginning, and they
will be able to make valuable suggestions
to improve your plans. Kenny’s Book
Export Company in Galway ensured that
its staff was involved from the initial
stages of its
eBusiness projects
and was rewarded
with excellent ideas
from the shopfloor
and few problems
internally during
the implementation
stage.
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Case Study - 
Sigma Wireless

Since the appointment
of Joseph Moore as

Managing Director in 1998, Sigma
Wireless’s strategic direction has
significantly changed. It’s important to
understand a number of key changes
that predated the eBusiness project
and led to it being required.

The company in 2002 is about the same
size in terms of revenue as it was in 1998,
but the business and product line has
been totally transformed. Non-core
businesses (e.g. mobile accessories and
power supplies) have been exited. The
company has moved from its focus on
the Private Mobile Radio (PMR) segment
to developing a 90% market share within
the TETRA niche (new digital standard for
radio communications) and are now
looking to develop a similarly strong
position in the emerging 3G segment
(the forthcoming new generation of
mobile phones). According to Joseph,
the problem was that Sigma Wireless
had become “A Jack of all trades and a
master of none.” The new mission
statement signalled the new and focused
strategic intent: “To be a World Class
designer, manufacturer and marketer of
innovative antenna and antenna-related
product solutions, worldwide.”

The vision statement underlines the
ambition that drives the mission:
“Double our business every two years.” 

To achieve this kind of growth, it was
critical for Sigma Wireless to align
their internal capabilities to ensure
sufficient business capacity. The first
step in this process was kicking off the
“Change to Compete” project. They
employed a consulting firm who
supplied four consultants to spend
nine months working on a complete
reengineering of all manufacturing
processes. This involved all the
manufacturing staff undertaking cross-
training and the development of a
multi-skilled workforce. At the same
time they embarked upon installing
Enterprise Resource Planning (ERP)
software in order to integrate the key
business processes and to build upon
the success of the “Change to
Compete” project.

Both the “Change to Compete” and
ERP projects were significant successes
but the eBusiness project was designed
to take the company further towards
the realisation of their strategic
objective of moving up the value chain
into the solution business. In order to
deliver ‘solutions’, they needed to offer
engineering expertise at a much higher
level. Joseph Moore commented as
follows: “It’s not a matter of sending
out a data sheet, offering a price and
hoping customers select you. It’s a
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matter of being able to go in, identify
customer’s problems, pick the right
solution and deliver it.” 

This “customer intimacy” business
model had been successfully
demonstrated in a couple of key
assignments. For example, Dolphin in
the UK had contracted Sigma Wireless
to supply 100% of its antennae. The key
to success of this project had been close
and deep liaison with the customer’s
engineers in order to create a first class
solution. Due to the improvements
created by the “Change to Compete”
project, Sigma Wireless had the
manufacturing capacity to double output
without increasing overheads. The
challenge they faced was how to obtain
a tenfold increase in customers without
incurring a tenfold increase in sales and
marketing and R&D costs.

Traditionally the sales team would
liaise with Sigma Wireless’s engineers
in order to get solutions to customers
problems. However, this was proving
inefficient for two reasons:

• Knowledge created in these
discussions was not being effectively
captured for reuse across the
organisation.

• Engineers couldn’t concentrate on
their design work.

The solution was to put in an effective
system for knowledge gathering and
management information and this was
the objective of the eBusiness project.

During the business planning process a
number of critical success factors were
established:

• Achieve goal of doubling turnover
every two years

• Establish a new business model to
make Sigma Wireless more effective

• Facilitate a virtual company
• Establish Sigma Wireless as a

centre of excellence for
engineering, both in terms of
capability and perception

• Achieve the following marketing
positioning:

“Think 3G Antennae – Think Sigma
Wireless.”

Available on the attached CD
How To Guide eLogistics: Potential, Strategies and Challenges
Learning Story eBusiness must support company strategy
Case Studies Basta Parsons

Dubarry
Kenny’s
Minch Norton
Reprographics
Sigma Wireless Technologies
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Introduction

Effective planning is at the heart 
of every successful eBusiness
implementation. A good plan gives
direction and shape to your project.
When things go wrong during the
implementation of a project, it can be
frustrating and a lot of time can be
wasted. The only way to avoid this is
to take more time at the outset, work
through all the potential issues and
plan for them before they happen.
Without a doubt, this is easier said
than done! 

However, this section will help guide
you through the process. We’ll share
some of the tips that worked for the
case study companies and give you
practical help on key issues. We’ll
highlight the essential elements of a
good plan and address the critical
issues of resourcing and supporting
your plan. 

If you’re at the planning stage of your
project, this section is a “must read”.
If you really are too busy or are at
a different stage in the
process, check out The
Quick Guide.

The Quick Guide

• Set a clear objective at the
outset

• Preparation pays off

• Let the business drive the
project; not technology

• The plan must have senior
management buy in

• One size doesn’t fit all; your
solution will be unique

• Build flexibility into your plan

• The project team may need to
be relieved of other duties

• The IT department alone does
not make a project team 

• The project may cost more
than expected

• The project will take longer
than expected!
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Unless you have a clear goal at the start
of your project, how do you measure
your success? Setting clear objectives
during the planning stage is a critical
success factor for an eBusiness project. 

Many companies learned the hard way
about the importance of setting a clear
objective at the outset of the project.

Combilift produces forklifts for the local
and international market. The company
was open about the fact that its website
was initially meant to be up in January
but didn’t actually get completed until
March. The problem was that the site had
to go through a number of design
changes before Combilift was entirely
happy with it. This related to the fact that

they were not
exactly sure what
they wanted when
they started out on
the project. They
admit that the
failure to plan
properly at 
the start of the
project probably
hindered them in 
the implementation
phase. 

The bottom line is
this: set a clear
objective and keep
this as the guiding
principle throughout
the life of the
project.
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Set a clear objective at 
the outset
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Preparation pays off

The first key step in planning your project
is to research your needs and determine
the key requirements of your project.
Those companies that conducted
extensive research before launching into
the implementation phase said they were
pleased with their homework. 

The Irish Chocolate Company, one of
Ireland’s leading manufacturers of
chocolate, said the importance of writing a
comprehensive initial specification cannot
be over-emphasised. It took a consultant
one month of investigation and discussions
to complete a 50-page document
describing the company’s requirements.

The exercise of building the specification
forced the company to explore every
avenue of the site’s capabilities and drill
down to the nth degree on every detail. No
stone was left unturned.

This diligence paid off by resulting in a
clear and comprehensive guide for
everyone to follow, with only a handful
of new additions springing up during
the project. “It’s fair to everyone to
detail your requirements,”
recommends Michelle McBride, Retail
Sales Manager with the Irish Chocolate
Company. “Quoting is more accurate
along with a lack of grey areas
appearing during the implementation
stage. We were very focused on our
goals and had a comprehensive
document to work from.”

Dubarry, the Irish footwear manufacturer,
also benefited from good preparation.
According to Michael Walsh, their
Marketing Director, the company did flow
charts for everything, “...say the woman in
the UK looking for comfort shoes or the
yachtsman in Argentina looking for
specialist footwear... All of that was what
set us on the right road.” 
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Those whose research was not as
extensive reported that they regretted
being less thorough in their preparation.
Combilift, the Irish forklift manufacturer,
whose delay in going live with its website
was described earlier, said it has learned
“through painful experience” the
importance of planning a timely rollout.
The experience of the Combilift project
team has led them to start the planning
process early for their next phase of
implementation, working out what tasks
need to be carried out and what slack
must be placed in the plan in order to
cope with unforeseen problems.

This can be a time consuming process,
but it is essential to know at the outset
exactly what is required of your plan.
First of all, you will need to analyse your
existing IT systems, business processes
and information flows. This sort of
analysis is hard work but will be
worthwhile in the end.

Lotus Automation, one of our in-depth
case study companies, had grown
radically during the 1990s. As a result the
infrastructure became increasingly out-of-
date. The company set an objective to
build and establish a MIS that supported
the size and market position of Lotus
Automation going forward. They designed
a process to drive out the business and
technical requirements:

How Lotus Planned its Project

1. They identified their customers’
‘wish list’ for how they would like to
do business with Lotus

2. They ran a reality check to determine
the feasibility of the ‘wish list’

3. They specified the infrastructure
required to deliver feasible
customer requirements

4. They determined their own ‘wish
list’ for how they wanted to
administer and run their business

5. They ran a reality check to
determine the feasibility of that
‘wish list’

6. They specified the infrastructure
required to deliver feasible
requirements for Lotus

7. They combined the two 
lists to isolate the 
infrastructure that the 
eBusiness implementation 
had to deliver.
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One of the lessons learned by Lotus
was that clear objective setting and
planning are key. It is critical to invest
time at the earliest stage of the project
in agreeing the objectives and putting a
well-structured plan together. The
management team considered “gap
analysis” as key at this stage, that is,
working out where you are today,
working out where you want to get to
and isolating what you need to do to
get there. 

Before deciding to invest in a new system
designed to give you additional features,
make sure that they don’t already exist or
could not be easily incorporated into your
existing system. One consultant was
asked by a customer to add a new
function to their system. When he
explained that this functionality was
already available, he was asked by the IT
Manager not to reveal this fact as the IT
Manager could not admit that he didn’t
know of its existence. The consultant was
asked to confirm by email that this would
be delivered within a week! Only for the
honesty of the consultant, the company
could easily have been double-charged
for this work.

The other point made in relation to this
was not to over worry if you slip on
timescales. The key is to possess
knowledge of where you are and where
you want to be.

Let the business drive the project;
not technology

In some companies, there has been a
tendency to let technology drive the
direction of the eBusiness project, instead
of focusing on the core business
proposition for customers. 

A good example of
this arose for C&D
Foods, the Longford
based pet food
manufacturers, who
made the right
decision to focus on
the needs of their
customers. Whereas
the initial plan was to
move to Internet-
based Electronic Data

Electronic Data

Interchange (EDI)
The electronic

exchange of business

documents (for

example, purchase

orders, invoices, and

bills of lading) directly

between applications

executing on different

companies’ computer

systems via

standardised forms. A

precursor of today’s

eBusiness systems.

It’s also critical to prioritise effectively
since most smaller businesses cannot
afford all the features they would like.
Fergal Cassidy, Managing Director of
Measuresoft, an Irish software supplier,
said this was one of the major lessons he
learned. It is vital to ask yourself the
question, “In the worst case scenario,
what could I live with?” Around 20-50%
of the original business requirements
would be typical and anything beyond
that should be seen as a bonus,
according to Measuresoft.
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Interchange (EDI), which was the way the
market was moving at the time, it soon
became apparent that this was a red
herring. Terry Carr, the Finance Director,
commented as follows “You would not go
for EDI via the internet unless your
customers push you that way”. The retailers
in the UK had a lot of money invested in
their current EDI systems and were in no
hurry to move to an internet-based solution.
It was a practical lesson in designing a
solution in a customer-focused way rather
than focusing on “leading edge technology”.

You must also consider the needs of the
business in the short term from both a
strategic and a tactical point of view. For
example, it would not make sense 
to schedule the project so that the
heaviest workload coincides with a
particularly busy period for your business
or with the end of the financial year. 

Estimating whether the expected benefits
of the various aspects of the project justify
the likely investment in
terms of cost and time is
as important as analysing
the strategic fit of any
eBusiness project. Ideally,
you would calculate the
return on investment (ROI)
that the project will deliver.
This may not be practical.
Prediction of web based
sales or internal efficiency

gains are not easy to measure. For
most companies, lack of previous
experience in IT projects made it
difficult for them to estimate the stages
involved in an eBusiness project and to
accurately estimate the effort involved
to complete these. 

As a consequence, undertaking an
eBusiness project was a ‘leap of faith’ for
many companies, based on the
assumption that eBusiness would
continue to increase in importance.
Nevertheless, when you have worked out
a project specification and budget, stop
and ask yourself whether you really
believe that each element of the plan is
worth pursuing.

Do not automatically assume that just
because you can make information
available, that you should. For example, if
you make pricing information available
on your site, it might give your customers
a strong bargaining position or it could

be used by your
competitors to gain
advantage. On the other
hand, if you promote a
24x7 service and you
don’t include pricing on
your site, for example,
then you may need to
offer 24x7 telephone
support.
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The plan must have senior
management buy in

Most of the successful eBusiness projects
studied had the full support and
involvement of the company’s senior
management. In several of the smaller
companies, the project was managed by
the company’s Managing Director. Once
the eBusiness project is aligned with the
agreed company strategy, buy-in for the
project will be easier to achieve.
Developing cost/benefit analysis for the
project can provide compelling evidence
to engage senior management. Another
important facet of senior management
support is that most eBusiness projects
affect all the organisation’s employees
and having a senior person fulfiling the
role of Project Champion encourages
acceptance of the changes that the new
systems bring.

Furthermore, a senior manager will have
more influence to overcome any

problems with staff that crop up during
implementation, particularly if the
workload and priorities of staff are
changing. For example, if a line manager
is withholding a key member of staff
because of workload on another project,
a senior manager can step in and request
that the staff member be freed up to work
on the eBusiness project.

Another consideration in making “back-
office” information available on your site
is the need to ensure that it is fully up-to-
date. If a stock item is no longer available
or the price is wrong, it can cause
difficulty with customers. If you can’t be
completely sure that a particular type of
data will be accurate, think very carefully
before giving outsiders access to it via
the website.
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One size doesn’t fit all; 
your solution will be unique

Every business is absolutely unique and
eBusiness projects can help to both reveal
and reinforce this fact. It’s highly unlikely
that any business could transfer an exact
rigid solution onto its framework, without
some modification. So make sure that your
unique business gets the right solution.

There are a number of different issues
that need to be addressed.

Which function to computerise?

In order to address this, you need to
examine your existing systems and
processes and see where automating those
processes could improve your business. If,
for example, you sell 10,000 pairs of shoes
per week to a large number of shops,
automating order entry and invoicing
should serve you well, but if you only sell
10 larger machines per week, you may not
need to automate your sales function.
However, as each machine is likely to be
made up of a very large number of parts, a
machinery manufacturer could, consider
computerising parts ordering.

Available Resources

Take into account the cash, time and skills
available to you. If you are working with a
small budget and to a tight deadline, an
elaborate top-of-the-range solution is not
for you.

Degree of Integration

Another decision relates to the degree of
integration. When a company has a fully
integrated IT system, any piece of
information, such as a new order or a
change in a customer’s address, only has
to be keyed in once. It can be keyed in by
any staff member, from any department.
Thereafter, any other staff member will
automatically see the updated version of
the information next time they look up that
particular piece of data. Thus, if a customer
tells the Sales Department that their
address has changed, this information
would automatically be available to
Accounts Receivable who would thus send
the next invoice to the new address.
There are different levels of integration
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with the front-end systems. For example
Drogheda based Porterhouse has no
direct link between its website and its
back office IT system. When the website
receives an order it sends an email to
Porterhouse’s sales department. Basta
Parsons also has an externally hosted
website. Data is transferred between this
and their IT system in periodic batches.
Lake Communications, a supplier to the
telecommunications industry have an
entirely integrated system.

Full integration may cost more than it is
worth. The right level of integration for
any particular company will depend on
factors such as their existing IT systems
and the volume and type of information
they process. 

Reliability

No system is 100% reliable. More
powerful systems, possibly including
redundant (essentially spare) hardware,
will reduce the level of breakdowns, but at
a cost. This has to be balanced against the
costs associated with IT failures e.g.
technical support, time wasted by user
staff, operational problems such as
missed delivery schedules and
communication breakdowns with clients.
Once again, this trade-off ultimately
requires a business decision. Do bear in
mind, however, that as companies engage
in an increasing level of electronic
interaction with clients, IT failures have
the potential to damage credibility and

Build flexibility into your plan

It’s likely that no matter how thorough you
are during the planning process,
unforeseen circumstances will arise that
require your plan to be flexible. These may
involve changing technologies, a shift in
the marketplace, a new idea generated
internally or a change in available
resources. Many of the case study
companies only understood what could be
done and the wider implications of their

goodwill. Hence many of the case study
companies found it necessary to invest
significantly in improving the reliability of
their internal systems. 

Degree of Customisation

Almost all smaller companies buy
standard software packages. While
considerable efforts should be spent to
find the package that most closely meets
their needs, there will invariably be some
aspects of the company’s business
process which differs from that for which
the package was designed. This leaves
companies with two broad choices:
modify/ configure the new system to their
way of working or change the way they
work (although don’t compromise your
business processes to match the
software). Generally, companies adopt a
mixture of the two, but once again the
exact approach will be unique to that
company.
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eBusiness projects during the process of
implementing the projects. In fact, many of
them actually implemented different
solutions to those planned at the outset.
Perhaps, this could have been avoided or
at least reduced, if the architects of the
project had attended training courses prior
to the planning stage.

So it’s essential that you plan to be
flexible with your plan! You still need to
be focused on the ultimate goal but you
should consider your plan as a process
to achieve this goal rather than a rigid
and restrictive structure.

Where possible it’s a good idea to break
your plan into modular sections. Not only
will this ensure a smoother
implementation but you should also have
something new you can use after each
module is completed 

Whereas your main plan is an overview
of the entire project, there should also be
a detailed plan for each deliverable.
However, the detailed plan for the later
modules does not have to be completed
at the outset. It can be finalised later and
can thus take account of the outcome of
earlier modules, the most recent business
needs or newly available technology.

For example, Lake Communications,
having been through an eBusiness
implementation, would advise companies
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to recognise that eBusiness solutions are
dynamic and constantly evolving. The
company would also advise others to
ensure that “your inhouse IT/IS
infrastructure is well thought-out and built
with fault tolerance and load balancing”. 

Although their project was launched in
January 2001, as planned, Lake
experienced some difficulty with the
additional load placed on the IT/IS systems.
To rectify these problems, Lake set about
building fault tolerance and load balancing
into their architecture whilst the system
was still live. By June 2001, Lake was
satisfied that the eBusiness application was
24x7x365 with 99.999% uptime. 

So by being flexible with your plan, you
are able to respond to any situations that
arise while keeping true to the desired
result and ultimately delivering your goal.
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One of the lessons learned that has come
through again and again from these
companies is that it is likely that the
Project Manager and the team will have to
be relieved of their regular duties. When
planning a project, it’s essential to
accurately assess the workload of
managing an eBusiness Project. Typically
this is significantly underestimated. The
plan then needs to address this issue by
ensuring that the proposed Project
Manager is “back-filled” or replaced while
he/she is dedicated to the project. 
Obviously the same process needs to be
considered for each member of the team:

The project team may need to be
relieved of other duties

what’s the likely workload and who will
take on existing responsibilities?

Jimmy Dalton, the Administration
Manager of C&D Foods was a key
decision-maker of the eBusiness project
at the company. Jimmy mentioned a
recent report he had come across that
recommended allocating three days of
staff time to every consulting day you
purchase. C&D Foods did not have the
resource in place to do this. It was also
felt that insufficient internal resources
could offer suppliers a convenient
excuse for failing to deliver.

Combilift had a similar experience. At the
start, Colin Gray, the IT Manager was not
working full time on the project. The
implementation took more of his time
than was originally thought. The learning
was that a project like this needs a full-
time project manager from the start in
order to ensure successful
implementation. It is easy to
underestimate the resource requirement
and then difficult to make up time later.

So a key part of the planning process
involves releasing the Project Manager and
the team from existing responsibilities.
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The IT department alone does not
make a project team

There may be a temptation to allocate
your eBusiness Plan to the IT Dept. and
that’s a bad mistake! If the eBusiness
project is worthwhile, it’s fundamental to
your strategy. If it’s that important, and
you’re a business manager - would you
entrust your business solely to the IT
guys? Let’s put it another way. If you’re a
techie - would you allow a bunch of
accountants loose on your systems? 

Non IT staff will contribute to the
project in a variety of ways, including:
• identify existing processes
• document these in great detail
• design new processes where these

processes need to change for the
eBusiness implementation

The project will only work if it reflects the
future vision of the business and the Project
Team has to reflect all the departments that
will exist within that vision. 

A good example of this is the case
study on Porterhouse Ltd. This was a
comparatively straight forward project as,
unlike many of the other case study
companies, they did not integrate the
back office with the website nor did they
carry out any significant upgrade of their
back office software. The company also
contracted out all the technical work.
Despite this, the project still required
considerable management time. The
internal Project Team included the
Managing Director, the Financial
Controller (as Project Manager) and an
administrative resource. The time
commitment for each of the internal
team members was considerable:

More elaborate projects can require the
commitment of far more staff time.
Clondalkin based Sercom Solutions, for
example, installed a complete new
Enterprise Resource Planning (ERP)
system and integrated it fully with a new

• Matt Doolan, Managing Director 40%

• Dermot Marron, Financial Controller
/Project Manager 60%

• One administration person 100%
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As many eBusiness projects are central
to the strategy of the business, they often
require significant investment. Hence it is
important to prepare a budget. This isn’t
always easy. Due to the nature of an
eBusiness project, it can be difficult for a
business manager to assess the true
technical requirements and the cost
implications of these. 

D
e
v
e
lo

p
 a

 

D
e
ta

il
e
d

 P
la

n

32

The project may cost more 
than expected

Software suppliers should be able to give
an indication of the hardware resources
needed to support their product.
However, this is an inexact science. The
problem is exacerbated by the tendency
of some software suppliers to understate
the required hardware specification, in an
attempt to downplay the overall cost of
their solution. 

Furthermore, as Colin Hadden of the
Anthony Nicholas Group* pointed out,
the number of PCs tends to “grow like
Topsy” as more and more departments
find ways of benefiting from
computerisation. He indicated that over
the years the company had learnt the
benefits of buying hardware with higher
speeds and more memory than initial
estimates might suggest are needed.

web front end. During the implementation
phase of the ERP project, SerCom selected
a team representing all departments. Their
normal roles were back filled and they
worked full time on the project for 7
months assisted by 8 external consultants.
A change manager was also seconded to
the team. Other staff members had to
spend time on training courses, handling
aspect of the changeover to the new
system, sitting on steering groups etc.
While the ERP implementation was the
most intensive phase of the project,
significant staff time was needed on other
aspects of the project for many months
before and after this phase.

The fundamental message is this: a
worthwhile eBusiness project is about the
core issues in your business, not solely
about technology. So you need a team
that understands these issues from every
perspective in the company.

*Anthony Nicholas Group case study is not on the CD but
will be available shortly on the Enterprise Ireland website.
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No matter how
detailed your plan is
and how dedicated
you are, your
project will
probably run over
the expected
timescale. Of the 86
companies that
received funding for
an eBusiness
project from the

Enterprise Ireland Acceleration Fund,
fewer than half had completed their
projects by the deadline of October 2001.
On an 18-month timescale, companies
were typically 6-12 months late reaching
completion. Some could yet be two years
late on completion. These delays occurred
despite the fact that the companies
involved had a great incentive to finish on
time, as any monies spent on their
projects after the deadline were at risk of
not being grant-aided.

The Irish Chocolate Company’s project
took about four months longer than
anticipated. Michelle McBride, Retail
Sales Manager says “Account for all
possible time delays when launching
such an initiative as it’s often impossible
to dedicate 100% of anyone’s time”.

The project will take longer 
than expected!

Another element of cost which should
also be borne in mind is the cost 
of changing your existing business
processes to meet the needs of your
new vision of the business. 

To a certain extent, many of the case
study companies were breaking new
ground in implementing eBusiness
programmes in a highly dynamic
marketplace. This has had the effect of
increasing costs in most instances.
Blarney Stone, for example, signed a
commercial revenue sharing scheme with
Nua, who ran www.localireland.com.

However, Nua had very specific
requirements regarding functionality
and design for partner sites hosting
web catalogues. The deal turned sour
when, after Blarney Stone spent €50k
changing their site to Nua’s specific
instructions, Nua went into liquidation.
But rather than admit defeat, Blarney
embarked on another course of action -
it was decided that this time they would
deliver as much of the project as
possible themselves.

In the same way that you need to leave
a contingency for extra time, additional
cost is highly likely and an allowance for
unforeseen costs should be built into
the plan.
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Available on the attached CD

Case Studies C&D Foods
Combilift
Dubarry
The Irish Chocolate Company

Lake Communications

Lotus Automation

Porterhouse

Do clearly define the internal effort
required for the project

Do allow for flexibility. New ideas
may improve the project but delay
the plan.

Do plan for the loss of key staff
involved in the project

Don’t over-estimate what can be
outsourced to an IT company 

Don’t depend entirely on key staff
or consultants; work with a team

Do’s and Don’ts of Developing a Plan

✓

✓

✓

✗

✗

When we discussed some of these
learning points with Andrew Butler of
Connaught Electronics, he said that
“taking longer than expected” was a
serious understatement. We should be
warning our clients that they are likely to
take far longer than expected.

So no matter how brilliant your plan
seems, make sure you allow extra time
for the unknown. Build a contingency into
your timescales!

Even something apparently as simple as
getting some extra telephone lines needs
to be considered at this stage. If your
plan requires you to have new lines,
order them sooner rather than later as
many of the case study companies
suffered months of delay and frustration
in the implementation of their projects,
waiting for lines to be installed.
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Introduction

Do it inhouse or outsource the work?
It’s a tricky question but it’s also the
one that every company faces when
considering an eBusiness project.
Although the case study companies
chose a variety of solutions - internal,
outsourced, combinations of both - we
still don’t have a definitive answer! 

The inhouse/outsource decision is not
just a short-term issue. As eBusiness/IT
is likely to grow in importance into the
future, you need to make long term
decisions about what capabilities to
build inhouse. This will involve
decisions about the mix of recruitment,
redeployment and training needed to
build the desired capabilities.

Looking at the case studies we could
find no clear correlation between
project success and any particular
approach to the inhouse/outsource
debate. As with so many other aspects
of eBusiness, you are going to have to
make up your own mind based on
your own particular circumstances.

In this chapter, we touch on the key
issues that will help you make the
right decision for your business.

The Quick Guide

• Consider inhouse options

• Outsourcing alleviates drain
on internal resources 

• Be inventive with IT staff
recruitment

• Take account of the unique
traits of IT staff 

• Don’t be too dependent on
external suppliers for advice
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In the past, taking on additional project work
internally was difficult for many smaller
companies - especially where technology
was involved. Software packages didn’t exist
to undertake much of the work required, so
tasks had to be programmed from scratch.
Technical expertise was at a premium and
there was often a lack of understanding
between the business and technical
employees.

In today’s environment, however, non-IT
employees can work very effectively to
help deliver eBusiness projects and this
is a real option for many companies.

To a large extent, the decision may
be influenced by the type of skills
required to carry out the work. With
the case study companies, there were
four areas where the inhouse/
outsourcing choice existed:

• Project Management
• Formulating Strategy and Scoping

Requirements
• IT Development Work 
• Ongoing technical support,

maintenance, user training, minor
improvement etc.

In the case of Project Management, the
vast majority of companies chose to do
this inhouse, although the amount of

time required for the project was
invariably underestimated. In scoping
requirements, companies used a mix of
solutions. Some did this inhouse and
others employed an independent

consultant. There’s a section on this
topic in the Planning Chapter. 

In a large majority of cases, the
main bulk of the IT development
work was carried out by external
consultants. However, even where

this was the case, there was a
significant trend towards
strengthening the inhouse IT
capabilities either by
recruitment or training of
non-IT staff or by a
combination of both.

There are a number of key
issues to address. For example,

is the learning effort going to be
greater for an external IT

consultant to come in and learn about
your business processes and
requirements or for an internal employee
to learn the required IT skills?

You can reduce this learning curve for
external consultants e.g. by using an
existing supplier or one with industry
experience. If you train an internal
member of staff, the learning curve about
your business is radically reduced. This

Consider inhouse options
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will save time and money. There is a risk,
however, that they will leave to go to
work for another company, using their
new skills. No one solution came out on
top but many companies were happy with
the route they chose for their business. 

One compromise that worked for some
companies was to have an ongoing
relationship with an independent IT
consultant. In effect, what they had was a
part-time IT manager who also worked for
a number of other small companies. This is
very like the arrangement some companies
have with their external accountant.

Case Study - Franz Design

Although this small furniture and
giftware company had successfully
gained expertise in sales and marketing,
they had no inhouse experience in
either IT or web design. Their choice,
therefore, was to either employ
someone full time or outsource the
development of the site. The company
believed that a full time staff member
would be too costly and were more
comfortable employing the services of
an external agency. “When you are not
familiar with the technology, it is
difficult to ensure that you are going to

get the right person for the job in hand”,
explained Franz Caffrey, the owner. “We
looked at different options and based
our decision on having the peace of
mind of using a reputable company with
the right expertise. In addition, the
interim costs were lower.”

Franz selected their web development
company for two reasons. Firstly, their
input into the list of requirements was
invaluable. “Upon initial contact they
quickly grasped the concepts and ideas
we were pushing for”, Caffrey explained.
“They were positive with their approach
and came up with constructive and
imaginative solutions”. Secondly, the
web development company quoted a
very competitive price to build and
maintain the ‘web store’ - €12,700. As
part of the deal, the site was hosted in
Dublin. This made sense due to the lack
of inhouse IT expertise to install and
maintain the system and the lack of
resources to purchase costly servers
and network connections.

Despite the complexities of the site, the
development work took only two
months to complete. The site
functionality featured:
• an online catalogue displaying

selected products
• the choice of five different currencies
• information on individual product

lines such as expected delivery time
• individual user account summaries

“We looked at different options and based

our decision on having the peace of mind

of using a reputable company with the

right expertise. In addition, the interim

costs were lower .”
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CASE STUDY UPDATE - Franz Design

Since the above case study was first
written, there has been a development
that illustrates one of the potential
problems of outsourcing. Franz Caffrey
has advised us that as a result of a
problem with the web development
company the website is “off the air” and
so is their e-mail. We can only imagine
the disruption and stress this has
caused. However, following intensive
discussions with the web hosting
company, they expect to get both the
web site and e-mail up and running
shortly at the old address.

Do I have internal IT people capable
of doing this?

Will the extra workload be long
term or short term?

Do I have employees keen to be
trained up for it?

Can I recruit staff with the right
skills?

Will there be ongoing work
involved in the future?

Could an existing supplier, who knows
my business, take on the project?

Is there an external supplier with
experience in my sector? 

Which option will cost me more?

A few questions on the

Inhouse/Outsource issue

Q

Q

Q

Q

Q

Q

Q

Q

One company that decided to retrain a
member of staff and outsource the more
technical requirements was Tecpro. Prior
to beginning this project, Tecpro had no
eBusiness skills or experience. The
Managing Director, James Neary, led the
project and began by carrying out an
evaluation of the available software,

enabling users to view previous
orders and modify account details

• real-time updates indicating which
stage a user has reached during the
buying process

• a database constantly recording all
relevant transactions

Franz was a relative newcomer to the
world of technology, but their web
developer worked hand in hand with
them every step of the way. All issues
were discussed and addressed until the
site was completed. This partnership
approach was best demonstrated during
the promotion phase. The development
company ensured all Irish home interiors
publications were informed about the site
resulting in a number of them carrying
reviews of the site.

3. Inhouse or Outsource  11/15/02  12:03 PM  Page 5



In
h

o
u

s
e
 o

r

O
u

ts
o

u
rc

e

40

looking for a product capable of
producing A3 spreadsheets. Intact
software was recommended by a friend
of the company and this was eventually
chosen as the basis for the new system.
An IT company customised the software
to meet the needs of Tecpro, installed the
system and continues to provide service
and support.

This mix of inhouse and outsourced
skills has been successful for Tecpro.
The company is well on its way
towards becoming a paperless office. It
has reduced its paper filing by over
90% through this project and has
reduced their administrative staff
headcount by one.

Measuresoft specialises in the
development and integration of
information systems. The company
decided to scope and develop their
requirements internally. As a technology
company, Measuresoft had the base
capabilities to tackle this challenge and
they wanted to internalise some of the
skills acquired during the development
and the deployment in order to utilise
them on future customer engagements.
Managing Director Fergal Cassidy was
clear, however, that companies that do
not operate in the technology sector
should look externally for the right skills
and support.

Do take time to clearly define and agree the
objectives with the consultants

Do outsource the things that drain your
time

Do treat external suppliers as part of the
project team

Do implement a service level agreement

Do document your requirements clearly 

Don’t leave staff out of the loop. Explain
the role of the supplier

Don’t forget to have regular formal
meetings to track progress

Don’t sign off on work until it’s fully tested

The Do’s and Don’ts of

Outsourcing

✓

✓

✓

✓
✓

✗

✗

✗

Outsourcing alleviates drain 
on internal resources

Don’t underestimate the value of being
able to delegate work to an external
supplier. In the chapter on planning, we
explored the fact that many companies
totally underestimated the amount of
time required to manage and implement
an eBusiness project. A key learning

3. Inhouse or Outsource  11/15/02  12:03 PM  Page 6



In
h

o
u

s
e
 o

r

O
u

ts
o

u
rc

e
41

point that arose was the need to “back-
fill” staff involved in the project, i.e. to
allocate some of the individual’s duties to
other employees. 

If you are involved in a business, it can be
very difficult to “let go” of your
responsibilities. Even if you do manage to
allocate your responsibilities to others,
once you are on the premises, day-to-day
work will inevitably come your way.
We’ve all experienced that! 

Another option is to outsource the work.
By doing this, you can stay focused on
the important role you play in the
business without delaying the
implementation of the project. 

When the board at Blarney Stone, a
company which produces various gift
ideas manufactured from blarney stone,
decided to outsource the project
management of the implementation of
their eBusiness project, they employed
the services of a project manager within
Solomon Solutions. The initial role was to
set up the servers and databases and
subsequently project manage the design
process and the roll-out of the site. In
return Solomon Solutions received equity
in the company. Their experience in such
roles proved invaluable to the project.
Specifically, Solomon Solutions was able
to draw up a plan detailing the site
requirements and timescales. It managed

the development and roll-out process on
a daily basis, spending time on the
management of details that Declan
Fearon, the business owner, didn’t
personally have time to oversee.

Meanwhile, back at Lotus, a provider of
industrial automation products and
services, considerable time was invested
in scoping the requirements of their
project. The company also employed an
external consultant to help in the design of
the process and in choosing the right
technology to deliver on the requirements. 

In fact, this consultant then went on to
join the company. This allowed the
company to internalise his knowledge
and skill set and it strengthened the
company’s IT capability. Despite this
unexpected advantage, one of the
lessons learned by the company was that
they would have outsourced a lot more if
they had known the pressure on
management time. 
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Blarney Stone, the gift manufacturer,
looked at outsourcing their whole project,
from management through to design,
hosting, telesales and fulfilment. As each
element was explored, the projected
costs started to rise dramatically. Faced
with these daunting numbers, the
company concluded that the only way to
bring this project to successful fruition
would be to do the majority of the work
inhouse. The first money saving idea was
to employ the services of a group of
software engineers known personally to
the founder, Declan Fearon from his time
at the University of Glasgow. 

A unique deal was struck whereby the
engineers would come to Dublin to work
on the project. During weekends they were
housed, fed and watered in Temple Bar
and during the week they worked for free.
Both parties enjoyed working and playing
hard, so this deal was a win-win situation
for all involved. The techies got to spend
the weekend in the vibrant Temple Bar
district and Blarney Stone got the services
of some very high calibre software
developers to build and test their site. A
very ingenious arrangement indeed!

As you can see, both of these companies
were able to recruit the right staff, at the
right cost, by taking time to “think outside
the box”.  That’s your challenge!

The process of recruiting IT staff was a
painful one for many of our companies.
Most of the case study eBusiness
implementations took place during the
dotcom era and IT staff were difficult to
find and very expensive. 

Having looked at its options, one
company found that custom-building its
own system was a better option, as
specialist off-the-shelf software was
expensive. However, the custom-build
option was highly dependent upon
investing in people with the right IT skills
and a good understanding of their
industry. The company’s attempts to
recruit an IT manager and programmer in
Ireland proved unsuccessful. (This was
2000 and the peak of the dotcom frenzy).
Eventually two new staff with IT skills and
experience in their industry were recruited
from India, making use of the Irish
Government’s scheme (now closed) for
overseas recruitment in specialist areas.
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Be inventive with IT staff 
recruitment
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While the layperson may see IT as a
homogeneous profession, it is made up
of many specialities. A database
specialist, for example, who has spent
his or her entire career in large
organisations may have virtually no
experience of websites or networks. 

It is not just a question of differing
technical specialities. A person who is
brilliant at technical work may not be
the best at ensuring vendors meet their
commitments or at persuading users to
observe proper security disciplines or at
smoothing feathers ruffled by IT
enabled changes. 

Hence, a small company that can only
afford one or two IT people may have to
prioritise the skills that are most important
to it. You may have to plan on hiring
someone who is weak in some of the areas
that are least important to you, then

upskilling
them in those
areas. It may
also be
necessary to
call in
external
specialist
help for the
more difficult
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Take account of the unique 
traits of IT staff

tasks in the disciplines where they are
weak. You may also have to arrange for a
manager from another function to work
with them on “political” issues such as
managing vendors or promoting user
discipline. 

Computer users are often unable to
explain clearly technical problems they
encounter, while the ‘techies’ may find it
difficult to convey technical issues in
layman’s language. In a large organisation,
a business-focused IT manager can help
facilitate communication between them
and bridge the gap. That approach does
not work if the ‘techie’ is the only IT
person in the company.

In these circumstances the potential IT
recruit’s interpersonal skills and business
awareness assume greater importance
than would be the case if they were being
recruited into a large IT team. Post-
recruitment, it may be worthwhile putting
some effort into developing their
knowledge and interest in the business. 

IT people traditionally are more mobile
than staff from many other disciplines.
Good HR practices may help retain them.
However, you should also plan for the
possibility that they will leave. You should
insist that the IT person keeps proper
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records of their activities, for example,
that they properly document any software
changes they make. You might also
consider assigning a senior manager to
the task of staying briefed on the
company’s IT developments and issues.
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The company that supplies and installs a
software package often continues to
provide technical support and upgrades,
for a fee, for many years. Client
companies without internal IT staff often
come to rely totally on such consultants
for all their computer advice. In the
absence of any inhouse IT expertise, they
have little choice but to accept that advice.
It is a cosy arrangement, particularly for
the IT supplier, but may not be in the best
long-term interests of the client. 

Effectively, a monopoly supplier is telling
them what they need to buy and then
selling it to them at prices set by the
supplier. At the very least, consider

learning enough about IT so that you are
in a position to ask probing questions and
to critically assess the responses.

One of the negatives of the successful
relationship that C&D Foods has built
over the years with Task (its external IT
consultants) has been an over-reliance on
Task for all their IT development. Terry
Carr, Finance Director, expressed regret
regarding this and suggested C&D Foods
should have developed a greater depth of
internal IT capability over the years. This
has hampered them to some extent in the
current implementation. They would have
been better able to evaluate a number of
decisions if they had that depth of
internal technical capability. Both Terry
and Jimmy Dalton, the Administration
Manager, maintained that firms looking at
outsourcing of their IT function should
consider the downsides of losing depth of
expertise inhouse.

If you do decide to outsource, you need
to stay informed, so that you can
adequately manage the process.

Don’t be too dependent on external
suppliers for advice

Available on the attached CD

How To Guides How to Choose an eBusiness Vendor

Case Studies Blarney Stone
C&D Foods
Franz Design
Measuresoft
Tecpro
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Introduction

When a business manager has to
choose an IT supplier, it can present
many difficulties. How can you tell if
the proposed solution is appropriate if
the IT Consultant seems to be talking
in a different language? You could
bring in the IT Manager to do the
selection (if you have one) but does
he/she really understand the cut and
thrust of your business? 

The good news is that this is an area
where the contents of the CD can help
out! The case study companies have
lots of advice to share with you on this
challenge. In fact this chapter could be
called “The Agony and The Ecstasy...”

Given the level of investment required
in your eBusiness project, this section
of the book is essential reading for
anyone considering outsourcing
eBusiness-related work or buying in
software - don’t skip it! In the
meantime, The Quick Guide will give
you the lowdown...

The Quick Guide

• Consider using an
independent consultant at
the outset

• Cost doesn’t always equal
quality 

• Different projects better suit
different consultants

• Do due diligence! 

• Pro-actively manage the
relationship

• Implement a service level
agreement 

• Check who owns the
copyright

• Get more from your Internet
Service Provider (ISP) and
Telecommunications
Company (Telco)
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Most IT consultants only work with
certain specific software packages, or
have ties to particular vendors. Indeed,
some of the “consultants” you meet
initially, are effectively sales people for
particular products. This poses a
dilemma, if you do not have the inhouse
expertise to work out your exact
requirements or to compare the technical
claims of competing potential suppliers.

Some consultants have no links to any
vendors or products. This means you
have a choice: you can ask potential
suppliers to suggest what IT capabilities
you need or alternatively, you can pay
an independent expert to clearly define
your needs before you approach
potential vendors. If you opt to use an
independent IT consultant they could
also help you in your dealings with
suppliers, including assessing each
option and recommending the best
solution which may be a combination of
products and/or IT providers.

Our experience has been that many of the
case study companies just couldn’t
tolerate the thought of paying an
independent consultant to select the right
solution. We don’t blame them – what
small company wants to pay one

Consider using an independent
consultant at the outset
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consultant to hire another consultant? On
the other hand, experience has
shown that the companies, which
employed independent consultants, are
generally convinced that it was the right
thing to do. Obviously having
knowledgeable, independent advice at
the outset could ultimately save time
and money and therefore its definitely
worth considering this approach.
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Having said that, employing an
independent consultant, may not always
lead to the best overall compromise
between cost/complexity on the one hand
and the features you would ideally like to
have on the other. If you went directly to a
vendor, without first drawing up a
specification, they would draw up a
technical proposal which took account
both of your business needs and of the
capabilities of their own packaged
software. An independent consultant,
unlike a vendor, may not be as familiar
with the capabilities of individual packages
and the cost implications of adding
specific features to them. Some
independent consultants, having drawn up
an “ideal” technical specification, may be
over rigid in sticking to it and could thus
leave you with a solution which, while
theoretically appropriate, is much more
expensive or complex than it needs to be.

Case Study -
Digisource

DigiSource prints user manuals for the
telecommunications, computer
software, hardware and other markets.
The company works with its
customers to reduce their printing and
associated costs through JIT
document delivery. 

eBusiness Objective

To develop a
centralised IT
System from its
headquarters in
Dublin, giving
visibility and
control over all its
IT systems globally. 

The eBusiness
model was to be
based on the fact
that Enterprise
Resource Planning

(ERP) and Customer Relationship
Management (CRM) packages are
merging to become powerful
eBusiness suites. 

Implementation

Initially the company looked at building
on the back of existing systems. 

It then focused on the actual eBusiness
needs, which were primarily financial and to
a lesser extent manufacturing. DigiSource
realized, however, that building on existing
systems would not meet these needs. 

Through analysis of needs (combination
of ERP, CRM and eBusiness) and
evaluation of system capabilities, cost,
and level/availability of support - using
peer groups and interaction with
strategic partners - suitable systems
were narrowed down. 

JIT
JIT or just-in-time
manufacturing
describes an
approach in which
components or
products are only
manufactured as
they are needed,
in the exact
number needed,
and supplied to
the point of use at
the exact time
they are needed.
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Lessons Learned by Digisource

• DigiSource found that using vendors
at the feasibility stage could be
ineffective and a waste of time, as
many were pushing particular
products. It would recommend that
feasibility be carried out
independently. 

• It is very important to make sure that
there is support with a suitable skill
base available locally, for the
system(s) chosen. 

• DigiSource tended to approach its
project from the technical end but in
hindsight, the project team believes it
should probably have approached it
from the business end.

Eventually Sage
Enterprise and
Microsoft BizTalk
were chosen, along
with Crystal
Reports (a product
that Sage consider
complimentary to
their own), the
latter two being
systems capable of
being easily
expanded. 

Support for the
systems chosen
was initially
provided locally
but the necessary

skill base was not available in Ireland
and queries were referred back to the
UK. DigiSource therefore took the step
of persuading the support company
(FD Systems) to open a Dublin office to
provide the necessary support.

For eBusiness two models were
developed - automated (invisible) and
transparent (web). 

Automated transactions are ones that
don’t have to be seen or processed
through the web, such as MRP order
dumps or outgoing invoices. 
Web based reporting is used for mining

data and querying individual orders or
stock levels etc. 

Through their eBusiness project
DigiSource International has created an
electronically based method of doing
business and of organising, scheduling
and controlling manufacture at remote
sites around the globe, from a centralised
Dublin base. 

The systems developed have put
DigiSource International at the forefront
of its industry.

CRM

CRM (Customer

Relationship

Management)

uses proven

methodologies

and eBusiness

technologies to

help enable

companies to

identify, select,

acquire, develop,

and retain

profitable

customers, and

build long-term

relationships with

those customers.
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Case Study -
Combilift

Ernst & Young consultants significantly
shaped the decision for Combilift, the
specialist forklift manufacturer,
regarding how to move forward with
their planned eBusiness initiative.
Combilift engaged Ernst & Young to run
an ‘eDiagnostic day’. During that day
Combilift and the Ernst & Young
consultants worked to establish the
current state of capability and the
desired state of capability for eBusiness.
This enabled the production of the
business requirements for the initiative.

Martin McVicar, Managing Director,
stressed the benefits of engaging
consultants who have an “independent
view” and who do not have a product
to push. He believes the cost of the
day was money well spent. Ernst &
Young encouraged Combilift to look
at the big picture. They posed the
question, “Where do you want to be
in five years time?” The answer was
that Combilift wanted to be selling its
product in 50 countries worldwide. In
order to achieve that it realised it
needed a strong and effective web
site to support dealers.
Earlier in the process of finding

a suitable web designer to deliver the
web site it required, Combilift had met
half a dozen different firms. They found
that it was a real struggle to find
someone who understood the
commercial drivers of their business.
Often website designers wanted to jump
ten steps ahead while Combilift really
just wanted to take one step at this
point in time. Martin McVicar
emphasised that there was an
advantage in meeting so many firms
that failed to offer what he and the team
wanted. This actually allowed them to
increasingly clarify exactly what they
were looking for. He recommended that

other small businesses should go
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through a similar process to help them
refine their thinking around their
business requirements.

In the end, Ernst & Young 
recommended Catseye Internet
Solutions and this company was chosen
to work with Combilift to develop the
web site. Martin was clear as to why
Catseye were chosen over potential
vendors, “They listened to what we
wanted. All the others tried to tell us
what we needed.”

Often there’s a temptation to assume that
the most expensive solution is the best
one. However this has not been the
experience in 
our case study
companies. On the
other hand, the
cheapest solution
may not fully
deliver on the
requirements.

Porterhouse, the
Irish Weaving
Company, chose web
design company QBIKS (now
called Climate) because it had
experience of working with other

Cost doesn’t always equal quality
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firms in the textiles industry and it was
flexible enough to take on extra project
work if required. It would also organise
many of the marketing requirements.
While QBIKS was an ideal fit for
Porterhouse, it was not the most
expensive option available.

When Speciality Print and Design (SPD)
looked to third-party suppliers to
formulate quotes based on their
requirements, the experience of
entertaining a series of bidders for this
tender proved an eye opener for the
company. The quotes and proposals
received varied dramatically. Most were
extortionately expensive. One particular
company even billed SPD for their initial
meeting to discuss their requirements! 

As SPD had little experience with web
design, they decided to look at the more
favourable quotes and do a little digging.
SPD went to great lengths to investigate
the credentials and references for the

companies on their final selection list.
After calling up the references

directly and looking at the work
supplied, SPD selected

Go2Web based in Dublin.
Go2Web not only
provided a very

reasonable quote, but
their references
were impeccable,

both in finished
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product and the high level of customer
service they provided. As many of the
case study companies found a huge
variation in the quality of IT suppliers,
this is a vital point.

And it’s worth noting that the cheapest
option may represent a false economy, if
it means foregoing critical elements of
the solution such as security, training or
back-up arrangements. 

In particular, if you’re negotiating the
price with a supplier, be careful to avoid
reductions in cost which save money but
decrease the effectiveness of the solution. 

Future Proofing (designing the system to
facilitate future developments) is another
area which can significantly affect costs
relating to an eBusiness proposal and it’s
critical that every eBusiness solution
takes into account both technological
developments and the changing needs of
the business. Kenny’s Book Export
Company faced this issue when they

decided to build an online catalogue of
about 900,000 books, to facilitate sales. It
was imperative that the back-office
systems were built to very high standards
so that they would be future-proofed and
give Kenny’s a solid platform on which to
build services in the future. This was a
huge investment for a small company but
given the dynamic needs of both the
business and the marketplace, Kenny’s
felt it was worth it.
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There are four defining traits to think
about when choosing an IT professional
to work with. These include:

• Appropriate Technical Skills
• Sector Experience
• Business Skills
• Personality

Once you identify your requirements, you
need to match these to the relevant
technical skill-set that can deliver the
project. For example, while a
programmer can build a site, he/she may
not be a designer. As one web designer
put it “Have you ever seen a site
designed by a programmer - yeuch”.
Similarly, a consultant whose sole
experience has been with Fortune 500
companies is unlikely to be the best
adviser for a small company. To a large
extent, this demonstrates the usefulness
of independent expert advice in finding
the right providers.

In terms of sector experience,
considerable time and effort can be saved
if the proposed supplier understands
your industry. This simply eliminates a
learning curve that another supplier will
have to climb. This curve may be easier to
overcome if the supplier has “a good
business head” and can grasp the
business issues with ease. This is

C&D Foods appointed BSM Ltd. to help
choose an appropriate application.
Together, they chose two companies to
deliver the complete solution, after taking
a detailed look at several providers. Terry
Carr, the Finance Director, and Jimmy
Dalton, the Administration Manager, were
the key decision makers and both were
clear that one of the keys to successful
implementation is ensuring that all
suppliers are of the highest quality. The

something that you
should try to assess
during the selection
process, through
discussion about
your own issues. 
Finally, ask yourself
the question; can
we work with these
people? If the
Project Manager has a personality clash
with the IT consultant, delays and
demotivation are inevitable. By having
the key personalities meet each other
prior to appointing a supplier, this
consideration can be taken into account
in choosing the right supplier.

Different projects better suit
different consultants

Do due diligence!
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skill is in evaluating the quality of the
individuals that you will be working with.
Without a doubt experience helps but any
firm should ensure that they obtain
references from previous customer
engagements to get a feel for a supplier’s
implementation record. 

A full list of issues that should be covered
is available in the Guide “Choosing an
eBusiness Vendor” on the CD. Here’s a
summary in the meantime.

1. Assess Sector Expertise.

Has the company done work in your
industry or target market? Have they
worked with any blue-chip clients or
with any of your competitors?

2. Talk to Current Clients.

Former clients can be a great source of
information. However, it is important to

note that no company will receive a
glowing recommendation from
everybody. You are merely trying to get
a balanced perspective.

3. Identify the Key People.

Use your customer conversations to find
out which people are particularly good
or bad in the vendor’s organisation. You
need to be sure that these people will be
available to you, and also that you can
work together.

4. Examine Relative Size.

Is your business going to be important
to the vendor? Is it big enough for
them to make money on? Is it too big
for them to handle?

5. Check Financial/Operational Stability.

Look for publicly available financial
accounts. Ask about financial situation
– profitability, cash flow, and liquidity. 

6. Examine Strategic Goals of the Vendor.

Are these consistent with what the
vendor is doing for you? Some
vendors have hidden agendas that can
take on a life of their own as a project
moves ahead. It is important to
understand what you really want to do
and not get sucked into what they
want to do.

7. Check the Vendor’s Vendors.

You should also check behind the
vendor. The vendor will be reliant upon
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other suppliers. However remember
that your due diligence should not
become overly aggressive thus ruining
any prospect of a workable relationship
going forward!

8. Verify Contingency/Back-up

Arrangements.

What would happen if the individual(s)
appointed by the vendor to work on
your project becomes ill or leaves the
company? Check that there is a back-up
plan in place and that you are satisfied
with the plan. 

Case Study -
Connaught Electronics

Connaught Electronics (CEL) found that
selection of a third party vendor to
supply their Enterprise Resource
Planning (ERP, Ref. Glossary) system
was the most difficult task. BSM Ltd.
their independent consultants, provided
a structured method for selecting
vendors. Together, CEL and BSM wrote
an RFI (Request for Information)
document and submitted it to 10 ERP
suppliers. CEL highlighted 3 out of the
10 vendors to go onto the next phase. 

In order to effectively evaluate each of
the remaining 3 vendors, CEL prepared
test scripts and data to populate each of

the ERP systems. The purpose of
running these scripts would be to
replicate processes and data that might
be generated in their own system. From
the results of these tests, CEL scored
vendors against set criteria and against
one another. The company brought in
individual departments to assess their
specific requirements in each product.

After close scrutinisation, it was found
that two ERP systems had scored
equally. As the potential investment was
a substantial €380K, rather than just kill
off one of them, CEL looked to referees.
Both vendors offered referee site visits
and a team of four CEL employees
performed the assessments. Armed with
a prepared questionnaire, they
investigated three reference sites. 

The outcome of these assessments led
to the following conclusions:

• Both ERP systems failed to provide a
comprehensive solution, with
additional packages required in order
to perform simple business processes.
These ‘add-ons’ had to be integrated
and maintained in addition to the
main ERP system. 

• Both ERP systems only provided the
same functionality as CEL’s existing
MRP product.
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• Each company visited had made a
serious IT investment. Although the
companies were of a similar scale to
CEL, their IT departments comprised
of four or five full time staff,
compared to CEL’s one. One reason
for these large IT departments was in
order to manage the integration and
operation of the ‘add-ons’ required.

CEL were surprised at these findings.
Each of the very expensive ERP
systems were only, in reality,
providing functionality for invoicing
and goods receiving. 

CEL needed a major rethink of their
strategy. It was felt that investment in
either of these top of the range ERP
systems would be a poor spend for the
company. There seemed to be little
potential for the massive improvements
they were looking for in the long term. In
addition, CEL realised that they needed
IT people to help assess and implement
their strategy, but not to the scale that
they had previously envisioned.

CEL called an internal meeting to
discuss these findings. They had already
spent time and money developing test
scripts and evaluating a handful of
vendors and were keen to press on. One
new avenue CEL decided to explore was
to revisit their existing manufacturing
control software provider, Manser Ltd.

One of CEL’s major customers was
known to have integrated a bar coding
system into their own Manser system.
Bar-coding was a primary requirement
set out in CEL’s eBusiness strategy. 
As a result, CEL called a meeting with
Manser in order to present their
challenges. Several points were raised
on both sides. Manser highlighted a
problem with the way CEL had
managed the operation of their existing
MRP system. At any one time, six
people would be operating the system,
all of whom would contact Manser if
any problems arose. 

There was no single point of contact
for Manser to deal with in addressing
problems. This communication
problem, along with CEL having no
ERP/MRP IT expertise, was proving to
be a headache for Manser. CEL had, in
fact, been somewhat disorganised in
their relationship with Manser and
their management of the existing
MRP system.

CEL immediately set about designating
a single contact point for Manser and
put in place a process for error
reporting. Moving on, CEL looked at the
new web based ERP system that
Manser had developed. CEL began to
perceive many benefits of having a ‘one-
stop shop’ for their proposed ERP and
bar coding/traceability systems:
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• minimal disruption to the business

• a lower cost product

• business processes could be refined
without the pressure of a new system
implementation

• limit the management of interfacing
two disparate products with one
company being responsible for the
integration of the two systems

CEL contracted Manser to implement the
new web based ERP product and integrate
a comprehensive bar coding system.

Lessons Learned by Connaught

Electronics

• Write precise specifications for all
projects.

• Utilise reference sites when buying
products and services

• Get inhouse IT expertise to get
impartial advice on software systems

• Outside consultants don’t know your
business and processes as well as you
do. Trust your own judgment and
don’t be persuaded to make decisions
based purely on technology.

Pro-actively manage 
the relationship

Picking the right vendor is only part of the
answer. You then need to provide
suppliers with clear requirements and
with the support they need to get the job
done. Many of the companies that
implemented eBusiness projects found
that difficulties arose when it came to
managing these relationships. 
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IT suppliers’ perspective.

Life isn’t always easy for the consultant
either. Sensitivity to the problems faced
by IT providers should lead to a better
relationship, shorter implementation
time, and ultimately lower price tag.
Here are some of the difficulties they
face in dealing with clients, particularly
smaller clients. 

• Small companies often lack the
experience or expertise to properly
specify the solution they require. As the
project progresses their understanding
grows and the specification changes.
Naturally, this adds to the cost.
Problems can arise when the supplier
tries to pass these costs on.

• Where a client has not prepared a
technical specification, the vendor
must, as part of the bidding process,
put a lot of effort, at their own
expense, into designing a set of
recommendations. This can be a
significant burden as each vendor
typically only wins a fraction of the
projects on which they bid. It is
exacerbated by the practice, adopted
by some companies, of using the
bidding process as a way of learning
about eBusiness and clarifying their
own thinking about what they are
trying to achieve. Some consultants
avoid bidding for small company

projects as they feel the cost of
bidding may not justify the
comparatively small revenue from
such projects.

• Clients frequently press for a clear
answer as to what the project is going
to cost. It is often not possible for
vendors to give this, because the cost
depends hugely on factors about
which the supplier has insufficient
information, such as the degree of
problems within the customer’s back
office system and the exact nature of
their business processes. 

• Many projects require a high level of
support from customer’s staff in
terms of providing information,
signing off on proposals and deciding
between different options proposed
by the IT company. However, over-
worked staff often fail to respond
promptly or adequately resulting in
additional costs for the vendor. This
can also cause project delays or faults
for which the vendor can end up
getting blamed.

It is worth noting that many of the case
study companies were very satisfied
with the consultants that they worked
with. Reading the chapters on planning
and implementation should help you to
avoid some of the potential problems
listed above.
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In at least one case, the company got
into severe difficulties because the
consultant went bankrupt. The question
arose as to who owned the half-
developed software. In this instance, the
issue had not been addressed in a
contract, leaving the company with no
protection or apparent value from the
expense incurred. 

Another company ended up in a
dispute with its web developer. The
company required changes to the
website however they couldn’t access
the site and the web designer refused
to do the changes until the dispute
was resolved. The company sought
advice and the answer was that the
right to access the site was dependent
on the contract. This was of no use to

the company as there was no
contract in place. 

This checklist represents
items that should be

kept in mind in
your
eBusiness

Agreement.
The detailed
list is
contained on
the CD, under
the
“Choosing an

eBusiness
Vendor” Guide.

Short Guide: Choosing an 

eBusiness Vendor

1. Go for shorter contract periods,
with options to renew.

2. Define the number and specific
skills of the vendor's employees
who will be available to support
your project and where they will 
be located.

3. Determine exactly what will be
measured, precisely how it will be
measured, who will measure it, and
over what time period.

4. It is important to set reasonable
performance levels – minimum and
target levels should be agreed. 

5. Try to anticipate problems upfront
and create a timetable for the
vendor to fix them. 

6. As with any contract, it is vital to
clearly define what gets paid, on
what deliverables, over what
timeframe.

7. Clearly enumerate and describe all
conditions for termination of the
contract. 

8. Any contract should include all
normal legal protections
(warranties,indemnities, and
limitation of liability). Your legal
advisor should ensure that you 
are covered in these areas.
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Implement a service level
agreement

A service level agreement (SLA) outlines
the rights and obligations of both the
customer and the service provider in
measurable terms, and it states the
consequences if the eBusiness vendor
fails to deliver on its guarantees.

An SLA should clearly define the
responsibilities of the vendor and specify
the required quality of service – in
measurable terms. But defining those
terms can be difficult. For example, a
provider may guarantee uptime of
99.999%, but they may not count planned
downtime from maintenance or short
outages, such as the 10 minutes it takes
to reboot a machine. It is important to
make sure that an SLA guarantees the
uptime for the entire infrastructure

involved in the application – hardware,
software and network – and even the
parts that the provider gets from
subcontractors.

SLA terms vary according to the type of
agreement you have. There are at least
four distinct types of SLA. Please refer to
the “How To” guide on “Choosing an
eBusiness Vendor” on the CD for more
information on each.

• Network SLAs
• Hosting SLAs
• Application SLAs
• Customer care/help desk SLAs

9. Conduct regular (at least monthly)
vendor meetings to review
performance. If you are using a
number of vendors, get them all
around a table formally and
regularly to ensure clear
communication.

10. Determine fines, reimbursements
or other natural consequences if
the provider doesn't meet
service levels.
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One case study company negotiated a
discount with the suppliers, so that they
developed the software at a reduced rate,
as it was feasible that they could sell the
solution into another organisation. Now
there’s a good idea!

If you buy standard packaged software,
then the issue of copyright usually doesn’t
arise - it will belong to the supplier. If you
engage a developer to build a system for
you, typically the copyright will rest with
the supplier (subject to restrictions over
open-source coding etc.) 

If your solution is highly unique, then
copyright is likely to be less valuable to
anyone else. No matter what, satisfy
yourself that you’re happy with the situation.

Check who owns the Copyright

Do I know who owns the copyright?

Is the software appropriate for my
competitors?

Is there another market for the
software?

Am I likely to want copyright for
future developments?

A few copyright questions to consider

Q

Q

Q

Q
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Get More from Your Internet
Service Provider (ISP) 

and Telecommunications 
Company (Telco)

There are various services offered by Irish
Internet Service Providers and Telcos
(telecommunications companies) and these
change constantly; such is the dynamic
aspect of the marketplace! It’s competitive
out there and with the introduction of ADSL
for some and satellite for many, our options
are broadening by the day. 

The key to driving the best deal is to be
informed about the marketplace (register

One final piece of advice:

Trust and fairness are key issues in any long-term relationship. At the outset, ask
yourself: can I trust the proposed vendor not to sell me unnecessary bells and whistles?
Can I trust the independent consultant not to overcomplicate things in order to
maximise his or her fee earning days? If in doubt, pick someone else. This works both
ways: you need to treat them fairly also.

for the Enterprise Ireland eBusiness ezine,
which runs regular features on the latest
options). The CD contains a “How To”
guide “Choose Your Telecom Options”
which outlines the various
telecommunications possibilities. The
“How to” guide on “Choosing an ISP” in
the CD outlines certain aspects of ISP-
related terminology, technical background
and general service packages that you
can get up-to-speed on straight away. 

Available on the attached CD

Case Studies C&D Foods
Combilift
Connaught Electronics
DigiSource
Kenny’s
Porterhouse
Speciality Print and Design
Tecpro

How To Guides Choosing an ISP
Choose Your Telecom Options
Choosing an eBusiness Vendor
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Involve Your Customers 
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Introduction

It is crucial to remember that
eBusiness projects, unlike conventional
IT projects, will not just affect your
company. You also need to get the
input and approval of any affected
trading partners i.e. customers and
suppliers, if you want to have a
successful rollout. You may even need
to integrate your new system with
those of your trading partners. 

This chapter gives some guidelines to
help ensure that cooperation with
your customers and suppliers goes
well. For a brief rundown of the key
advice in this chapter, check out The
Quick Guide.

The Quick Guide

• Consult customers and 
suppliers early and often

• Consultation can have pitfalls

• Emphasise the customer 
benefits

• Understand your customers’
capabilities...and be prepared
to help upgrade them

• Customer eProcurement
projects may need very
different responses

• Avoid channel conflict 

• Address security and legal
concerns

• Be sensitive to the internal
politics of your trading
partners

• Comply with accessibility
standards
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Most small companies that were
interviewed have close links with their
customers and many of the businesses
assumed they knew what the customers
would want from an eBusiness project.
However, those who took the trouble to
consult customers often found that their
original preconceptions as to what the
customers would like were well wide of
the mark.

Many customers were not looking for
new service elements such as web based
sales or order tracking but were seeking
increased reliability or improvements in
the efficiency of current processes.
Having spoken to their customers,
several companies refocused their
eBusiness projects on improving internal
processes. It is worthwhile considering
whether eBusiness provides the best
solution or whether more cost-effective
alternatives, based on process re-
engineering, are appropriate.

When one Irish engineering company
proposed web based sales to their key
customers, they discovered that the size
and complexity of the orders meant that
customers valued the opportunity to sit
down with their suppliers and discuss the
order. This gave the customers the

reassurance that the order specification
and delivery dates were fully understood.
They would not have been comfortable
placing complex orders over the web. 

Some companies are reluctant to
approach their customers formally about
their needs, feeling that this may appear
as an imposition on the customer’s
valuable time. However, the experience of
the case study companies suggests that if
you approach your trading partners about
your planned eBusiness implementation,
they will see you as pro-active and the
vast majority will be happy to get

Consult customers and 
suppliers early and often
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expense of undertaking market research
on a global market. It may be no
coincidence that many Irish retail
websites have yet to realise their
estimated sales levels, partly because
they over-estimated the willingness of
consumers to buy over the Internet. 

Consultation with suppliers is equally
important in any project looking at
developing e-capabilities in the incoming
supply chain. Obviously a large customer
can exert significant influence on small
suppliers to ensure cooperation.
However, smaller customers may have to
work at winning supplier cooperation in
much the same way as they work at
getting cooperation from customers. 

While many case study companies
emphasised the importance of
consultation, they also pointed out that it
does have pitfalls. 

Your regular contacts in the customer
may not actually know what their
company’s eBusiness needs and
capabilities will be in the future and may
give misleading advice. One Dublin
company was told by a major customer
that it was about to adopt a new
electronic purchasing systems that would

involved. Furthermore, they may also
identify additional system features that
could improve your project and they will
be more likely to be committed to the
new system when it is rolled out. 

As outlined in Chapter 2 (Develop a
Detailed Plan), Lotus Automation
designed a specific process to establish
the business requirements for its
eBusiness implementation. The company
was careful to balance its own internal
needs with those of its key customers. Its
Managing Director went as far as visiting
many of the company’s customers to find
out how they would like to do business
with the company and put together a
customer ‘wish list’ from their requests.

Retail companies, which deal with
consumers rather than business
customers, found it most difficult to
judge customers’ needs because of the

Consultation can have pitfalls
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link directly to suppliers’ computers. This
would have necessitated significant IT
investment by the Dublin supplier. That
was several years ago and the customer
is still saying that it will introduce the
new purchasing system “soon”. Had the
supplier believed the advice they might
have wasted a lot of time and effort.

Consulting only some of the interested
parties may give a misleading impression.
Many companies producing technical
products interact with a variety of
different players in order to achieve any
individual sale. Kingspan, an Irish building
products supplier, for example, interact
with building owners, investors,
architects, consulting engineers and
various building contractors.
Prior to their eBusiness
project they carried out
extensive market
research but
concentrated it on the
upper levels of the
customer hierarchy,
where the degree of
technological
sophistication is very
high. Influenced also by

the rapid spread of ‘dotcom fever’, they
provided an online ordering system to a
market that was undeveloped in IT terms.
The customers at the bottom of the
pyramid, at whom the system is aimed,
have moved dramatically more slowly in
IT terms than Kingspan had expected.

As illustrated in the learning story on the
next page, customers may welcome your
plans when the concept is first proposed
to them, but may not be quite so happy
when they see its practical realisation. 
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Learning Story

This is a true story, but the name and

product description have been concealed

to preserve the company’s anonymity.

One of Joe Bloggs Ltd key sales
techniques is the use of special display
units that are supplied to retail stores,
where they are prominently positioned
to exhibit the product. These units are
large, expensive, occupy valuable space
in stores but are still too small to
display Blogg’s full product range.

To overcome these problems, Bloggs
developed a ‘virtual showroom’ that
could electronically display the
company’s entire product range in each
retail outlet. It seemed like a win-win
deal. The retailers could save space and
Bloggs Ltd could display all its
products. But when the project team
visited retailers to demonstrate the
prototype virtual showroom, they had
an uneasy feeling that the retailers
were unhappy and might not accept the
new system. 

This was frustrating as Bloggs had
worked closely with the retailers
throughout the design, testing and
implementation stages. It had also been
careful to listen to its customers’ needs
and adapt the design to meet those
needs. Despite this, the customers were

still unhappy. Were they just too
conservative to change? Would the
project ever succeed?

Fortunately, the Bloggs’ team was
persistent and had a good relationship
with their customers. They decided to
find out why the retailers seemed
unhappy and found two explanations: 

• Customers were uncomfortable that
the prototype system displayed the
Joe Bloggs’ logo on the front screen.

• Customer staff were also afraid that
they would not be able to handle the
system. Not wanting to look foolish
they had kept quiet about these fears
but not about their resistance to the
new system.

On the suggestion of one of the
retailers, Bloggs customised the virtual
show room to display the logo of the
retail outlet. It also decided to provide
extensive training on operating the new
system. The virtual showrooms have
now achieved widespread acceptance. 

The moral of the story is:

• The task of consulting your customers
and working to ensure their
cooperation is a never-ending one. 

• You may have to dig deep to find the
real answers.

• Always consider whether customers
will need training and support to use
your new IT systems.
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When planning an eBusiness project you
may well be thinking about the benefits to
your company rather than to the customer. 

However, when undertaking consultation
with customers and suppliers it is
important to emphasise the benefits that
will be delivered to them. This is known
as the ‘What’s In It For Me?’ factor.
Changing their way of working in order
to facilitate your eBusiness project can
involve a lot of hassle for customers. If
they fail to grasp what they will get out of
the eBusiness project, or do not value the
stated project benefits, they are unlikely
to be supportive in providing information
or undertaking the training necessary to

develop
company/supplier
and company/
customer interfaces. 

One Dublin based
manufacturer had a
constant problem with

inaccurately specified requirements. Each
time this happened the batch had to be
scrapped as all products were custom
built. With a written order it was clear who
was at fault. However, when the order had
been placed by phone, some customers
would deny having made a mistake, thus
forcing the manufacturer to bear the cost
of a replacement batch. In conversations
with us the manufacturer had described
one of the anticipated benefits of his
proposed online ordering system as
“stopping customers lying to me”.
Obviously, they needed to find a more
convincing argument to use when seeking
customer buy-in.

It may even be necessary to modify your
plans to ensure that there is a clear
benefit for those from whom you are
seeking cooperation. One potential
customer benefit of an eBusiness system
that you might overlook is the ability to
offer additional reporting and analysis to
the customer. VLM, an Irish digital printer,
is one company that offers this extra
benefit to its customers. They print house
brochures for the branch offices of large
chains of estate agents. Customers are
given online access to VLM management
information detailing what was spent by
each branch and on which products. 

Emphasise the customer benefits
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Even if your project should, in theory,
offer significant benefits to your
customers, it may not work if they do not
have the IT capability to cope with it at
their end.

It can be easy to overestimate your
customers IT capabilities. Kingspan, the
Cavan based manufacturer of cladding
panels was concerned that it would be
technologically leapfrogged by its
competitors in the construction industry.
These fears proved ungrounded,
however. “We rushed in to try to keep out
the competition,” said Tom McGuinness,
Commercial Director of Kingspan, “and
when we got there, the competition
weren’t there. Neither were the
customers”. 

Quite a few companies found that they
had to help their customers or distributors
to upgrade their capability. We have
already mentioned how Joe Blogg’s found
it necessary to provide training in the use
of their virtual showroom to staff in their
customer’s shops. 

Having found that many customers were
not yet ready to use its new system,
Kingspan also decided to take a proactive

approach to the matter. The approach they
adopted to one category of customers,
namely structural steel contractors, was
to identify someone in the customer’s
company to liaise with a Kingspan
customer service person. This person
tended to be a computer aided designer
or an estimator/detailer, as they needed
to understand both IT and the
construction industry. Once selected, this
person was trained, by Kingspan, in the
use of the system, in technical knowledge
of the Kingspan product range, and how
to apply it to a building. They were also
assigned a customer service
representative to deal with any technical
or product related queries they might
have. As a result the online ordering
system has been rolled out to 45 of
Kingspan’s 47 structural steel customers
in Ireland. 

Understand your customers
capabilities...and be prepared to

help upgrade them.
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Many large companies already operate
eProcurement or electronic ordering
systems. Orders for parts needed to
replenish stock or to meet planned
production schedules are not placed by
phone call or fax, but are sent
electronically. They are generated, not by
a human supervisor, but by an electronic
control system that recognises that stocks
need to be topped up and alerts the
supplier accordingly. 

While many organisations’ computer
systems can detect the need to replenish
stocks of components or of goods for
resale, they cannot yet automatically
realise when a staff member needs a
new desk or a ticket to New York. Such
orders still have to be initiated by
humans and for this reason, are often
ordered manually, even in organisations
that order components electronically.
That is changing. In an increasing
number of large organisations, staff are
now obliged to initiate all purchase
orders by logging them on to the
computer system. The computer then
checks if the ordering department has
enough budget left, if the supplier is on
the list of approved suppliers etc before
issuing a purchase order. Inevitably,
more and more of the organisations that

Such efforts need to be tailored to the
customer’s level of capability. Kingspan
also supply roofing and cladding
contractors. They tend to be less
technically advanced than Kingspan’s
structural steel customers and it was felt
that a different approach might be
needed. The project team has identified
25 of the roofing and cladding contractors
to be part of a pilot project. Where
necessary, Kingspan will provide them
with the necessary hardware and
software in order to access the system.

Vitra Tiles of Arklow also discovered
customers who needed training and/or
who had a fear of IT. Their response
included customer training, offering
discounts for online ordering and using
sales staff to help promote the IT system
to customers with whom the staff
member had good relationships. Field
sales staff were trained to provide local
technical support to customers. Account
managers helped overcome language
problems encountered when training
foreign customers. A case study of this
company will be available shortly on the
Enterprise Ireland website.

VLM also gave training and MD, Declan
Malone gives a stern warning not to
underestimate the time needed to train
users of the system. 

Customer eProcurement projects may
need very different responses.
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work this way, are going to want to
automate the last step of the process and
to place all orders electronically. 

At present, electronic ordering is mainly
confined to transactions between large
commercial companies and their larger
suppliers. However, this is also set to
change. The trend will move down the
supply chain as those who deal
electronically with their customers will
increasingly want to order electronically
from their own suppliers. Government and
non-profit organisations such as hospitals,
which have huge purchasing budgets, are
also moving towards electronic ordering. 

For companies selling to such customers,
often the choice will lie between
developing the capability to accept
electronically transmitted orders or losing
their contracts. Naturally, suppliers want
to know what facilities they need to be
able to cope with such electronic ordering
systems. The answer is that the type of
facilities needed and the cost of
supplying them can vary dramatically,
depending on the customer’s
requirements.

Dublin based Lake Communications, for
example, faced stringent requirements
from British Telecom (BT), one of its
major customers. What BT wanted, and
has now got, was a system that works
as follows:

• When BT receives an order from one of
its numerous small business or home
office customers for a Lake product,
the BT sales person enters it onto a
computer. 

• The order then passes electronically to
Lake and from there, goes
automatically to Lake’s subcontract
manufacturer and delivery company. 

• This electronic message causes
production schedules and delivery
plans to be updated automatically in all
of these companies. 

• The product is built to order and
delivered direct to the end user,
without ever passing through a BT
warehouse or shop. 

• All of the parties involved can track the
progress of any of any of the multiple
individual orders placed each day. 

Solutions such as these not only require
sophisticated Internet related technology
to link the companies together, they also
require powerful and expensive internal
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IT capabilities to manage all aspects of
the business. 

Other
customers

may be far
less
demanding

in their
electronic

trading
requirements.

One large Irish
customer has

sophisticated computer-to-
computer links with its larger

suppliers. However, its smaller
suppliers only require Internet access so a
member of staff can view the order
online, print out the details and pass them
on to the warehouse. Thus, small
suppliers can trade electronically with this
customer even if their IT capabilities were
limited to a second-hand PC and a
telephone line. 

The natural assumption when you hear
that a key customer is moving towards
electronic purchasing is to start planning
an IT upgrade to accommodate this.
Unfortunately, this may not always be the
right answer. eProcurement systems do
not just save administration for the
purchaser; they also allow much better
management controls. These controls will
spell bad news for some suppliers. For

many years central purchasing
departments in large organisations have
tried to focus their buying power by
giving all their business to a relatively
small number of approved suppliers
from whom they try to negotiate ever
bigger discounts. They have been
frustrated by the tendency for various
parts of the organisation to ignore the
list of approved suppliers and to buy
instead from small local suppliers who
may offer a faster and more flexible
service than the distant large suppliers
approved by head office.

The new control facilities offered by
eProcurement systems allow central
purchasing departments to curb such
“maverick” purchasing. If you are an
unapproved supplier, developing the
capability of accepting electronic orders
from a customer who is pursuing an
eProcurement strategy may not be the
best idea. You may be better advised to
spend your time and money finding
alternative customers. One option may
be to supply your current customer
indirectly, by selling to one of their
approved suppliers. 

It is important to be able to meet, not
just the current requirements of your
customers, but also their likely future
requirements over the planned life of
your proposed new IT facilities. Hence,
determining the likely future needs of
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current and potential customers should
form part of the eBusiness strategy
formulation process. 

For some companies, meeting the
specified requirements of a small pool
of primary customers is a key, or indeed
the main factor, in determining the
eBusiness/IT strategy. If you are in this
situation, do not let the focus on
meeting the clients’ demands blind you
to the possibility that additional
capabilities may be worthwhile. You do
not need to limit your system solely to
the needs of the major customer. You
should also investigate what other
possibilities a new system could offer
other areas of your business such as
improved internal efficiencies.

Disintermediation was a key buzzword in
the early years of eBusiness. Essentially,
it means cutting out the middleman and
selling directly to customers. While this
feature of eBusiness was initially hailed
as a great advantage, in reality it does
not always work in a company’s favour.
Retailers and resellers often have
personal relationships with customers,
who are more likely to buy from them
than directly from the manufacturer.
Freight costs for individual orders can be
expensive. Furthermore, for some
products, distributors provide services
that cannot really be handled over the
Internet, such as accepting trade-ins,
demonstrating the product, installing or
servicing it etc. 

Most of the projects we have seen, far
from cutting out the middleman, actually
made life easier for those in the
distribution channel. Nonetheless, many
retailers, resellers, dealers and
distributors are very concerned that
suppliers may try to bypass them and
sell directly to the customer. When they
hear their suppliers talking about
websites they start to wonder if they
represent the thin end of the wedge on
the road to eventual direct sales. A
number of the case study companies put

Avoid channel conflict
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Case Study -
Dubarry

Michael Walsh, Marketing Director,
Dubarry, explains that his company was
anxious to avoid any channel conflict,
particularly as its distributors were
concerned that the company would sell
across their territories. In order to
dissipate the resistance from the
distributors, Dubarry decided not to sell
into markets already covered by its
distributors. Customers could only buy
online from Dubarry if there was no
local distributor or if the local distributor
did not carry the style in question. In
theory this was the right way to go but
the question remained how would it be
implemented in practice?

Dubarry and Aró, its Galway-based web
development company, realised from
the outset that Dubarry needed a ‘smart’
web-based product. They needed it to
behave differently depending on who
was using it. They recognised that the

nature of Dubarry’s channel
relationships was complex with the
company making different footwear
products and ranges available in

different territories. 

The web site which was
eventually created is organised

primarily according to geographic

some considerable thought into how to
avoid this sort of troublesome channel
conflict when they were implementing
their eBusiness projects. We hear on the
grapevine that at least one Irish company
did not think enough about it and had to
take urgent action to head off a potential
major dispute with their distributors. 

Franz Caffrey, owner of Franz Design,
says his company’s relationship with his
retailers has been his bread and butter. It
was vital therefore that the web initiative
would not compete in any way with the
existing retail network. The company
went to great lengths to explain the non-
competitive nature of the venture to all of
their stockists. Franz personally visited
each retail customer and explained that
retailers were given their own area on
the site to enable
domestic Irish shoppers
to locate their nearest
outlet. Retail prices
also remained more
competitive, as Franz
explains, “If
someone orders
online from within
Ireland, they will
pay more after the
cost of postage
and packaging than
if they bought
locally.”
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region. The first thing a visitor has to do
is to identify where they’re from.

“A lot of people advised us against that
and said you should let people in gently
and ask questions later. But we couldn’t
fulfil that commitment to our distributors
not to sell across their territories if we
didn’t ask people up front where they
were from. Having said that there’s
nothing to stop you not telling us where
you’re from but you still can’t buy from 
a country which already has
representation,” explains Walsh.

This policy means that the commercial
expectations of sales to end-users is
realistically low. “We don’t believe for
a moment that we’re going to sell tens
of thousands of shoes through this. A
lot of it is referral – it’s to refer genuine
enquiries to our existing network. It
would be very easy to start trying to
sell worldwide but our distributors are
the people who support us 365 days a
year, and if we become opportunistic in
terms of wanting to make a killing with
double margins on a thousand pair of
shoes, we won’t have people
supporting us.”

While the company has committed to
not selling into markets where an
existing distributor is in place it is
planning to offer specific items, which
local distributors aren’t supplying. 
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“If a distributor decides not to stock a
product from the collection, we’re not
going to deprive someone in Australia,
for example, from buying it. This serves
two purposes, it motivates the
distributor to provide full representation
of the range and equally it allows him to
go to retailers and let them know that
they won’t be listed on the web site as a
stockist of a particular item. If the
retailer doesn’t stock a product it isn’t
listed as a supplier of that product. This
hasn’t happened yet but it’s the next
step. That’s important to us because it
gives us control. It means we know
what is happening in distribution.
There’s a comfort factor initially for
distributors because we’re not cutting
across their territory but we will if they
don’t perform.”

Address security 
and legal concerns

Building and maintaining trust and
credibility with your customers and
business partners is critical. As you allow
trading partners and IT contractors
access to your system and you have
access to theirs, security becomes a
critical issue. Many people underestimate
its importance until they are struck by a
virus or until confidential information
ends up in the wrong hands. It is
important not only to be secure but also
to be seen to be secure.
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If you plan on doing business
internationally, you must understand
that the law protecting customer
information differs between countries.
You must find out what laws are
relevant to you and ensure that your
company complies. The box below sets
out commonly accepted privacy
principles and will aid you towards
compliance with the different
regulations at the local, national and
international level.

Arising from a European Directive, new
consumer protection legislation will be
enacted shortly, which could have

significant impact on some websites. The
details were not available at the time of
going to press. However, the “Useful
Links” section of the CD can direct you to
sites with the latest information.

Planning Security with your Partners 

• If your trading partners entrust their
sensitive information to your care, you
need to demonstrate that you can
retain confidentiality.

• If your trading partners depend on your
availability around the clock, availability
should be an important security
concern. For example, if a virus brings
down your network for an extended
period, what would the impact be?

• Customer and supplier reliance on the
accuracy of your data obliges you to
have good integrity controls on that
data. Would you know if there was an
unauthorised access attempt?

• For those operating in a market that is
sensitive to negative rumour, how a
business reacts to a compromise of
security can have a significant impact
on mitigating negativity. By quickly
implementing a good business
continuity management system, vital
confidence can be maintained. 

Common Privacy Principles

Notice: Customers must be informed
how an organisation intends to use
their personal information
Consent: Customers should be given
an option how any personal
information will be used
Access: Customers should be allowed
to correct personal information
Security: Organisations should have
the policies, procedures, and
technologies to protect information
from improper disclosure, theft or
corruption
Accountability: Organisations
should have privacy 
enforcement mechanisms
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We often tend to think of each customer
company as one homogeneous mass. In
reality, there can be many different
factions within a customer who may have
very different views on your eBusiness
plans. You need to be aware of this
diversity of views and of any other
internal customer issues that could
impact on your project. 

For example, one case study company
was engaged in streamlining the delivery
process to a major customer. The
customer’s management were delighted
with the project, as it seemed likely to
yield cost savings by significantly
reducing the administrative workload on
their Purchasing and Logistics
Department. The staff in the customer’s
Purchasing Department were not quite so
pleased as they feared it might make
their jobs redundant. However, these
were the very people whose full
cooperation was needed during the
implementation phase. You can imagine
the difficulties caused by such a situation. 
In another example, Basta Parsons, the
Sligo based manufacturer of ironmongery
encountered an unexpected objection to its
proposed online ordering system. Basta

Be sensitive to the internal politics 
of your trading partners

Comply with 
accessibility standards

Parsons found that its customers were
afraid that productivity would decrease if
Internet facilities were available to staff in
the retail stores. “One of our main
customers wanted to avoid any access to
the Internet for their buyers,” explained
Peter Norton, Marketing Manager at Basta
Parsons. “They feared that their staff might
waste time surfing sites they had no
business surfing during working hours.”

To allay those fears, Basta Parsons is in
negotiation with the supplier to provide an
automated facility in which the retailer’s
computer, rather than its staff, interact with
Basta’s IT system. This process would avoid
staff having to manually input orders and
thus block access to the myriad temptations
of the Internet.

It is possible to design websites to make
them more accessible for people with
disabilities to use. Standards exist and in
some cases these are legally binding. We
recommend that you work with your
consultants to comply with these standards.

Available on the attached CD

Case Studies-

• Basta Parsons • Kingspan •   VLM
• Dubarry • Lake Communications
• Franz Design • Lotus Automation
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Introduction

No matter how brilliant your eBusiness
project idea is, it’s going to be
extremely difficult to go ahead with it if
your staff are not on board. Any
successful eBusiness implementation
needs the suggestions and support of
all employees right from the beginning.
All the staff who will have to use the
new system must be adequately
trained and staff involved heavily in the
project must be given sufficient time off
the “day job”. In this chapter, we’ll show
you the best ways of involving your
staff and how to proceed if they are
reluctant to contribute or resistant to
change. We’ll also find out how you can
have a more motivated and more
productive workforce. 

The Quick Guide

• Involve staff from the outset 

• Ensure involvement from all
departments, not just IT

• Training is crucial

• Address staff fears

• Avoid overworking staff

• Manage staff expectations

• Allow for staff turnover

• Consider how you will redeploy
freed up staff

• Consider eWork as a positive
option
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When you plan to implement an
eBusiness project, it is vital to gain the
involvement and input of staff in all
areas of the company from the outset.
Not only will this ensure a smooth
implementation with less resistance
throughout the company but the value of
the project will be greatly increased if it
incorporates suggestions from the shop
floor right through to the sales force. The
people who do specific jobs often know
best how those jobs can be carried out
more efficiently. 

Case Study -
Kenny’s Book Export Company

Kenny’s in Galway hired
independent consultants to add
focus to its eBusiness project
and to provide a very

structured process for requirements
identification. The consultants involved
many staff around the company and
ensured that the project wasn’t simply an
exercise in making management
decisions and communicating them as
faits accomplis. This style of process
management made staff focus their
thinking and identify fundamental
requirements and issues through detailed
analysis of the current manual process. 

Involve staff from the outset
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Kenny’s Learning:

Bring staff on-board early - a process
that is purely management driven is
doomed to failure. While the
management team thinks it
understands the requirements, it
probably doesn’t. Most managers do
not physically do the jobs of other
employees and therefore it’s usually
unrealistic to expect the management
team to know exactly what is involved
in the day-to-day tasks of the staff. The
process of managers working with staff
from the outset also helps to alleviate
any resistance employees may have to
changes implicit with the
implementation of a new system.

Generally speaking, external consultants
brought into a company to formulate an
eBusiness strategy begin the process by
holding a training session in which they
teach management and selected staff
about eBusiness. This session is
followed by a facilitating workshop.
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Ensure involvement from all
departments, not just IT

there was a major product line
installation ongoing at the time we tried
to run the project out of the admin office,
in the mistaken view that it would be
easier to implement that way and then
roll out to the business. I put my hands
up. I think that was a mistake.”

If the project team had been broadened to
include representatives from
manufacturing, it would have been possible
to capture some of the business process
improvements in the production and
distribution functions at an earlier stage. It
would also have enabled Terry to secure
buy-in from the wider business to the
project and its aims. A broader and better-
resourced project team would also have
secured a quicker implementation. A large
project team may cost more in the short
run but may save money in the long run if
the project is concluded sooner. A project
manager needs to be explicitly aware of
this trade-off between cost and time.

There is a risk that “people” issues arising
from eBusiness driven changes could fall
between two stools. Line managers may
assume that the eBusiness project team will
handle any such problems, as they relate to
the eBusiness project. On the other hand,
the project team might well feel that
personnel issues are the responsibility of
the line manager to which the particular
staff members report. Decide beforehand
how such issues should be handled and
communicate this to all concerned.

Don’t let the IT department run the
project and then drop it on the company.
As the implementation is going to affect
the whole organisation, everyone should
be aware of the objectives, the timescales
and the key milestones. This is vital
because input is usually required from
various company departments for project
management, system definition, system
testing, training, etc. 

Terry Carr, the Finance Director at C&D
Foods, admits that omitting to bring the
whole company on board from the
beginning was the single biggest mistake
made by his company. He said, “Because
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During this, the consultants set the
agenda and ask probing questions in an
effort to get the staff of the company to
identify the issues and problems specific
to that company which could be solved
or improved by the introduction of an
eBusiness project. 

The consultants then merge their
knowledge of IT and their experience
working on similar projects in other
companies with the contributions of the
staff in the facilitating workshop. All of
this information will then be used to help
and advise the company in every stage of
its eBusiness implementation.
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Do make sure the entire company is
aware of the timescale and
objectives of the project. 

Do resource the project team
properly. 

Do establish a broad-based project
team.

Don’t give sole ownership of the
project to your IT department.

Don’t pretend to consult your staff if
you’ve already decided what your
plan is.

Do’s and Don’ts of Staff Involvement

✓

✓

✓

✗

✗

Training is crucial

of employee training is necessary. Training
is also important because uninformed
staff working on new systems can
accidentally destroy information or
expose confidential data. As Jim Neary of
Tecpro put it, letting untrained users loose
on a computer system is “like letting a
monkey loose with a machine gun”.
Another problem with inadequate training
is that staff may fail to embrace the new
system, making it ineffective. 

Training must be given the necessary
priority and it must be conducted
properly. One of the major lessons
learned by Lotus Automation was that it
didn’t get the structure right for training
its staff, who were out on customer sites.
The company now believes that it should
have got everyone together inhouse for a
dedicated training session on the new
systems and processes. 

One consultant told us that when
companies tried to save money by
skimping on training, the extra cost, even
just in terms of additional technical
support from his company, often far
exceeded the “savings” on training. 

Ideally, you should make sure that staff
are given adequate time to learn the new
system before you start to look for
measurable efficiencies. Implement a
thorough training programme to ensure
that all employees are comfortable with
the new system, understand it and accept
it. You could even follow the example of

When the new system is ready for
implementation, all staff who will be
using it will require training. It is vital that
this training is conducted prior to rollout
so that the staff is up to speed on the new
systems and so that any glitches can be
ironed out. This can be a heavy burden
for a small company focused on day-to-
day issues and therefore careful planning
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one case study company, which offered
to pay the course fees for any staff
member who did an ECDL course
(European Computer Driving Licence - a
general computer users course) outside
of work hours.

User training is not the only type of
training you need to consider. Before
your company even gets to the
planning stage of its eBusiness
project, it is also crucial that
managers and the core members of
the Project team receive training in
the basics of IT and eBusiness, and
in project management. Skills and
knowledge acquired at this stage can
save considerable amounts of time
and money during the planning and
implementation stages of the project.

Furthermore, you also need to
examine whether those staff that
might find their roles reduced or
eliminated by the eventual eBusiness
implementation should be upskilled so
they can take an active role in the new
company processes. For example, a
member of staff could be trained as a
webmaster or as an IT support technician.

It is also necessary to consider which
members of staff are loyal and likely to
remain at the company for the
foreseeable future. Measuresoft, for
example, found that its implementation

When an IT/eBusiness project is first
announced, some staff may react positively,
thinking “it is about time those skinflints in
management invested in a decent IT
system”. Other staff, however, may have a
more negative attitude. Employees often
fear that eBusiness and associated changes
in ways of working will be bad for them
personally. Common fears are that their

was held back by the need to bring a new
member of staff up to speed. Fergal
Cassidy of Measuresoft made the point
that next time he would go out of his way
to redeploy an existing team member
who has proven skills and is likely to stay
with the company beyond the short term.

Address staff fears
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role will become redundant, that they will
have to do lots of boring extra data
inputting, that processes will become
much more cumbersome and inflexible,
or that management will be able to keep a
much closer eye on what they are doing.

The first step is to try and identify these
fears. Consider asking people how they
feel about the plans. Then make a serious
effort to address their concerns. 

In some cases, the project can be
redesigned to take account of these fears.
One Dublin manufacturer anticipated
resistance to the introduction, for the first
time, of computers on the shop floor.
They decided to announce the shop floor
module of the project up front but to
leave implementing it until the end of the
overall project. Management believed
that the passage of time would help staff
get used to new ideas. Furthermore, the

shop floor workers often complained
about the problems imposed on them by
errors and last minute changes made by
“office staff”. Management was confident
that the eBusiness project would
significantly redress these problems. They
believed that as these benefits became
apparent to shop floor workers, it would
be easier to “sell” eBusiness to them.

Where fears are unfounded, the sooner
they are scotched the better. This is
where good communications comes into
play. This can take a variety of formats
such as briefing sessions, memos on
notice boards or informal briefing of
work teams by their supervisors. It is
vital to fully brief supervisors and
managers so they are not giving out
contradictory messages.

When communicating, it is important to
be careful about how things are phrased.
If the project does not have negative
implications for staff, be sure to avoid
describing it in a way that might create
unnecessary fears. Remember that
different groups may have widely differing
perceptions of the same terms or events.
For instance, to management, “cost
savings” are a highly desirable objective
of an eBusiness project that will help
ensure the company’s survival. To staff,
“cost savings” may well be a phrase with
negative connotations. It could smack of
failing to buy much needed equipment or
of letting go temporary staff and dumping
their work on everyone else. 
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Questions to ask in addressing staff fears

Are my staff fully aware of the
objectives of the plan?

Have I identified the concerns that
staff may have?

Have I addressed these concerns?

Have I clearly communicated the
benefits to my staff?

Do my staff understand of the
importance of the project?

Are my staff aware of the Key
Deliverables?

Have we agreed on the
commitment required?

Q

Q

Q

Q

Q

Q

Q
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One key fear that staff may have is that
they will look foolish because they will
be unable to cope with the computers.
This is particularly prevalent amongst
older or less well-educated staff who
may be afraid of being shown up by
junior but more computer literate
colleagues or even subordinates. 

Training can help overcome this. One
mid-sized Dublin company ran a short
basic general computer training course
for non-computer literate staff. This was
followed by a ceremony where a VIP
presented completion certificates to all
attendees. They did this at the start of a
major computerisation project, long
before the system was built and before
the staff would actually have to operate it.
Later on, when the new system was
nearing completion, the same staff
received detailed training relevant to the
specific systems they had to operate. 

At least some companies have
rearranged workloads and
responsibilities so that as much as
possible of the computerised tasks will
be handled by the staff who are most
open to using computers.

Some companies have managed to enrich
their staff members’ jobs as a result of
the project. The Lake Communications
project which we described earlier
introduced an automated end-to-end

system, which dramatically reduced the
number of manual repetitive operations
carried out between the company and its
partners. Lake says this has improved
human resource efficiencies and resulted
in cost savings as its staff now enjoys a
more productive workday. This has the
knock-on effect of boosting staff morale
as they can now concentrate their efforts
on more rewarding tasks. If the same is
likely to happen in your company, do
make sure to put this point across to staff,
obviously without overstating it.
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Avoid overworking staff

Planning and implementing an IT or
eBusiness project demands a lot of time
from IT and non-IT staff alike.

It may be necessary to hire extra staff,
possibly temps. Ken Doyle of the Anthony
Nicholas Group* was quite clear that any
such new staff should not be assigned to
the eBusiness project, but should provide
back-up support for the day job (backfill)
so as to free up the experienced staff
member for the IT project.

Even with backfilling and sound
planning, the extra workload during
implementation can put staff under
serious stress. Key staff can end up
going home late or working weekends
for month after endless month. Consider
how to reward and recognise them. One
company did this, while also addressing
the staff retention issue, by promising a
bonus to those most heavily involved in
the project. However, this bonus was
only payable if they stayed with the
company until after the project was
completed. The same company also had
parties to mark key milestones and had
special tee-shirts printed for key project
team members. These measures may
sound over the top but they worked.
Employees we met were noticeably
proud to be involved in the project.

Manage staff expectations

Effective change management techniques
should be used to ensure that employees’
expectations of the new system are
realistic. Clearly communicate what the
new system will and won’t do. Often
people assume that new IT systems will
remove all their issues at work.

Remember also to choose a quiet time to
implement the new system. Most
companies reported a dip in productivity
as staff got to grips with the new
systems. This is unavoidable but with
hindsight, companies recommended not
switching on a new system at a critical

*Anthony Nicholas Group case study is not on the CD but
will be available shortly on the Enterprise Ireland website.
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point in the year, e.g. financial year-end,
but during a quiet period where feasible.
Similarly, the most intensive periods of
the project should not coincide with busy
periods for the company.

Sometimes people need an incentive to
make the change from the old working
methods to newer ones. Such an
incentive can be either a carrot or a stick.
Fergal Cassidy, Managing Director of
Measuresoft, suggests promising all staff
a reward upon the successful
implementation and adaptation of an
eBusiness project. 

Another company used the “stick”
approach. A project was undertaken to
move from using paper designs to
computer-aided design (CAD). As an
incentive to get people to use CAD, the
manager moved the filing cabinets
containing the paper designs to a distant
part of the office!

Several companies reported that staff
were reluctant to move from their old
systems to new methods. They also
mentioned, however, that once the new
systems were in place and the initial
inertia had been overcome, people began
to develop new ways of thinking which
generated new ideas aimed at increasing
company efficiency.

Even a company in the best of health has
to endure a certain level of staff turnover.
Employees can leave the company for all
sorts of reasons and don’t always do so
at a time that might suit you. This is why
it is vital to retain ownership of the
project and the associated documentation
at the strategic level. 

This was a key consideration for Lotus
Automation because of the staff changes
it experienced over the length of its
eBusiness implementation. Although
there was some turnover in the internal
project team as people left the company,
the structured approach taken by Lotus
enabled the project leadership to change

Allow for staff turnover
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the project will have on their roles and
job security. It is vital that you can
answer such queries. If you do not have
clear and credible answers, staff will
naturally suspect the worst. You can
scarcely expect staff to cooperate
enthusiastically with the project they
believe might make them redundant. If
valuable staff mistakenly believe their
current job is insecure, they could accept
job offers from other companies.

A number of firms found they were able
to reduce headcount slightly as a result
of substantially improved efficiency. If
you do anticipate a reduction in
headcount, the sooner you take this into
consideration in HR decisions the better.
In the period leading up to the project
going live, staff who leave may be

When planning an eBusiness project, it is
important to remember that staff resources
may be freed up by the eventual
implementation of the project. You need to
be clear about your plans for the staff whose
work will, in future, be done by computer.
This is important for decisions about staff
deployment, recruitment and training. 

More importantly, staff will have
legitimate questions about the impact

Consider how you will redeploy
freed up staff

hands and allowed the project to
maintain momentum despite the changes
of personnel.

eBusiness experience makes staff very
employable. The loss of key staff, such as
project manager or inhouse IT manager,
can have a critical effect upon the project
time scale. Expect a pause while the
replacement employee gets to grips with
the project. Kingspan suffered the loss of
key members of staff from the IT
department during the rollout of its
eBusiness project. The company found
that the high demand for IT people
rendered it extremely difficult to attract
them to the company’s rural base in
Kingscourt, Co. Cavan. Some forethought
should be given into contingency
planning for staff leaving. How would
your business handle this issue?
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replaced by temporary staff or by
redeployment from the areas which are
about to require lower staff numbers. 

Other companies, although they did not
reduce headcount, say their existing
staff now get more done as a result of
their eBusiness implementations. Sales
staff relieved of the burden of form
filling and chasing information about
order status can spend more time
actually selling. Likewise, purchasing
staff can be freed up to seek out better
suppliers, negotiate improved discounts
or resolve long standing niggling
component quality issues.

Connaught Electronics Ltd (CEL), as part
of its eBusiness project, implemented a
state of the art bar-coding and
traceability system. Once the bar coding
system is fully activated, the number of
person hours required to manually
progress raw materials and products
through production, will be greatly
reduced. This decrease in workload has a
twofold benefit for CEL:

• this allows them to continue growing
without a proportionate increase in
overheads.

• it allows staff to engage in more value -
added activities within the operation.

eWorking is a way of using new
technologies to enable work to be carried
out independent of location, with modern
communications and information
technologies. eWork is not a job but a
method of working. Teleworking is an
older term, which usually referred to
working from home. With today’s
technology eWorkers can be anywhere
you want them to be - on the road, at a
customer premises, or at home. 

eWorkers can even be in a different
country. One company, for example, uses
proof readers in India so that work
continues while its employees in Ireland
are asleep. This contributes to increased
productivity and reducing the cycle times
for clients, as article preparation can be
undertaken around the clock, due to the
time zone differences. 

Consider eWork as 
a positive option
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Most eWorkers work
from their homes in
Ireland. For example, a

member of staff at Dublin based
Reprographic Systems requested that he
be able to eWork for the company, as he
wanted to relocate to Wexford. The
company was eager to retain him, as he
was an experienced graphics operator
and a key member of staff who had been
with Reprographic Systems for five years. 

Until that point, it would not have been
possible due to the technical constraints
of the systems being used in the
company’s studio. An operator could only

get access to the software through
the office network. The
introduction of new technology by
Barco Graphics (the design
package being used by the
organisation) meant that this
could become a reality and the
operator started working from
Wexford. The system also
facilitated the location of staff
in key customer premises.

Frank Greene, Technical
Manager said that

Jobs that are suitable for eWorking

tend to have:

• a high degree of information
processing

• clearly defined or individual work 
• clear objectives and measurable

outputs
• minimal requirements for supervision.

For example, professionals, business
managers, IT specialists, clerical support
workers, customer service agents and
sales workers all have jobs that can be
eWorked. In general, eWorkers should
spend at least one day a week in the
office, and in fact the most popular
arrangement is one or two
days per week out of the
office. Full time homeworking
is unusual.

The most common benefits 
of eWork are improved
productivity, reduced costs,
improved customer service,
better use of facilities and
savings on infrastructural costs,
improved staff retention and more
successful recruitment of workers,
and improved change
management.
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“Knowing your
people” was one
of the vital lessons
learned by
Reprographic
Systems from the
introduction of
eWorking. It was
important that the
team in the Dublin
office had 100%
trust in the
operator working
in Wexford. 

“You need to think
differently about
the type of person
that is - and you
must understand
their strengths and
weaknesses,” said
Greene.

Questions to ask yourself about the

eWorking option

Are there jobs in my company that
would be suitable for eWorking?

Could my managers and staff cope
with the challenges of eWorking?

Do any of my staff already work
from home or offsite occasionally?

How effective has this proven for
my company?

Are my IT staff willing to set up and
support eWorkers?

Q

Q

Q

Q

Q

Available on the attached CD

Case Studies C&D Foods
Connaught Electronics
Lake Communications
Lotus Automation
Kenny’s Book Export Company
Kingspan
Measuresoft
Reprographic Systems

How To Guide eWork
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Introduction

Virtually all the companies in the research
found the implementation phase highly
demanding. Almost invariably key staff
faced significant extra workloads over a
prolonged period. Most companies faced
unanticipated problems. For the unlucky
or less organised companies, these
problems were serious and in some
cases led to projects being scaled back or
even abandoned. However, there were
also huge benefits derived at the
implementation stage when companies
really got to grips with how certain
business processes were actually
performed. Many found new insights and
added value; not just to the eBusiness
Project but to the business itself.

A key lesson is the need to stay on top
of your plan: map out milestones and
review progress.

Before you embark on the
implementation of your
eBusiness project, we would
strongly recommend that you read not
only this section but the full detailed
case studies in the Reference Guide at
the end of the section. These are easily
found on the CD Rom. In the
meantime, if time is of the essence,
here’s the Quick Guide with all the key
learning points...

The Quick Guide

• Set out key milestones and
regularly review progress
against them

• Be prepared to change your
business processes

• It takes time to review the
hardware & software options

• Manage access to the systems
carefully

• Be flexible in your approach

• Test, test, test

• Involve and train your staff
throughout the process

• Work hard at communicating
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Once you have devised your overall plan,
setting Key Milestones for the
implementation of the plan is essential.
These should be defined clearly, be realistic
and have a deadline for implementation. 

It’s essential to stay on top of your plan
and this will require an ongoing review
process. It’s vital that this is done on a
regular, formal basis. Have a meeting at
periodic intervals, possibly fortnightly, at
which all key players (internal staff and IT
Consultants) and senior management are
present. Review progress against the plan.
Agree what additional tasks have to be
completed before the next meeting. For
each task, set a completion date and assign
one person to be responsible for making
sure it happens. Write this information
down, circulate it to all concerned and then
review it at the next meeting.

However, informal reviews will also arise
as the implementation progresses. Part of
the review process will analyse key issues
that need to be addressed. By formalising
the process, these issues should be
identified at an early stage.

For example, Basta Parsons uncovered a
major problem during a review in the
course of its eBusiness implementation.

The company had not yet completed the
standardisation of their internal product
coding or completed the revision of
their product file. “Although we were
committed to completing the site, much
of the information we needed to collate
required input from several people
across our organisation,” warned Peter
Norton, Marketing Manager. “As these
staff members were not dedicated
resources, they had other priorities. As
they were sparing only a couple of
hours whenever they could, we incurred
delays in getting product information”.
As a result, the project rollout was
delayed by five months.

Sometimes an issue which appears minor
can delay key milestones in your project 
if it is not dealt with. One example of this
is the
registering of
a domain
name for
Porterhouse.

Set out key milestones and regularly
review progress against them
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Porterhouse, the Irish weaving company
initially registered four domain names. The
company had already registered
Porterhouse.ie but decided not to use this
for the website. The brand “Weave of the
Irish” had already been promoted in the
US and was well established there so after
much discussion it was decided to use this
one for the URL (Uniform Resource
Locator) or address of the website.

This domain name had initially been
registered with a UK company called
Active ISP and it was necessary to have it
‘pointed’ to the ISP (Internet Service
Provider) in Newry, a task that seemed
easy but which ended up taking a lot of
time and causing delays. The email
facility was also affected during this time.

By regularly reviewing progress, you
can identify these kinds of stumbling
blocks and deal with them before they
deal with you!

working might not have been feasible
without computerisation. For example,
Lake Communications moved from
producing relatively large batches for
stock to producing to order and shipping
large numbers of individual products
direct to numerous end users. This meant
a huge increase in the number of
individual orders to be processed and a
reduction in the lead-time for handling
them. It would have been a nightmare to
try and manage this using semi-manual
order entry and scheduling. Hence, the
eBusiness project was a prerequisite for
the new streamlined delivery process.

Sigma Wireless also ensured they
transformed their internal processes and
“got their house in order” prior to
developing the new technology
infrastructure. It’s a clear example of how
the delivery of an eBusiness project
extends well beyond changing technology
and should be part of a broader
fundamental business transformation.

You can often achieve reasonable benefits
by taking your existing way of working
and computerising it. However, those
companies which achieved the greatest
benefits tended to be those who
simultaneously improved the way they
worked and computerised that new way
of working. Often, the new way of
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Be prepared to change your 
physical processes
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An eBusiness/IT project forces you to
describe your current processes in great
detail to the IT people. As you do so, it
may become increasingly clear that, over
time, you have built up a way of working
that is sub-optimal. If you automate the
current sub-optimal approach you are, to
an extent, locking yourself into it. You
therefore need to think about whether to
improve processes as part of the overall
project. Obviously this is likely to add to
the project’s workload and lead-time.

Business Process Improvements

The Japanese automotive industry gives
a clear example of how business process
improvements can give long lasting
competitive advantage. The Japanese had
no indigenous raw materials, a relatively
high cost base, brand names that
Westerners had never heard of, no
technological advantage, and to crown it
all were on the far side of the world.
Japanese goods were generally
considered to be cheap, cheerful and
shoddy. Yet, throughout the 80’s,
Japanese cars and trucks made serious
inroads into western markets. 

The Japanese success was founded on
the superiority of their business
processes. The Japanese openly
explained topics such as “Just in Time”
and “Lean Manufacturing” to countless
visiting western delegations. Despite this
when the European and American
carmakers attempted to apply the same
systems and procedures, they found that
you couldn’t transform business
processes overnight. In fact, it took years.
In the meantime of course, the Japanese
continued to relentlessly improve their
own processes. 

Small Irish companies may face a similar
threat. If you delay taking action until your
competition has already started to reap
substantial benefits from long term
improvements to their physical or electronic
business processes, it may be too late. 

Unforeseen benefits

Basta Parsons, a manufacturer of
ironmongery, encountered delays
because they had to get their product file
in order. Peter Norton, the Marketing
Manager, felt that even though this was a
nuisance at the time, sorting out the
product file was worth doing, even if they
never implemented an eBusiness project.
Hence the project forced them to do a
valuable “house-keeping” job.
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Many Irish Small to Medium Sized
Enterprises (SMEs) have successfully
adopted some of the Japanese ideas. Some
of them did so with the help of Enterprise
Ireland’s World Class Business (previously
World Class Manufacturing) programme.
You can read about their experiences, and
about the Japanese techniques, in “An
Introduction to World Class Manufacturing”,
R Keegan, Oak Tree Press

Business process improvements are not
just applicable to the manufacturing shop
floor. At one time, financial institutions
could take a month or more to approve a
loan. Now a loan can be approved during
the course of a single phone call. This has
been achieved by radical process
redesign combined with associated IT
improvements. Hammer and Champy’s
“Reengineering the Corporation” offers
advice on how other companies can
achieve similar radical improvements.

Process Improvement Guidelines

If you are too busy to read books about
improving business processes, here are
some some basic guidelines.

• Business Process improvement work
should be a permanent undertaking.
Set up mechanisms to encourage
people to continuously address it.

• Consider also having an intensive
programme, lasting for say 6 - 24
months. 

• Consider taking on outside help, at
least to kick-start the process.

• Create a culture which encourages
continuous improvement 

• Gather facts before making decisions.
Various tools can facilitate this, such
as benchmarking, process flow
diagrams, logging the causes of
defects etc.

• Train staff in data gathering
techniques and team-based
structured approaches 

• Emphasise cross-functional projects.
They are often far more effective than
those involving only one Department. 

• Consider IT/eBusiness projects in
tandem with physical process
improvements. Make sure your
process improvement people know
enough about IT to understand where
it can facilitate process improvements
and vice versa. 
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Choosing the right software will take time
and effort, probably more than you
bargain for! However, the choices made
at this point will often be fundamental to
the success of the entire programme. It
will also have an impact on the actual
spend incurred on the project (which can
be hard to identify at the outset).

Lotus Automation ended up having seven
mini-projects after researching the right
solution for each element of the
implementation. In the end, the costs
broke down as follows:

• Hardware 30%-40%

• Software & Project Management 60%-70%

Here we outline what these projects were,
with a detailed look at the initial one -
choosing the new server and LAN. If you
refer to the full case study on the CD,
you’ll find a detailed outline of each of
the 7 elements, with costs. It makes very
interesting reading.

It takes time to review the
hardware & software options

Case Study - 
Lotus Automation

In order to find the best possible
solution for each of the required
components, Lotus conducted an
exploratory exercise to compare
different options. The choices they had
to consider were buying an off-the-
shelf package or developing a solution
internally. If a package was decided to
be the way forward, then they had to
decide which represented the best fit
and value. These choices had to be
made against a background of finite IT
resources and budget. It was a real
challenge to the management team to
make the best decision in each case.

To all intents and purposes, each
component of infrastructure
represented a mini-project in itself,
both in the decision-making and
implementation. These components/
projects were as follows:

• New server & LAN
• Human Resources
• Payroll
• Document Control and Quality

Standards
• Remote access to the Lotus network
• Web-Based Timesheets
• File Transfer Protocol (FTP)
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New Server & LAN

The basic problem was one of
instability. The average uptime for the
Local Area Network (LAN) was only
75%. The reasons were as follows:

• Network wiring and hardware very
poor quality

• No UPS protection, frequent crashes
due to power failures

• Too many users

• One server doing all the work

• No standard PC and laptop build
hence more maintenance issues

• No patch panels

• No documentation wiring diagrams etc

• No web capabilities

Additionally, there was a problem with a
lack of redundancy on the existing server:

• No redundant hard drives

• No proper back-up solution

• No redundant power supplies

• All data located on one server

The solution was a complete
replacement of the LAN. The method
chosen was as follows:

• Implementation of patch panels

• Replacement of network hardware,
hubs, wiring, sockets and patch leads

• Complete UPS protection for LAN
equipment

• Proper network documentation and
drawings

• Replacement of server with new
server with complete redundancy

• Implementation of second LAN
server for HR, Accounts, Payroll and
Backups

• Implementation of proper backup
solution

• Upgrading of network to Windows
2000

The server was upgraded to Small
Business Server 2000, which offered
the following benefits:

• Completely based on Windows 2000
Server

• Web based operating system

• Increased security with ISA 2000
(Internet Security Acceleration &
Server)

• Virtual Private Networking included

• More secure remote access

• Web-based E-Mail access

• Ready for leased line

• Windows 2000 increased uptime

• Quicker recovery from disaster
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The cost of the solution broke down roughly as follows:

• Dell Poweredge 2400 PDC €6,600

• Dell Precision 410 SAS €3,300

• Backup solution including software €1,500

• Software including licenses €2,500

• Replacement of hubs €1,300

• Dial-up ISDN line install €320

• Replacement of wiring and sockets €650

• UPS protection €1,080

• Network print servers + printers €1,800

Total €19,050

Manage access to the 
systems carefully

One company described how, when they
first networked their systems, they failed
to provide adequate training or controls.
Sales staff would look up information
about their clients’ orders or invoices and
inadvertently delete these records. To
prevent this type of problem, most IT
systems build rules into the software that
provide different levels of access to
different users. The company should
clearly define what these rules are. 

These rules control what data each user
can see and what data they can alter.
Sales staff, for example, might be allowed
to enter an order, but only to view
information about their clients’ invoices
or payments. They would not be allowed
either view or alter HR records. 

These access control systems are
generally based on passwords. They only
work if people keep their passwords
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secret and all too often they don’t! As in
many other aspects of eBusiness and IT,
setting down procedures and then
ensuring that they are observed is critical
to the success of access control.

Access control systems and disciplines
are obviously important during normal
operation. However, people sometimes
tend to forget that they are also
necessary during IT project
implementation. At such times people
are under pressure and may be tempted
to take short cuts. Matters are also
complicated by changing systems and
by the need to accommodate not only
the normal users, but also IT
contractors and internal members of
the IT project team. 

It is important to ensure that such
pressures do not cause lapses in security
procedures. Imagine the problems that
would arise, for example, if while testing
a B2B website you inadvertently allowed
one customer to see details of another
customer’s transactions. Many companies
offer different discounts to different B2B
customers and allowing a less favoured
customer to see the net prices charged to
some of their competitors could cause
the end of a long-term relationship.

The “How To” Guide on Security on the
CD Rom covers this issue in greater detail.

Be flexible in your approach

Many companies found that they had to
change plans part way through the
process. Various factors drove these
changes. In some cases, as described in
later chapters, they realised that what
they were building for their customers
was not really what the customer wanted.
In quite a few cases, once the eBusiness
project started to kick in, they realised
that their existing networks and/or back

7. Implementation  11/15/02  12:13 PM  Page 10



Learning Story: Changing Strategy in

Mid-Plan

A leading Irish manufacturer of
building products decided to stay
ahead of its competitors by introducing
a computerised order scheduling and
tracking system. An inhouse project
team was formed, including the
financial controller, financial director
and managing director. The team
decided that the required system
would be created by upgrading and

integrating the established IT systems
within the company. Consultants were
hired to handle different aspects of the
design and implementation of the new
system and an internal project
manager was appointed who
immediately embarked on an

intensive IT training course.

The project hit many problems and
the cost and time commitment of the
project manager and project team
was increasing rapidly. The team
decided to review their overall
approach to the project. 

They concluded that the original plan of
adapting and building on the existing IT
system had been a mistake. The system
was simply too outdated and inefficient
compared with more recent systems.
They took the brave step of deciding to
scrap all the work done to date and
start afresh with a completely new
system. This is now running
successfully.

Incidentally, the newly IT trained project
manager played a role in helping them
recognize the problem and the need to
completely change their approach. This
was certainly one case where training
paid off.

Im
p

le
m

e
n

t 

Y
o

u
r 

P
la

n
103

office software was no longer able to
cope and had to be

upgraded. 

For many
managers

unfamiliar with
eBusiness, implementing
their projects provided a
learning process that helped
them understand new ways
in which they could use eBusiness to
their company’s advantage. These
insights led them to change their plans.
Some faced weaker than expected market
conditions and decided that they needed
to cut back on all forms of capital spend.
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Test, test, test

Dublin based Blarney Stone operates a
successful consumer website. However,
during its early forays into online sales,
the company failed to realise the
importance of testing. As Declan Fearon,
the company’s co-owner explained:
“During the first year no sales were
received from the site. We discovered that
the buy online feature was deficient and
when we tried to purchase the function
didn’t actually work”.

Testing needs to be built into the
implementation programme throughout
its duration. At the outset, various
potential software solutions may be
tested as part of the selection process.
During the implementation, testing of
each stage will be required. 

Test each stage of the implementation
where possible, rather than delay full
testing until the pre-launch period. Where

the system
cannot be
fully tested
prior to
launch (e.g.
where
systems
integration
issues
arise), then
a test

environment which replicates the live
situation should be created if possible. 

Ken Doyle, Financial Controller of the
Anthony Nicholas Group emphasised that
testing has to be carried out by someone
who is very familiar with all the company’s
processes. As most standard software
packages nowadays do the basic job well,
the errors that do arise relate mainly to
changes made to accommodate ways of
working that are unique to the particular
client. Only a longstanding staff member is
likely to realise, for example, that the
software is calculating sales discounts in a
way that differs from the agreements in
place with certain customers. 

If you do testing with staff who will be
using the system once implemented, make
sure they are not brought in too early in the
process. If too many bugs are found, it may
cause difficulty later in user acceptance. 

Another consideration when testing the
system, is to ensure that a “fresh pair of
eyes” are involved. Inevitably, those
involved in the project will be blind to
certain issues. 

Ideally, customers should also be involved
in testing the system before the go-live
date, if they are expected to use it. This can
reveal difficulties that otherwise would not
be identified. Porterhouse, a premier Irish
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weaving
company,
believes that it
should have
put more
thought into
the user
names for the
shopping

basket facility. These contained O’s (the
letter O) which users assumed were 0’s
(zeros) and keyed incorrectly. This caused
much confusion until Porterhouse pointed
it out in one of its mailshots. However,
more thorough testing by customers
might have identified the problem pre-
implementation.

Parallel running of the old and new
systems is another form of testing.
Anthony Nicholas decided to run their
new back office IT system in parallel with
the old system for a month. This meant
that every time a piece of data, such as a
new order, was keyed into the old system,
it also had to be manually entered into the
new one as well. They coped with this
extra workload by hiring temporary staff.
The decision to run in parallel arose from
their experience of implementing a new
back office IT system in the early 1990s.
Despite all the testing at earlier stages,
this process also threw up bugs in the
new system that had to be resolved
before the old IT system could be
switched off for good. They believe the
discovery of these bugs vindicated their

decision to run in parallel.
However, not everyone who moves to a
new upgraded back office IT system runs
systems in parallel. Some switch over
completely during one weekend and keep
their fingers crossed. Many get away with
it. But as one staff member from the
accounts section of a large Dublin-based IT
company put it: “We would not admit that
the plant shut down for two weeks after we
went live. However, if you look at our
invoices, not one of them relates to
products shipped during those two weeks”. 

Involve and train your staff
throughout the process

Inevitably, the successful implementation
of an eBusiness project will depend on
the commitment of the employees. Staff
should be involved in a variety of ways
during implementation and Chapter 6
addresses this issue in full.

Work hard at communicating

One of the specific reasons Dubarry, the
footwear manufacturer cited for selecting
a consultant was: “It was evident from an
early stage that we’d met with someone
who understood us”. If you read through
the case studies, a similar theme keeps
recurring. A consultant’s willingness to
listen and their ability to understand the
client’s needs was often a key factor in
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selection decisions. While the case
studies have been toned down
somewhat to avoid giving offence, some
companies were highly critical off the
record of IT consultants who “just did
not listen to us”. 

In any significant project, good
communications is vital. You want to
avoid ending up hearing statements such
as “Oh, I thought Johnny was doing that”
or “I know you must have put a lot of
work into this, but it isn’t actually what
we wanted”.  You must work at ensuring
everybody is clear on exactly what they
have to do.

In an IT project, matters are complicated
by the variety of different groups involved
in the project. These include
management, users, IT staff and external
consultants. Each of these groups tends
to speak their own “language” and to
look at things in their own way. They can
take certain things for granted without
considering that these may not be
obvious to people from the other groups.

In an eBusiness project you may also
have to contend not only with your own
users, management and IT people but
also with those in your customers’ and
suppliers’ companies.

It may, for example, be blindingly
obvious to you that staff will often have
to deviate from the standard operating
procedures when handling urgent orders.
However, this may not be at all obvious
to the IT people, and if you don’t spell it
out clearly, you may end up with a
system that cannot cope with urgent
orders. A good IT consultant will be
aware that users do not always spell
things out and will ask probing questions.
However, as a user you should not rely
on this. Not all IT people are good at
communicating and even the best can
have an off day. 

Equally, you need to work at ensuring
you fully understand what the IT people
are proposing and in particular that you
fully understand the implications of
their suggestions.

Available on the attached CD
How To Guide Security

Case Studies Basta Parsons
Blarney Stone
Dubarry
Lake Communications
Lotus Automation
Porterhouse
Sigma
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Introduction

Once your eBusiness project has been
implemented, there’s a temptation to sit
back, relax and wait for the benefits to
roll in! However now’s the time to be
vigilant; if you don’t stay on top of the
programme, all your hard work could
be wasted. 

This chapter is designed to help you
keep up the momentum so that you
drive out the full benefits of your
project. There are a number of areas to
address; from the need to put key
disciplines in place through to the pro-
active marketing of your eBusiness
capabilities. If you’re too busy right
now to read the whole Chapter, go
through the Quick Guide for a summary
of the main points.
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The Quick Guide

• Devise new work practice
guidelines

• Consider maintenance
requirements at the outset 

• Have a disaster recovery plan

• Keep your site fresh

• Build it and they will not come

• Use your site to gather market
intelligence

• Plan for future growth

• Delivery of your eBusiness
project is a new beginning, not
an end
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When you have put a new system in place,
new work practices will have to be
adopted. Training, an essential element of
this adoption process, is dealt with fully in
Chapter 6 “Bring Your Staff With You”.
However, prior to training, these new
procedures need to be identified and
documented so that staff are crystal clear
on what is expected of them. An IT project
could typically stimulate new procedures
such as those outlined in the box below.

Appoint Person(s) to be Responsible for

the Guidelines

Once the new practices are agreed and
documented, an employee, or a number
of employees, need to be responsible for
ensuring that they are adhered to on an
ongoing basis. This responsibility should
be clearly agreed by all parties. It may
require additional resource or it may form
part of the responsibilities of an existing
member of staff.

Facilitate Ongoing Training

As new staff join the company or transfer
between departments, there will be an
ongoing need to maintain training and to
keep the guidelines up-to-date. Training
may done by the IT Department, although
often on-the-job training, supervised by
other members of staff and supported by
the written guidelines, is more appropriate.

Maintenance is required for both the
hardware (PCs, laptops, network servers
etc) and also the software packages that
you have deployed. It’s likely that
different people will maintain these two
elements as entirely different skills are
required. It’s also likely that you will be
able to undertake a certain level of

Devise new work 
practice guidelines

Consider maintenance requirements
at the outset
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Logon requirements for the system
Management of passwords; usage,
additions and deletions etc.
Data entry of all required data prior
to processing
Virus protection updates and
frequency
Virus policy e.g. do not open
attachments unless sender is known etc.
Software installation policy
Email usage policy
Guidelines on domestic use of
laptops
Safe storage of mobile devices e.g.
phones, laptops etc
Back-up of all data; frequency and
location

✓
✓

✓

✓

✓

✓
✓
✓

✓

✓

Potential Procedure Changes
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maintenance inhouse while outsourcing
the requirements that are outside the
skillset of employees. There’s a balance to
be struck here as obviously if you can
retain the maintenance inhouse, response
levels to problems are likely to be better
than response rates from an external
supplier. On the other hand, you need to
consider costs and each business needs
to find the right solution for their needs.

Whether your maintenance function is
internal or outsourced you will still face
one key question: what level of service
am I prepared to pay for? Do I, for
example, need immediate technical
support 24 hours a day or would I prefer
a cheaper alternative?

When Franz Caffrey, owner of Franz
Design, developed the company’s site,
they planned for future changes to the
site. “The site was designed in order for
any changes required to be propagated

Although the companies involved in the
Acceleration Fund did not have a disaster
(well not one that they are willing to
share!), it is worth asking yourself the
question; if a fire burnt your premises
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“Don’t answer that. It’ll be one of those

whinging users.”

throughout the site,” explained Keith
O’Loughlin, their eCommerce adviser, “If
the logo needs updating for example, it
can be changed in one place and the
changes will be automatically reflected
across the rest of the site”. 

The site was also designed so that it
could be easily expanded or changed in
the future. “If Franz decides to scale
operations and put 200 instead of 40
products on his site, we can easily add in
additional functionality such as search
engines and hierarchical catalogues,”
remarked Keith. (A hierarchical catalogue
is a method of organising items into high
level groups and then sub-groups under
each high level category). 

At Butlers Chocolates, Michelle McBride,
the Retail Sales Manager, recommends
that companies look out for hidden costs.
“as we still have no web related IT skills
we had to take an additional maintenance
agreement out to manage the site. Make
sure you know who is going to be looking
after the site once it’s built”.

Have a disaster recovery plan
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down tonight, could your business
continue in the morning? To a large extent
this is entirely dependant on whether or
not you have put a back-up plan in place.
This will involve both a plan for backing-
up the information on your systems - it’s
vital that back-up files/discs are kept off-
site - and for managing staff should the
situation arise. Think of it as an insurance
policy; one well worth having!

The content management objective of
your site will depend on the target
market; if it is available openly on the
internet for consumers then your
requirements will be totally different
from a site which is designed for use by
key distributors, for example.

Consumer sites need to be updated
constantly to engage the visitor - think of
it as a shop window; if it doesn’t change,
there’s no incentive to step inside. There
are three basic ways of keeping your site
up-to-date; do it yourself inhouse, pay a
provider to do it or buy extra content
modules on the internet, which
automatically update e.g. weather/local
news etc.

Some disaster recovery questions 

to ponder

If a fire burnt the premises down ...........

Where would my business operate
from?

How would I access information
held on the system?

Would the information saved be
up-to-date?

How would I co-ordinate employee
deployment?

Could I maintain service for my key
customers?

How long would it take to be up-
and-running again?

Q

Q

Q

Q

Q

Q

Keep your site fresh
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There’s not much point in opening a shop
without a door. So if you’ve built an
online store, you need to show people
the way in. A common mistake in Irish
business is the failure to plan for
marketing and promotional costs, once a
site is live. This can take a substantial
chunk of your budget however if the
eBusiness project is considered a
worthwhile strategic investment, then it
must be worth promoting!

There are many different ways of
marketing a site. Some examples are
summarised in the box below and a more
comprehensive description is given in
“Promoting your online Presence” which
you can find in the “How to Guide”
section of the CD. 

Possible options for promoting 

your website.

• Putting the website address on your
stationery, yellow page entries etc. 

• Visiting your most important
customers and showing them how to
use the site. 

• Sending a mailshot to existing
customers. 

• Advertising on television, radio,
newspapers or trade press. 

• Working to get a favourable position
on search engine listings. 

• E-zines (electronic magazines). 
• Getting other sites to give hyper 

links to your site. 
• Various other electronic 

advertising and 
promotion techniques

As with any marketing campaign, you
need to ask yourself what message you
are trying to communicate, to what target
audience and how much time and effort
you are willing or able to spend on

Build it and they will not come

For Business to Business (B2B) sites,
other issues are at stake. It may be
necessary to implement your distributors
branding on your site, for example, and
fresh content may relate to updating your
product range, with stock levels etc.
Ideally this would be automated. 

If it’s important to know who’s on your
site and how they are using it, you can
use technology not only to count click-
throughs but also to track the movements
of visitors on your site. 

In both Business to Consumer (B2C) and
Business to Business (B2B) sites, it’s vital
that the information is not out of date, so
it’s useful to appoint someone at your
organisation to be responsible for this -
whether content management is
automated, done inhouse or outsourced. 

8. Maintain Focus  11/15/02  12:14 PM  Page 6



Case Study - 
Blarney Stone

By implementing his
eBusiness project,
Declan Fearon, the co-

owner of Blarney Stone, has amassed a
great deal of experience in the
development, launch and promotion of
commercial websites. He advises that
companies should only sell products to
existing customer bases. Don’t try and
create a market - use one that is already
thriving. Otherwise before you make
any sales, your marketing costs will
escalate. Many companies have
insufficient depth in their product
ranges to attract a global audience. If it
is not a known brand, you already have
your work cut out. 

Blarney Stone had planned to use
traffic from www.localireland.com and
had signed a revenue sharing deal with
Nua, who ran the site. When Nua went
into liquidation, the company decided
to do their own marketing, on their site
www.buyfromireland.com. 

Despite this success, Declan
recommends that if you do have a
limited customer base and a small
product range, it is worth considering
using another internet channel to sell
your products, rather than investing in
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communicating that message. Only when
you have answered these question
should you make any decisions about the
mix of techniques you will use.

A company supplying local consumers
might adopt a very different approach to
those targeting widely dispersed
consumers and they in turn would be
different to a B2B site which did most of its
business with a handful of key customers.

Remember that sites are often targeted at
multiple audiences e.g. you want your
dealers to use it to cut your paperwork but
you also want end users to find it so that
they will contact your dealers. Each of
these target audiences may require a
different marketing approach. There are
many marketing options and you can
spend a little or a lot. 

Before preparing any promotional
material don’t forget to think through
what arguments you will employ to
convince customers to use the site.
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money to build your own site. Building
a fully functional site that operates as a
successful sales tool for your business
is a costly and time consuming
exercise. Piggy backing onto an existing
popular web store vastly reduces these
overheads. (Note piggy backing will
usually involve some form of revenue
sharing scheme, coupled with less
freedom to alter the look of your site). 

Webbusters conducted an in-depth
environmental analysis for Blarney
Stone, examining the giftware
marketplace from both a local and
global perspective. Key competitors
were also scrutinised, along with their
strategies and activity in the online
environment. This provided a crucial
base going forward for the formulation
of an effective eMarketing strategy.
Using an in house method to measure
the visibility of the web site across the
major search engines and directories,
the site was modified in order to
provide a high rank with popular search
engines such as Google.com and
Yahoo.com.

Blarney Stone also invested in banner
advertising with Ireland.com and has
profited from a steady stream of
interest. For the last week in September
2001, buyfromireland.com received
545,700 page impressions.
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Use your site to gather 
market intelligence

The reach of the Internet and the way it is
shaping our lives has encouraged many
small to medium sized companies to
attempt to tap into its power in order to
grow their businesses. Many
manufacturing companies use the
Internet to promote their products and
provide a margin on existing sales. 

However, it’s a mistake to think the World
Wide Web provides only a sales outlet for
commercial players. One of the most
overlooked and useful ways to use a web
site is for gathering market data. Franz
Caffrey, owner of Franz Design, intends to
continue to use his site in this way. 

Although individual sales and additional
retail outlets are secured via the web
channel, the primary focus of the site has
always been to capture demographic
market data. Information obtained will be
used in the future to target specific
overseas regions for the location of retail
outlets. Franz Caffrey himself has always
felt that his products, by their very nature,
need to be seen and touched in order for
their full beauty to be appreciated. Hence
the importance of locating retail outlets in
countries and regions that hit the web
store most frequently.
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Plan for future growth

Ideally you will have considered future
developments in your business at the
outset. If you have not done this, then at
least make sure you’re thinking about
growth as soon as your implementation
is complete.

Many companies are naturally reluctant
to commit to large-scale investment in
technology. However by taking an ad-hoc
approach, you can incur additional
unnecessary costs if it proves necessary
to commit to the full solution at a later
date. A modular approach is often the
best route to take, where feasible. 

When VLM developed an integrated
online printing system, they faced a
choice of investing in a sophisticated
database system eg. SQL or Oracle or
developing a smaller solution. If they
knew then what they know now, they
would have built the solution on an
SQL or Oracle database.

When your eBusiness Project has gone
live; what next? Inevitably, once people
get used to the benefits of the improved
IT systems they are going to come up
with new ways of using it. Different

Delivery of your eBusiness project is 
a new beginning, not an end

departments may seek to computerise
tasks previously done manually. With the
increasing demands to comply with
employment and working hours
legislation, HR may for example decide
that they really need to computerise their
personnel records. 

B2B sites often involve creating links not
with the customer’s staff but with their
computer. As computer systems differ,
this can require a degree of technical
work each time a customer is hooked up
in this manner. It can also involve
tailoring part of the site to include
customer branding or to provide specific
information requested by a key customer
or changing the format of existing
information. Links to customer systems
may have to be reworked when the
customer implements major changes to
those systems. Hence, if you are
expecting to have fairly sophisticated
links with suppliers or customers, you
should budget for ongoing systems
integration costs.

For most of the case study companies,
once the eBusiness project has been
delivered, there was a recognition that
while time is needed to bed-down the
new processes and systems, business
requirements will shift. Inevitably an
evolving marketplace will require
ongoing monitoring and ultimately fresh
investment in IT/eBusiness to stay ahead.
Get ready for the challenge of change!
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Case Study - Dubarry

For Dubarry, the web site going live was
not seen as the end but the beginning.
The company has set aside time for
regular review sessions so that it can
continue to learn about what its
customers want and how they want it.
While the behind the scenes structure of
the web site is relatively fixed as a
system, the company has the facility to
easily initiate changes and to update front
end content. Dubarry is still very much in
the process of streamlining its new web
site - ideas are already being generated
as to the possible future direction. 

Overseas marketing is becoming more
event-linked. Along with partnership
in events such as the Volvo Ocean
race, Dubarry is becoming involved in
other outdoor related events such as
show jumping, the Chelsea Flower
Show and Crufts Dog Show. The web
site will reflect these linkages and
where possible provide additional

information on the events. The
company is also linking up with
brands which target the same market
but are not competing. In the sailing
area, for example, there are
partnerships with equipment
suppliers.

With the database growing on a daily
basis, the company also has direct
access to its consumer base and there
are several ways in which it might
exploit that. Michael Walsh, Dubarry’s
Marketing Director, is considering
running online competitions or
developing an online newsletter. He is
keen however that whatever activity is
undertaken, it reflects the quality of the
brand. “The worst thing you can do is
promise something and not deliver.
How we interact directly with our
consumers will effect how they
perceive us as a brand”, he says.

On a more practical level, the company
is receiving enquiries from potential
distributors in areas where it does not
yet have representation. It has decided
to include a section for these inquiries
on its business-to-business section of
the web site.

Available on the attached CD
How To Guide Promoting Your Online Presence

Case Studies Blarney Stone The Irish Chocolate Company
Dubarry Porterhouse
Franz Design VLM
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Conclusion
As you can see from the case studies,
eBusiness and IT can be of benefit in a
huge variety of ways. 

The technology seems set to continue to
grow rapidly in power and cost
effectiveness. Companies that fail to adopt
these tools will be left behind by
competitors who do. In the future, you
will be expected to have a good
understanding of how these technologies
can be applied to achieve business
objectives. To all the staff and managers
assigned to eBusiness project teams, the
flip side of the hard work ahead, is that
the projects are typically challenging and
exciting. They will also build skills, which
will be of practical value to you personally
and to your company in the future. 

Basic Principles

The good news is that much of what you
have just read will remain valid
indefinitely. It will always be necessary to
apply basic management practices. 

Good practice guidelines
• Have a clear picture of the business

benefits you are trying to achieve
• Pick good people to work with,

whether internal staff or external
consultants

• Deal with the concerns and
aspirations of staff

• Pay attention to detail when
analysing the current situation

• Plan projects carefully and monitor
progress

• Work constantly at consulting and
communicating

These guidelines sound like common
sense and they are! Nevertheless, in
practice, as the case study companies
kept reiterating to us, it is all too easy to
neglect basic principles. As one recently
retired IT project manager put it, “there
is a whole new generation out there and
they are making the same mistakes we
made, all over again!” So, as you
proceed with your project, keep these
guiding principles in mind. 

Timing is all

The case studies emphasise that
significant eBusiness projects, the ones
that create major headaches for
competitors, take a long, long time before
the effects become visible in the market
place. If you wait till you see your
competitors reaping obvious benefits
from eBusiness, it may already be years
too late to try and imitate them.
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Even if you are not planning a significant
IT/eBusiness project in the immediate
future, at least make sure that any short-
term decisions you make do not impede
potential future developments. For
example, if recruiting a production
manager or accountant, other things
being equal, you might give preference to
a candidate who has been through a
major eBusiness project. 

Future Developments

Parts of this book will be out of date
almost as soon as it is printed. It is not
just technology that is going to change.
For example, significant new eBusiness
related legislation is likely to come into
effect some months after this book is
printed and the way in which people
apply IT seems set to radically alter
certain business sectors. So there is a

need to stay abreast with new
developments. The Enterprise Ireland
eBusiness website (www.openup.ie) and
the free electronic eBusiness magazine
which you can subscribe to at that site,
are two good ways to start. Other sources
of information are outlined in the “Useful
Links” section of the CD.

Take the Challenge!

eBusiness and IT can offer huge benefits
if done right. However, the right
decisions are not always obvious and
misguided projects can be damaging.
Your challenge is to ensure that your
company uses these potent tools wisely.
We hope this book and CD, along with
all the other eBusiness information
provided by Enterprise Ireland, will help
you to do that!
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Appendix 1: Indicative costs

Introduction

As costs are a critical element of all
eBusiness projects, we felt it would be
remiss not to include indicative costs, to
give you a high-level, initial feel for possible
budget requirements. However clearly these
will change - probably radically - with time,
so you will need to do your own
comprehensive research on costs when it
comes to planning your project.

It was difficult to put a “line in the sand” on
the costs of an “average” eBusiness project,
as no such thing exists. So for the purposes
of documenting indicative costs, we have
limited this section to the expenditure
associated with developing a web site,
which encompasses four main areas: front-
end development, hardware, bandwidth and
the software applications used to run the
services of the site. 

Front-end Development

Front-end development relates to the web
pages that visitors see, their look and feel,
and the overall site structure. It is usually
performed by professionals with design
expertise using software tools such as
Dreamweaver. Graphic design of the brand
and imagery of the site can range from
€1,000 to greater than €10,000 for a top-end
site. The HTML and web page coding 

follow a similar pricing ramp. The key 
variables are the quantity, complexity and
originality of the respective images and
pages. It is possible to use standard
templates to dramatically reduce the work
required and costs incurred.

Some software development skills are
required to integrate web pages with
databases and application servers as well as
scripting knowledge to perform actions such
as gathering form data, managing
appearance of graphics and sending e-
mails. At the most basic level, pre-
developed scripts downloadable from the
Web, can be used. At the other end they can
comprise part of a larger development
platform such as enterprise Java (J2EE), at
which point the expertise and costs ramp up
substantially. Scripting costs can range from
€500 upwards, per website. 

Hardware

The principal hardware required is a host
machine for the web site. The specification
can begin as a server similar to a high-end
desktop PC. Hardware is specified to meet
the demands of factors such as projected
web-site traffic, required response times
and data volumes which impact on
requirements for processor speed,
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memory size, redundancy and storage
capacity. A larger configuration could
consist of a cluster of higher specification
host machines.

Server costs range from €2,000 per host at
entry level to greater than €40,000 at
enterprise level. Installation costs can
exceed €10,000 but for most circumstances
a much lower cost can be expected.
Supporting hardware such as
uninterruptible power supplies and back-up
storage devices can exceed €25,000. At
entry-level there may be no supporting
hardware needed. 

Bandwidth

Bandwidth relates to the capacity of the
communications connection to your
server. The greater the bandwidth the more
a site can deliver. Bandwidth requirements
are calculated based on the maximum
number of concurrent users and the
volume of data the average visitor
downloads. It is typically measured in
Megabits per second.

A key decision for companies is whether to
host their own site or to outsource the
hardware and bandwidth requirement to a
data centre. It is often economical to
outsource. Annual costs of hosting and
bandwidth begin at €120 for a shared virtual
server and rise beyond €10,000 for dedicated
servers and substantial bandwidth.

Software Applications

The software required for a web site ranges
from very simple, free software to complex,
integrated and expensive enterprise
solutions. A typical, medium-sized web site
may use free web server software such as
Apache, a free operating system such as
Linux, an application server such as BEA’s
Weblogic, a database such as Oracle and off
the shelf packages such as shopping cart and
content management applications. Shopping
cart and content management functionality
begin at around €500 and climb rapidly to
cover enterprise content management for
€200,000. It is possible to use open source
application servers like JBoss and a free
database such as MySQL, however the
expertise required remains the same. Skills
are also required to provide security for the
web site and to integrate with payment
services such as PayandShop.com. The
practicalities and costs of this are discussed
in “Setting up an Online Payment System”
which you can find in the “How to” Guide
section of the CD.

An integrated solution implies integration
with a company’s back office systems. An
implementation like this could use database
and Java consultants, costing between €400
and €1100 per day to install the platform
software, configure applications and write
any custom functionality required.

It is possible to get an entry-level,
professionally designed web-site for between
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€3,500 - €5,000 with hosting and bandwidth
costs within the range of €120 to €1,200 per
annum. This would provide a website with a
built in database capable of limited
transactions such as handling bookings. It
would not include the costs of linking the
website to your back office IT systems.
Beyond this, costs can rise substantially to
six-figure sums covering software licence
fees and bespoke application development
fees. Professional services on bespoke
developments can cost five times more than
the software platform the application is
running on. 

DIY websites can be built at lower prices but,
apart from often appearing inferior, their
running costs frequently exceed those of a
professional website.

Enterprise Resource Planning (ERP)

The showpiece part of eBusiness, the web
site, visible to the world, often masks the
true implications of really doing eBusiness.
As we have explained before, many case
study companies found it necessary to
upgrade their back office systems. This often
manifested itself as an ERP (Enterprise
Resource Planning) implementation.

A full ERP implementation involves every
department in the business using modules of
the same overall ERP application. Customer
data and order information form the
backbone of integrated software modules

such as for finance, logistics, manufacturing,
and sales. Vendors of ERP suites include
Oracle, Siebel, Peoplesoft, SAP and
Microsoft. Each of these vendors has a
comprehensive suite of applications with
Microsoft an interesting vendor at present.
Typically these would be targeted at
companies employing say 200 plus people.
Companies such as Sage would target
smaller companies. Together with its .NET
platform, Microsoft is rolling out a new suite
for ‘medium-sized’ companies to be called
Microsoft Business Solutions. 

ERP implementation projects have a mixed
reputation. If they are successfully
introduced, an organisation is streamlined,
responsive to customer needs and
problems can be more easily pinpointed.
The reality has included the full spectrum
from expensive disasters to ROI nirvana.

ERP Costs

So what are the costs? First off, ERP projects
are expensive. An iceberg is a very good
analogy - the actual software licence costs are
the tip of the iceberg. If they seem expensive,
be very careful. Any look at ERP costs must
look at the costs of software, hardware,
professional services and company staff
costs. The time taken for ERP applications to
bed down begins from 6 months and climbs.
Costs which manifest themselves during this
time include maintenance, upgrades and
optimisation of the system.
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Software costs depend on what you buy and
how you buy it. It is possible to buy a full ERP
system for your entire organisation or follow
a ‘Franchising Strategy’ which entails
implementing department by department.
Once successfully implemented, the modular
approach radically reduces the risks of rollout
to complementary areas. Further still, it’s
possible to ‘rent’ the software as a service,
subscribing to an application service
provider’s offering, where they host and
maintain the hardware and software platform. 

At the €100,000 level (including software
purchase and consultancy fees needed for
installation and configuration), a company
can implement a basic ERP-type
environment across a few departments and
build on the experience that gives them
when they want to roll out other modules.
The software licence cost will vary
according to the modules chosen and the
number of end users required. According to
William Dolan, Director, Deloitte & Touche
Management Consultants, the software
licence cost of a typical full implementation,
covering most or all departments, comes in
between €250,000 and €500,000. Oracle sell
modules one at a time or a full ‘Application
Suite Licence’ which provides access to all
modules required.

General annual maintenance fees come in
between 17.5% and 22% per annum of the
software purchase costs and these fees
cover base software upgrades, phone
support and access to product knowledge
bases such as ‘Metalink’ from Oracle.

Implementation of ERP projects

Implementation service costs, i.e. the
consulting fees involved in installing the
systems and configuring it to the company’s
business processes, vary widely. They
average a 2:1 ratio compared with the
licence costs. A ratio of 1:1 is possible,
whereas ratios of 3 and 4:1 are commonly
quoted in US sources. Consulting service
costs have the potential to grow
substantially beyond budget. According to
Jason Lott, Client Manager with Oracle, the
reduction of complexity is critical in reducing
implementation costs and the ongoing total
cost of ownership. He cited architectural
complexity, the quantity of interfaces, level
of customisation required, data transfer and
report customisation as areas to be
minimised where possible. Particularly for
smaller businesses, he recommends the
company consider adopting the established
processes within the software, rather than
trying to adapt existing company processes.
Adopting a pre-designed process presents
an opportunity to adopt industry best
practice, particularly if the vendor is talking
about familiar processes such ‘procurement
to payment’.

As we have emphasised previously,
substantial in-house staff time will be
needed. The cost of this time is not included
in the above figures.

Gartner Group research suggests that, “at a
minimum, enterprises should allocate 17
percent of the total cost of an ERP project to
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training. They also found that companies
that budget less than 13 percent of their
costs for training are three times more likely
to see their ERP projects run over time and
over budget when compared with
companies that spend 17 percent or more
on training.”

Hardware costs for ERP again vary on the
number of concurrent users and the type of
users on the system. Furthermore, a
company may want dedicated
environments for testing, training and
facilities for back-up and recovery. A typical
ERP server will have costs similar to those
previously outlined for a web server.
Implications for the company’s network also
vary. In many cases the existing network
will suffice, possibly with only minor
changes. Even if more significant work is
required, hardware costs are very unlikely
to exceed the cost of the software.

The above costs relate broadly to companies
with upwards of about 200 employees. There
are many smaller product and service
vendors who offer similar base functionality
but at small business prices. One example is
Exchequer Software (Please note that
Enterprise Ireland dos not recommend nor
endorse this or any other vendor). 

Alan Connor of Exchequer Software paints
a beguiling end-to-end picture of an order
coming in from the web, being held

electronically for approval and passed on
for manufacturing and delivery with the
entire process taking place electronically.
All documents such as purchase orders,
works orders and delivery dockets can be
produced electronically and if customers
are also integrated, passed electronically
to them. 

The reality is that most smaller businesses
implement some of these functions and
retain existing processes for others. The
objective he sees is to allow companies
grow into the more automated processes
over time. 

Costs for Exchequer Software range from
€10,000 for the full software suite for a
single user, together with additional
training and configuration costs of around
€5,000 to all-in costs of around €70,000 for
a site with 25 to 30 users. As ever, the
complexity of the site and the degree of
integration with existing systems is an
important variable affecting the
implementation costs.

A Final Word of Advice.

Costs can vary so substantially that it is
imperative to shop around, identify real
needs and aim towards a platform for
future growth.
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Appendix 2: Glossary of Terms

ADSL

Asynchronous Digital Subscriber Line. A form
of DSL (see below) telephone connection in
which incoming traffic has higher speeds than
outgoing traffic.

Application Service Provider (ASP)

A company that offers subscription services for
applications and related services on a pay-per-
use basis. ASPs host, manage and maintain
applications at their own site and make them
available via the Web. This enables smaller
companies or those with limited budgets to
take full advantage of the latest information
technology. 

Autosignatures

These are essentially a form of online
business card, usually about six lines long
offering a short description of your business,
a phone number, an address etc. You can
easily programme most email packages to
insert them automatically at the end of every
outgoing email. If you do not know how set
up an autosignature try typing
“autosignature” into the “Help” function of
your email package.

Backend

The backend of a website is where all the
communications between the customer and
your site are processed. It’s basically where all
the work on the site is done, whether it
involves sending data from forms to the server,
or searching for information on your site or
processing online transactions. 

Broadband

When the bandwidth of a signal is large, it can
simultaneously carry many channels of
information. Fibre optic cable, in particular,
has a very high bandwidth, and is referred to
as broadband. 

Business Process Management Services

These services transform, manage, and run key
business processes, including customer
relationship management, sourcing and
procurement, and employee services, applying
eBusiness technologies to achieve significant
operational improvements. 

Business-to-Business (B2B)

Electronic commerce comprises commercial
transactions, involving both organisations and
individuals. From the technical point of view
e-commerce is the processing and
transmission of digitised data. Electronic
commerce does not only refer to the
relationship between business and consumer,
but also to the economic connection between
business and business.This means that a
company that uses the internet for ordering
from its suppliers or making payments
already takes advantage of e-commerce. 

Business-to-Consumer (B2C)

E-commerce decreases the distance between
producers and consumers. Consumers can
make their purchase without entering a
traditional shop.
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Customer Relationship Management (CRM)

Use proven methodologies and eBusiness
technologies to help enable companies to
identify, select, acquire, develop, and retain
profitable customers, building the lasting
relationships that are key to long-term
financial success. 

Data Mining

Data mining is the process of analysing
business data in a data warehouse to find
unknown patterns or rules of information that
you can use to tailor business operations. Data
mining can find patterns in data to answer
questions, such as what item purchased in a
given transaction triggers the purchase of
additional related items or what items tend to
be purchased using credit cards, cash or
checks. Data Mining predicts future trends and
behaviours, allowing businesses to make
proactive, knowledge-driven decisions. 

Data Warehousing Management

The ongoing supervision of the data
warehousing process. A data warehouse
collects, organises and makes data available
for the purpose of analysis. It gives
management the ability to access and analyse
information about its business. 

Dial-up

Calling up Internet access via analogue
telephone lines or ISDN

Domain name

A domain name identifies your website on the
Internet. One of the first things that you should
do when developing your site is register your
domain name eg www.enterprise-ireland.com

Your domain name is a very valuable
marketing tool and you should choose your
domain name with great care.

DSL

Digital subscriber line. A telephone connection
using existing standard copper telephone wires
to transmit data at speeds far in excess of
conventional analogue telephone lines.
Described in more detail in “Choosing your
Telecom Options” in the How To Guides section
of the CD.

eBusiness

The process of doing business with trading
partners electronically. This includes processing
business transactions electronically; integrating
business processes electronically, transferring
payments electronically; and delivering
services electronically. 

eCommerce (Electronic Commerce)

Conducting business online, including product
display, online ordering, secure transactions
and inventory management. 

Electronic Data Interchange (EDI)

The electronic exchange of business
documents (for example, purchase orders,
invoices, and bills of lading) directly between
applications executing on companies’
computer systems via standardised forms. A
precursor of today’s eBusiness systems. 

Email

Email, or rather electronic mail, is the most
commonly used application on the Internet.
Email allows you to send text messages across
a network, either an internal network or an
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external one like the Internet. To send an email
you must know the email address of the
person you want to send the mail to eg
john@somewhere.com. An email address is
comprised of a user name, in this case john,
and the name of the server that the mail has
been sent to, in this case somewhere.com.

Encryption

Encryption is used to protect data your after it
has left your internal system. Encryption
renders your data unreadable using
mathematical formulae known as keys. Your
data is turned back into readable form, i.e.
deciphered, by applying the correct key. 

Enterprise Resource Planning (ERP)

An Enterprise Resource Planning (ERP) system
helps an organisation manage the important
parts of its business. It has different modules to
look after areas such as production planning,
procurement, human resources and finance.
The implementation of an ERP system involves
a considerable amount of process re-
engineering and employee retraining. SAP,
Peoplesoft, and J.D. Edwards are among the
largest ERP providers.

Extranets

Extranets allow your clients to access parts of
your internal networks, which are normally
inaccessible to people outside the company.
They are useful for online ordering and
payment systems. In addition, the client can
have access to work in progress or training
and product information geared precisely
toward them.

Ezine

An electronic magazine or newsletter delivered
over the Internet via E-mail. 

Firewalls

A firewall is a set of related programs, located
at a network gateway server that protects the
resources of a private network from users
from other networks. (The term also implies
the security policy that is used with the
programs.) An enterprise with an intranet that
allows its workers access to the wider Internet
installs a firewall to prevent outsiders from
accessing its own private data resources and
for controlling what outside resources its own
users have access to.

Frontend

The frontend of a website is the part that you
see on the screen: the graphics, the fill-in
forms, the overall interface design. If you want
to do more than display graphics and text you
will also need a Backend.

FTP

(File Transfer Protocol) -- A very common
method of moving files between two Internet
sites. FTP is a special way to login to another
Internet site for the purposes of retrieving
and/or sending files. There are many Internet
sites that have established publicly accessible
repositories of material that can be obtained
using FTP, by logging in using the account
name anonymous, thus these sites are called
anonymous ftp servers. 

HTML

(Hyper Text Markup Language) is the set of
mark-up symbols or codes inserted in a file
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intended for display on a World Wide Web
browser page.

Internet Service Provider (ISP)

A company or organisation that offers Internet
access to customers for a fee. Some ISPs offer
hosting of Websites and Website design and
promotion services as well. 

Intranet

Intranets are websites that can only be
accessed within a company through your
internal network or LAN. They are protected
from the outside world by a combination of
hardware and software security. Intranets are a
good way of sharing information within the
company; enhancing internal communication
and enabling better customer care. Intranets
commonly hold products and service guides,
employee handbooks, company wide memos,
phone numbers and email addresses.

ISDN

A form of telephone connection in which
digital signals are sent over existing copper
telephone wires. Speeds vary considerably,
but are always higher than traditional
analogue telephone connections. Described
in more detail in “Choosing your Telecom
Options” in the How To Guides section of
the CD. 

JIT 

JIT or just-in-time manufacturing describes
an approach in which components or
products are only manufactured as they are
needed, in the exact number needed, and
supplied to the point of use at the exact time
they are needed.

Knowledge Management (KM)

The creation, storage and collaborative sharing
of employee information within the business
environment. Through sharing and
collaboration, an organisation's efficiency,
productivity and profitability is enhanced.
Supported by advanced Information Technology
tools and methods. 

LAN (Local Area Network)

A combination of personal computers, servers,
and communication devices that are connected
to share data files, resources and applications.
Located in close proximity, such as on the
same floor or in the same or nearby buildings. 

Leased Line

A permanently open telephone connection. No
dial up is necessary.

Logistics

The process of physically delivering goods to
customers is known as logistics. This is vital,
and often over-looked, sector is likely to benefit
greatly from an increasing dependence on
eCommerce. 

MRP

A basic MRP system uses data about existing
component stocks, the company’s production
plans and the number and type of components
used in each of the company’s products to
generate a list of the number and type of
components to be purchased. More
sophisticated MRP systems, sometimes called
Manufacturing Resource Planning also
schedule production and can be integrated with
accounts packages etc. Materials Requirements
Planning software package are increasingly
being supplanted by ERP systems. However
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they are still used by many manufacturing
companies, particularly smaller ones.

Online Procurement

This describes purchasing which takes place
between companies using services such as the
Internet, Electronic data Interchange or
Electronic File transfer. Two companies, one the
supplier and the other the purchaser, transmit
inquiries, orders, invoices, payments etc.
directly through their computer systems. 

Open Source

Open Source refers to software products that
are freely available and offered by
development communities online. They
come with no warranty but are usually very
well tested by development groups. Open
Source software can help reduce costs, but
only a limited number of products are
available via this channel. The most
renowned open source product is Linux. This
is a free UNIX-type operating system 
(see www.linux.com).

Search Engine

These are websites which store information
about webpages and which allow you to search
through this information to find the specific
page that you are looking for. Some of the
most popular search engines include Yahoo,
Alta Vista and Google. 

You can register your website with all the
search engines and this is one of the most
important methods of marketing your site
online. Hidden words, known as meta tags,
can be inserted into your webpages and the
search engines use these meta tags to
identify your site. 

Search Engine Optimisation

This covers a variety of measures to ensure
that when a potential customer keys in words
relevant to their products, their site is as close
as possible to the top of the search engines list. 

SME (Small to Medium Sized Enterprises)

Various definitions exist however for the
purpose of this book, it is assumed that
companies with 250 employees or less can be
described as an SME. This encompasses most
Irish businesses.

Note: For a more detailed glossary on
eBusiness Terms please refer to the “Finding
Help” section of the Enterprise Ireland
eBusiness website. 
www.enterprise-ireland.com/ebusiness

SQL

SQL (Structured Query Language) is a standard
interactive and programming language for getting
information from and updating a database.

Supply Chain Management (SCM)

An electronic alternative to the traditional
paper chain, providing companies with a
smarter, faster, more efficient way to get the
right product to the right customer at the
right time and price. Combines the power of
the Internet with the latest technology,
enabling participating suppliers to access up-
to-date company information and enabling
companies to better manage and track supply
and demand. 

WAN (Wide Area Network)

A group of connected local area networks
(LAN, see definition above) spanning a large
geographical area, such as a city or country.
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Appendix 3: List of Case Studies

The full version of each of these case
studies is available on the CD.

BASTA PARSONS

A Sligo-based manufacturer of
ironmongery interacting online with retail
multiples.

BLARNEY STONE

An Irish giftware manufacturer successfully
selling to U.S. consumers using highly
sophisticated online marketing techniques.

C&D FOODS

The Co. Longford based pet food
manufacturer that improved business
process efficiency using a web-enabled
back office system.

COMBILIFT

A specialist forklift supplier using eBusiness
to grow their distribution network and drive
customers to distributors.

CONNAUGHT ELECTRONICS LTD (CEL)

Shop floor computerisation and electronic
links with suppliers and customers yielded
significant benefits for this automotive
electronics manufacturer.

DAWN FARM FOODS (abbreviated)

An IT project enabled the various
functional departments, within this
manufacturer of cooked meat products, to
interact more effectively with each other.

DIGISOURCE (abbreviated)

This company has managed to cut lead
times down to as little as three hours
through the implementation of their
eBusiness systems. 

DUBARRY

A footwear manufacturer that managed to
sell direct online while keeping
distributors happy.

FRANZ DESIGN

A small furniture and giftware company
that implemented a low-cost consumer
website.

HOUSE OF IRELAND (abbreviated)

This giftware and clothing retailer
developed systems to better-serve overseas
customers.

KENNY’S BOOK EXPORT COMPANY

This Galway based book retailer
introduced an online Library Management
System and an Enterprise Resource
Planning (ERP) System. 

KINGSPAN

A building products manufacturer that
gained significant extra market share by
reducing order entry errors and reducing
lead time.
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LAKE COMMUNICATIONS

This company radically streamlined the
delivery process for it’s telecommunications
products.

LOTUS AUTOMATION

A rapidly growing automation company
efficiently managing staff at customers’
facilities all over the world.

MEASURESOFT

A software contracting specialist that uses
web-based systems to deliver licences and
support customers.

MINCH NORTON (abbreviated)

A Co. Kildare based malt manufacturer that
benefited hugely by upgrading existing
systems prior to the implementation of the
eBusiness project.

PORTERHOUSE

A textile and fashion manufacturer that
uses an online catalogue to offer the latest
fashions, thus avoiding the lead time
limitations of printed catalogues.

REPROGRAPHIC SYSTEMS

This company built a sophisticated remote
working and eBusiness solution and did it
without implementing a website.

SERCOM SOLUTIONS

A major IT upgrade and a web front end
has allowed Sercom provide more services
to its IT customers and handle far more
small orders.

SIGMA WIRELESS TECHNOLOGIES

A company that successfully used
eBusiness to capture it’s deep technical
knowledge and place it at the disposal of
sales staff.

SPECIALITY PRINT AND DESIGN

This print service provider had long
outsourced its conversion of artwork into
film but this involved a loss of control of
the process. To regain control, SPD invested
in electronic plate making equipment. The
company also put a website in place and
introduced new internal systems.

TECPRO (abbreviated)

A manufacturer of test solutions to the
electronics industry, this company has
reduced paper filing by over 90% through
eBusiness.

THE IRISH CHOCOLATE COMPANY

A manufacturer of handmade confectionery
products that managed to increase mail
order sales by 500% through the
development of a new website.

VLM 

This digital printing company entered a
completely new market as a result of it’s
innovative eBusiness project.
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The full version of each of these guides is
available on the CD.

SECURITY

This comprehensive guide to information
security tells you how to protect your
business from both internal and external
threats to your information systems. You
can also learn how to build customer trust
and protect customer privacy through
information security.

CHOOSING AN ISP

Find out how to choose the ISP most suited
to your needs. This guide also explains how
to decide which type of Internet access you
will need and outlines the other services on
offer from ISPs: hosting, co-location,
managed services, technical support and
eCommerce.

CHOOSING AN eBUSINESS VENDOR

What functionality or services should you
buy rather than build? How do you choose
the most appropriate eBusiness vendor ?

PROMOTING YOUR ONLINE PRESENCE

This guide explains how you can develop a
realistic promotional plan for your online 

presence using existing offline material, 
search engine optimisation, email and
other marketing tools. 

eLOGISTICS

Find out how to apply IT and eBusiness
principles to your procurement and
fulfilment processes, thus reducing costs 
and increasing both competitiveness and
customer satisfaction.

THE INTERNET AS A BUSINESS

INTELLIGENCE TOOL

Learn how to use the internet as a research
resource for business purposes.

SETTING UP AN ONLINE PAYMENTS

SYSTEM

This is a practical guide which outlines
some of the issues to consider when
implementing a credit card payments
system on your website.

Appendix 4: List of How To Guides
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