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Chapter 4：Case Analysis 

4.1 Basic Information of the Case 
Space Gear Industrial Ltd. was established in 1997. It’s a solely-owned trading 

company, selling auto parts and accessories. While the business started, Mark Huang, 
the owner, hired an experienced car engineer as the key sales person since Mark did 
not have time to dig into the auto parts and accessories market. Therefore, this 
company composed of three people at that moment, a boss, a sales and an assistant, 
very typical micro-size business unit. 

Before setting up Space Gear Industrial Ltd., Mark was doing trading business 
for industrial welding equipments for 17 years. And then he extended his business to 
industrial safety items, a related product category to welding business. However, the 
welding business is too stable and niche, could not have potential to grow any bigger 
like the auto parts and accessories market, Mark chose to develop the new one as an 
investment. He set it up as a child company to follow the tax and other business 
regulations locally since its targeting market is totally different from industrial 
welding and safety ones. 

Like the mother company, Space Gear Industrial Ltd. was using “Try & Error” 
way to find the suitable products for the market and also developed its customers by 
time and experiences. Unfortunately, by this approach, it lost US$63,000 every year in 
the first six years. 
 

4.1.1 Sales Team and Its Performance 
Mark was forced to change all his sales members in early 2004. The sales 

manager took away several important North American customers and set up a new 
trading firm after he left in December, 2003. A few weeks later, the previous sales 
assistant made a serious mistake and caused the company lost US$62,500 due to the 
high inventory level. Space Gear team had the first serious and historical high sales 
drop in that year. 

During 2004 to 2006, the new sales team tried to get more new customers to 
enlarge the sales scale by joining trade shows and e-market places. They are all 
females, business background at school, and have working experience for several 
years, but not in auto parts and accessories industry. Although they worked very hard, 
the sales team did not break through the “break-even” roof still. The annual sales 
value chart from 2002 ~ 2006 is shown in Figure4. 
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Figure 4: Annual Sales Value Chart (in USD) 
 

4.1.2 Re-Positioning 
In the beginning, Space Gear Industrial Ltd. joined auto parts and accessories 

market as a pure trader. It carried lots of traditional parts and accessories, such as air 
wings, spoilers, gear shift knob, pedal etc. 

In the late 2004, it registered its first trade mark, SGEAR, in Taiwan, China and 
U.S.A. and tried to promote Auto gauges as key items. From that moment, it switched 
the positioning of normal trader, selling everything, to focus on auto tuning business, 
which is a smaller but profitable segment in the whole After Market. 
 

4.1.3 Marketing Approach and Spending 
Everyone in the mother company makes jokes at Space Gear team with the name, 

“the most money-burning unit in the whole group”. Two reasons that this team could 
spend such a huge amount, roughly US$40,000 per year, without break-even situation. 
(Table 2 showed the budget allocation and marketing activities of the group, 
marketing calendar) First, according to the owner’s past working experiences in 
trading, which become the principles of all the activities; he believes that more 
exposures in the market will help to have more chances to hit. That approach is called 
“the scatter load hits the bird”. The best example is joining trade shows. Space Gear 
team did not have a group of loyal customers to generate enough profits to cover its 
operation costs. So it has to join two international trade shows per year to get more 
business opportunities to enlarge its business scale. However, each trade show would 
cost US$15,000 as minimum which is an expensive marketing investment and not 
affordable for most of the small or medium trading companies. 
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Second, due to the industry nature, auto parts and accessories is much more like 
FMCG (fast moving and consuming goods) industry. It has fashions! As long as the 
car manufacturers, like Honda or Toyota, launch a series of new cars, some parts and 
accessories will be out of date and forgot by consumers soon. In this case, some 
accessories only have 6-month shelf life. No one will promote old-fashion items, so 
the team has to spend advertising fees to announce the latest designed products on 
trade magazines frequently, therefore they could keep on gaining new customers 
coming to inquiry those new items. 

In order to wash the bad name, money-burning, Space Gear team tries hard to 
manage the annual spending carefully. Its sales manager sets up the marketing 
proposal every Novembers and goes to the owner in the second week of December to 
ask for approval and budgets. They are the only business unit that make this kind of 
planning process in the whole business group. 
 
Table 2: 2006 Marketing Calendar 

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec
Official Website

AAPE

TTG

Website Ad(TTnet)

Automechanic Frankfut

2006 SEMA

Taiwan Trade Website Member

Product design fee & others  
 

4.1.4 Technology Infrastructure 
Most of the trading firms start their business from “one table, one telephone, one 

fax machine and one desk-top computer with one or two sales persons”. Space Gear 
team is very lucky that its mother company has set up the good working facilities and 
software for them to work with. 

All the team members have their own computers to take care of customers’ 
emails and process for ordering documents. They also have a simple ordering system 
to generate all the documents and materials while the sales team quotes and gets the 
orders from their customers. 
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4.1.5 Projects and Issues 
Every Decembers, Space Gear Industrial Ltd. has to deicide the advertising fees 

of annual marketing campaigns for the coming year. The management has to allocate 
the budgets to different marketing activities, such as trade shows, official website and 
B2B website programs etc. And they will also confirm the buying approach of internet 
services and choose the B2B platform suppliers. 

While discussing about B2B website programs, the financial manager had shown 
different attitude against the budget. She mentioned that sub-pages under the B2B 
websites were hard to measure the performance and money consuming. She 
complained about the B2B websites normally show the positive numbers to attract 
small or medium suppliers who want to get more customers to develop their business 
from internet, like Space Gear Industrial Ltd., but seldom provide the individual web 
page’s statistics numbers and no guarantee for the sales achievement. And one 
program averagely will cost the company US$7,600 per year. Therefore, from the 
financing point of view, this kind of “investment” for Space Gear team actually is a 
bad idea. Also, Space Gear team only got 2 customers from internet services in past 2 
years; even worse, one of them was from a free membership website. 

After the team gets all the budgets successfully, they also have to decide the 
buying approach of internet services and choose the B2B platform suppliers. Two 
approaches they might consider, “to focus on big e-market places” or “to scatter the 
spending and get as many exposures as possible”. Five B2B websites came to 
introduce their services; and the team needs to show the buying targets and reasons 
for the owner’s approval. All of the five suppliers have segmented the advertisement 
services into normal, golden and platinum levels. Higher level services will help the 
supplier to be pushed more aggressively on that website. Therefore, if Space Gear 
team goes for “FOCUS” approach, it will use fewer websites and apply for golden or 
platinum programs. On the contrast, it goes for “SCATTERING” approach, joins all 
the basic programs and free B2B website memberships to be exposed as much as it 
can. 

The last big project is about the official website. Space Gear team would like to 
build up the company image and push the sales through internet. This is the way that 
they think might help to differentiate from all the Taiwan and China suppliers. Recent 
years, Taiwan auto parts and accessories suppliers suffered from the price wars with 
China manufacturers. China competitors get the advantage of low costs, including raw 
materials, facilities, and labor fees etc. In spite of being kicked out of the market, 
those big Taiwan factories or players move their production lines to China or build up 
their own international sales team to maintain their business scales. And almost all 
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players in the market have their own official websites, but seldom of them will fully 
utilize the inter power. In this case, without doing something for the website programs, 
small and medium trading companies are really hard to survive. 

Not only working for these tough and ongoing projects, but Space Gear 
Industrial Ltd also needs to solve the internal issues. First, from the financials’ point 
of view, it has an unhealthy trend of its current condition and it seems that the team 
could not control the problems till now. All the materials’ costs are getting higher, no 
matter plastic or metal. And its customers’ buying amounts get smaller and smaller 
which makes the team very difficult to negotiate with factories. The total marketing 
expense is much higher than before, too. (Figure 5 shows the different cost structures 
as the comparison) In the past, buyers depend on trade shows and importing & 
exporting magazines to find out suppliers. Now the days, they also use internet to 
search. That is the reason there are lots of B2B platforms in the market to fulfill this 
demand. 
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Figure 5: Cost Structure Comparison Chart 
 

The second internal issue is “Human Resource Management”. Normally, trading 
firm depends on sales team’s contributions to maintain the operations and the sales 
performance will reply to the salary and bonus program. Unlike the other business 
units, Space Gear sales team is paid the fixed salary every month and does not have 
the contracts about the bonus program. They don’t set the annual sales targets in 
system for tracking and don’t have the written principles about their daily jobs’ 
descriptions. So it is really difficult to evaluate the employees’ working performances. 

They also have difficulties with their computer software. The data inputs of the 
product descriptions are not well keyed in and maintained before. That causes lots of 
confusions and troubles in the computer database. Sometimes sales people could not 
find out the old items customers had brought before while type the product name to 
search in computer system. They can’t categorize and analyze the items or customers 
performance. Sales people could not tell what needs to be pushed from data system. 
The other alarm of Space Gear team’s software part is its product cost structure. It is 
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wrong since all the marketing investments and other expenses are not listed in the 
computer system at all. Even worse, their marketing activities are hold without 
evaluations. In the past, it relied on the manager’s senses and feelings to choose the 
trading magazines to put the print-Ads. It followed the mother company’s rule to join 
two trade shows each year because the owner believed that might work. With this 
sales software, the costs that sales people get from the system are the pure 
“purchasing” prices from the factories. Therefore, sometime they feel that they make a 
great deal and gain profits from it. Actually, they spend lots of money for that deal and 
make a negative number in return. In short, the computer software does not help the 
sale team to increase the working efficiency. They might not know that they spent 
time and energy on some customers which contributed negative profits. This problem 
happens due to different versions between sales operation software and account & 
financial software. These two programs should be the same version and linked 
together so that could transfer the data for both departments to analyze the current 
situations. But they are not connected with each other. 

  It is very obviously that the whole team is busy for solving kinds of problems 
every day. They are so busy that they don’t have time to evaluate their performances, 
and plan for the future developments, or check the direction they go is correct or not. 
In the end, the worst situation they have might be, they work very hard but still could 
not survive within this business. That is why the team needs the Strategy Map. By 
setting up the template, they will have an integrated strategy with four perspectives’ 
considerations, which will remind them the goals, show a clear direction about where 
to go. 
 

4.2 Set up the Strategy Map of Space Gear 

Industrial Ltd. 
A Strategy Map contains hundreds of strategic activities, processes, and 

executions. However, while a small business unit, like Space Gear Industrial Ltd., 
would like to build up its own strategy map, which means the strategies become the 
daily jobs; the limited resources it have must be used and focused on a few key parts 
and ensure the whole integration works do create the values. 
 

4.2.1 The Sales Nature 
For a trading company, most important property is “customers”. No customers, 

no orders. No orders, no commissions and profits to maintain the whole business. The 
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sales team’s performances do decide this company’s future. That is, “Sales Nature” is 
the key element that manager should keep in mind. While describing the Strategy Map 
of Space Gear Industrial Ltd., team members make the following steps to get the 
strategies in each perspective. 

Financial perspective, the team sets up the growing strategy. They calculate the 
break-even point as the short term goal and set up the aggressive and doable growing 
numbers as the mid term goal. 

About the customer perspective, they will focus on offering product variety for 
customers’ convenience, total solution service, building up long term customer 
relationship, creating the proper images for products, brands and services for serving 
their customers. 

Since sales jobs might decide the future of the company, “Customer Management 
Process” will definitely be the most important process of the internal perspective and 
should devote more time and energy into it. 

Due to Space Gear Industrial Ltd. uses “Growth Strategy” and put it on the top of 
its Strategy Map, the team needs to select the target customers carefully that they 
would like to cooperate with, and to build up the long term relationships with them. 
Just like the marriage, you have to evaluate the one that you will live with for the 
future very detail and carefully, ant then you invest a lot to maintain this relationship. 
So does business relations. Also, the team needs to develop the product and service 
images that they could support their long term customers in the future. In this case, 
Space Gear team will have “Product Variety”, “Total Service”, “Long Term 
Partnership” and “Brand Image” as their Customer Value Propositions. 

At the last perspective, Learning and Growth Perspective, Space Gear team 
chooses the Information Capital as the first priority among the three. 
 

4.2.2 Choose the Information Capital to be the 

Strategic Key of Learning and Growth 

Perspective 
While analyzing the whole Learning and Growth perspective concept, Space 

Gear team found some interesting points that most of the small business units did not 
or could not think about these intangible assets might influence the operation’s 
performances. 

Take ordering system program as an example, many small size suppliers, that 
they contact with for business, don’t have the software to handle the working sheets 
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and other documents while running the production (such as production planning 
schedule) or delivering (like the inventory records and delivery receipt). Those 
suppliers use the simple Excel forms to make their contracts and receipts. 
Hand-written jobs are widely taken every day and caused lots of troubles if some 
mistakes happened in one of the whole process. 

Also, lots of suppliers have built their official websites and other internet 
advertisements, but seldom of them will maintain website pages, or have evaluations 
for the websites or sub-pages under the B2B platforms that they spend lots of money 
every year. That gives Space Gear team an idea, if they could fully utilize the 
information capital to support the customer management process, it might be a chance 
for them to have the strategic theme to differentiate from the market competition. 

 

4.2.3 The Strategy Map of Space Gear Industrial 

Ltd. 
The following page shows the figure of its Strategy Map. (Figure 6, Strategy 

Map of Space Gear Industrial Ltd.) 
The team needs to be “profitable” in a limited time. So they set up three 

approaches within the financial perspective, and give the priority (marked in Pink). 
The first one is to “expand revenue opportunities” and the second one is “enhance 
customer value”.  

Since their customer pool is not big enough, they need to earn more new 
customers, and then grow with the clients. As long as the sale is bigger, and the costs 
could be controlled in a reasonable range, they will get more chances to be profitable. 
After having customers, their following point is about “enhance customer value”. By 
doing so, the team could have the longer and stable relationships with clients, which 
will generate the stable incomes in return and jump out the price wars from market 
competitions. 

In customer perspective, the team would like to work more efficiently, that is 
spending right on the right customers. Therefore, they need to put more efforts in 
customer selection and then really cooperate with the selected ones. Provide them the 
best services, and offer them the suitable products with good images to make the solid 
relationships. 

Space Gear team has the sales nature, and they choose the customer management 
as their key internal process. By digging more into the four parts of the process, they 
could know more about who the target customer is, how to discuss business with them, 
and how to support them. And makes the clients know that this company is not only 
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offer products but also like a consultant that could grow up the business together. 
For the learning and growth perspective, it shows that the team chooses the 

information capital as the key one. Those arrows on the template show that they 
would like to fully utile the strength of IT, to support or enhance the customer 
management process.  

In a word, Space Gear Industrial Ltd. plans to use information capital to support 
the customer management process, so that they could create the value through target 
customer selection, long term business relationship and image building up, to have the 
positive financial results and enforce the long term shareholders’ value. 

 

 
Figure 6: The Strategy Map of Space Gear Industrial Ltd.
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Figure 6: The Strategy Map of Space Gear Industrial Ltd. 
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4.3 Product Categorization Analysis 

In order to understand the current product portfolios that might influence the 
company’s product strategy, the first step is to identify all the products that Space 
Gear Industrial Ltd. carried in hand into several categories.  
After counting the items that have selling records from January, 2005 to August, 2006, 
the team gets the four categories listed below. 

 Gauge.  
The replacement or tuning meters that measure or monitor the engine conditions or 

the car performance, such as oil temperature, oil pressure etc. These items have three 
characteristics: 

1. No seasonality. Demand is stable. 
2. Product life cycle is short. Fancy functions and trendy appearance will 

influence consumers’ buying reference. Those Japanese stylish items are the 
best sellers recently. 

3. Production process is more difficult than traditional car accessories items, 
such as pedals or gear shift knobs. 

 Gauge Accessories.  
The items that users need while installing gauges. Such as water block adaptors, 

gauge pods. They are normally sold together with gauges, seldom be purchase alone. 
Their characteristics are: 

1. No seasonality. Demand is stable, but much smaller than gauges. 
2. Product life cycle is longer. The outlook or styles seldom change. 
3. Production process is simple. They don’t need complicated injecting tooling 

or computer designed, similar to the traditional car parts production process. 
 OEM items. 

They are exclusive, customized items. Sometimes they also put on customer’s 
trade marks, and change the whole package designs by customer’s requests. Space 
Gear team could not sell them to other customers. Within this product category, there 
are two sub-groups of customers that have different customization levels. 

If a customer buys different kinds of car parts and accessories from Space Gear 
Industrial Ltd.; it will be treated as the High-Varity OEM customer. On the other hand, 
if a customer buys a few kinds of items and ask for tailor-made those items, it will be 
called the Low-Varity OEM customer. 

 Others. 
Include all the standard, normal car parts and accessories. They could be sold to 

any customers and change the buying sources from factory to factory easily. Price is 
the key concern while talking about this category. It is the one that has been 
influenced by China items most. 

Among the 371 different items, gauges and gauge accessories have 104 items, 
counts for 28.03%; and OEM items have 43 items (11.05%). The following chart, 
Figure 7, shows the ratios. 
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Figure 7: Pie Chart of Item Amount  
Source from the internal sales records.  
Period: 2005/1/1 ~ 2006/8/31. 
 

From the sale contribution point of view, Gauge and its accessories contributed 
45.32% of total sales, OEM items contributed 25.22% and others contributed 29.46% 
(Figure 8) 
 

 
Figure 8: Sales Contribution Chart 
Source from internal sales contribution data. 
Period: 2005/1/1~2006/8/31 
 

We have heard about the 20/80 rules that a few key items could generate the 
most sales for the company. From the above information, it shows the same results. 
The small amount of gauge and its accessories contribute more than half of the total 
sales. Not mention the profits are better than those generated from the normal and 
standard items. 
 
4.4 Customer Portfolios Analysis 

Since the product contribution has shown the 20/80 rule, while talking about 
Customer Management, the first part that the team has in mind is “Who are the VIP 
customers and what items they buy?” 

Gauge
39.56%

Gauge acc.
5.76%

OEM
25.22% 

Others 
29.46% 

Gauge

16.44%

Gauge acc.

11.59%

OEM

11.05%

Others

60.92% 



 27

From the sales contribution point of view, there are 13 customers could be named 
the “key customers” to Space Gear Industrial Ltd. They contributed 81.65% of total 
sales in the past 1.5 years2. These key men are listed in Table 3 with the abbreviations 
which show the countries they are from. Such as ATL-GR, represent a company has 
A,T,L witin its company name and comes from Greece (GR). 

After defining the VIP customers, Space Gear team needs to know what items 
these customer like to buy from it and re-enforce the product reference among them. 

As mention before, gauge accessories are seldom sold along. They are the 
supporting items while consumers install gauges. So Space Gear team revises the 
product groups into three for customer buying preference check. In the OEM segment, 
the team found an interesting point that, their customers also have two different levels. 
High-Varity means, the client buys kinds of items and all of them are tailor-made. On 
the contrast, Low-variety customers only buy one or two key product lines as the 
customized ones, and seldom buy other goods. All the results are shown in the below 
table. 
 
Table 3: Customer Segments by Product Category 

*Time period: 2005/01/01~2006/06/30 
 

They found that half of customers focus on buying Gauges and Gauge 
Accessories, and the other half of them are buying OEM items. 

We could say that, those VIPs take Space Gear Industrial Ltd. as a Gauges 
related professional supplier or OEM partner. 

In order to develop the long term partnership and build up the suitable product 
and service images with these key customer, Space Gear team has to invest in its 
Gauges and accessories and OEM categories more. On the contrast, if they keep 
searching for other normal car parts and accessories, they might have troubles serving 
these important clients. 

In terms of customer loyalty of these VUO customers, Space Gear team is a little 
disappointed to find that only 4 customers (marked in blue in Table 4) they have could 
fit the definition of loyal customers.  
 
Table 4: Customer Segments by Product Category & with Loyalty Mark 
 Gauge & Gauge Accessories 
ATL-GR; WWT-DE; IRE-FR; PAM-FR 
COL-UK; GDM-FR;  

Others 
 

OEM items 
High-Variety: MAD-US 
Low-Variety: ETP-AU; EUR-IT; TMS-TH; 
DSC-US; GLE-UK; LIS-JP 

 
But it is still a good thing that they know that they still need to work hard to 

improve their customer management process for the goal “long term relationship”, 
make the key customers become loyal ones. 
Did Space Gear Team earn profits from its key customers? 

                                                 
2 Time period: 2005/01/01~2006/06/30 

 Gauge & Gauge Accessories 
ATL-GR; WWT-DE; IRE-FR; PAM-FR 
COL-UK; GDM-FR; 

Others 
 

 OEM items 
High-Varity: MAD-US 
Low-Varity: ETP-AU; EUR-IT; TMS-TH; 
DSC-US; GLE-UK; LIS-JP 
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The next check is about profitability3among the key customers. From the 
profitability’s point of view, only 3 customers (marked in blue) that are really 
profitable for company. 
 
Table 5: Customer Segments by Product Category & with Profitable Mark. 
 Gauge & Gauge Accessories 
ATL-GR; WWT-DE; IRE-FR; PAM-FR 
COL-UK; GDM-FR;  

Others 
 

OEM items 
High-Variety: MAD-US 
Low –Variety: ETP-AU; EUR-IT; TMS-TH; 
DSC-US; GLE-UK; LIS-JP 

 
In summary, Space Gear team did not have enough amounts of loyal customers 

that could generate good profits. They might spend too many expenses to get the deals 
done to enlarge the sales scale, but ignore the net margin part. Take its biggest 
customer in the past, ATL-GR, as an example; this customer has the distribution 
strength in its local market and it is a price-sensitive buyer. In order to keep this 
customer buying from Space Gear Industrial Ltd., the team lowered its profit to 
prevent losing it. 

But if they look at the positive side, they still could make money from both 
Gauge & accessories and OEM categories. As long as they keep on building 
relationship, improving the product performance and brand or service images to 
customers, the team could have the chance to transfer all of them into loyal and 
profit-generating customers. 

The last step of analyzing is extending this with all the customers it has. So they 
are listed into three product groups. 
 
Table 5: Customer Segments by Product Category (apply for all customers) 
 Gauge & Gauge Accessories 
ATL-GR; WWT-DE; IRE-FR; PAM-FR 
COL-UK; GDM-FR; KSL-PO; DGL-SG 
ELC-ZA; ITN-IE; SUN-TW; SBK-SE; 
R&V-HK; GDL-TW; BOO-DE BYC-ES; 
MAR-US; 

Others 
TWT-DE; FBP-DM; WLF-US; MAS-TT 
TAI-TW; MAX-SA; MIM-IL; ICS-JP; 
WFE-TW; CMT-TW; GSI-US; SPW-AU 
RAC-SL; RUF-UK; BMP-US 

OEM items 
High-Variety: MAD-US 
Low-Variety: ETP-AU; EUR-IT; TMS-TH; 
DSC-US; GLE-UK; LIS-JP; PTA-AUS; 
SIM-IT; IDE-ES 

 
Now, there are three clear segments. Then, the team would like to develop 

different strategies to support serving these groups. With brain storming internally, 
Space Gear team gets three important strategies, and defines three key jobs for each 
segment (Table 6) 
 

                                                 
3 Profitability: the net margin the customer generated is 10% or more. 
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Table 6: Strategy and Key Job Definitions by Customer Segment 

 
They found that since their gauges & its accessories group has established a 

certain amount of customers and has the brand awareness after continuous promoting 
in the previous 3 years. It is possible to re-enforce this strength and set up the product 
expert’s image to lead its customers to carry SGEAR gauges widely. 

Before the team devotes time and energy to start gauge tuning business with a 
potential customer, they need to know how many efforts that they might spend on it. 
If the buyer is total new to the tuning business, it might not be a good idea to 
cooperate with it unless it has big strength in distribution. And car gauges are treated 
as the instruments that need to be precise; so have the profession background to 
explain all the details about gauge and its installation will create the expert image, 
especially while customers have consumer complaints or requests, they will come 
back and ask for supports for sure. 

Since OEM customers generate better profits, in order to make this kind of 
customers feel confident to work longer and further, the team sets up a process to fit 
customer’s needs from inquiring, shipping to getting payments. And after that, sales 
people will analyze the results and performances to make their own service priority 
list. Also, to discuss with OEM customers, sales people need to have kinds of 
information in hand. In this case, the sales person could adjust the lead time and the 
authorization level while serving these customers. Once again, all these contact 
records or ordering steps will be analyzed and become one of the future evaluation 
factors for the business developments. 

For the last segment, Space Gear team would like to create a friendly and easy 
shopping environment that clients could compare prices, give orders and finish 
payments online for those market competitive items at once. And since price is always 
the key concern that these customers have, to lower down all the operating costs, the 
team will need the transformational processing applications to assist these jobs.  
 
4.5 Key concerns of individual customer 

segment. 
It won’t be enough if Space Gear team sets up all the key job focus to execute its 

strategy (internally) without checking with customers’ needs (externally). They have 
to find out the key concerns that each customer segment has and make sure that their 
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plans do solve those problems. 
The team members contact with several closed customers and ask them the 

questions that they have countered while working with Space Gear team. 
 
From the gauge buyers, they mention: 

“Not enough gauges’ product information shown on official website; I need the 
installation sheets or photos to demonstrate to my users” 

“The photo image is poor; I could not use it to list on my website or making 
printed advertisements.” 

“Too many different series of gauges are listed; I will spend lots of money in 
promoting all of them. I am afraid the new designs.” 

“I would like to customize the gauges you carry, but I don’t to wait for samples 
sending back and forth to get the appearance I want. Any solutions for this?” 
 
From those OEM customers, they talked about: 

“How long will I get the production sample?” 
“Could the tooling fee be lower? What’s the difference if I make the tooling in 

China? Could you monitor the quality for me?” 
“I need to change the package but I don’t have manpower to handle it. Could I 

pay you to do this part?” 
 
From the “Others” buyers, they asked for: 

“Lower price! I could get a better quote from China suppliers” 
“I need to buy lots of items, but all small Qty. Could you consolidate the 

shipment for me?” 
“I need your latest product catalogue and price to compare with, please send me 

the best offers.” 
 

Space Gear team puts all these requests into the analysis table (Figure 9) by 
different types of information capital(IC). Then, once again, they focus the most 
important type of IC to get the immediate improvement for each segment. 
 
Figure 9: The Matrix of Customer Management Strategy & Information Capital 
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To serve the gauge buyers, Space Gear team needs to put more efforts in product 
educations and demonstrations, which is the transformation information. For OEM 
customers, the team has to see what transaction improvement that could be done. And 
since price wars need lots of logistic data to support sales people, analytic information 
will be very useful then. 
 
4.6 IT Planning and Tools 

Now the team knows they have “needs” in different customer segments, and they 
would use these needs as the IT planning reminders and try to find out what IT tools 
they could use to solve these issues and make them work smart, instead of work hard. 

After searching and studying the existed IT tools in the market, Space Gear team 
selects some suitable ones and puts them into the matrix. Below are some examples 
that the team is interested in, and the reasons why they would like to apply for daily 
operations. 

 Transformational IT tools: 
 iStore. This is the professional website program that is designed by the 

buyers’ reference and using behavior. Different with the catalogue website, 
showing everything that the company carry, this kind of website just like the 
physical shops that sell one category in the whole shop; build and design to 
demonstrate the characteristics of the item. With internet technologies, 
buyers or end users could learn the product knowledge and be interactive 
with the company. It will also help to create the expert image of the targeted 
category. 

 Communication tools. It includes email system and the popular SKYPE or 
MSN. Some companies forbid their employees to use the online messenger 
programs, because they might chat for private and valueless topics with 
friends during working hours. However, IT manager actually could have the 
online monitor program that records the chatting process and even the 
sending or sharing actions. And since Sales people mention that the age of 
contacting customers is getting younger and younger, using these 
communication tools not only will help sales people to discuss with 
customers at the first spot, but also create the image that this company is 
willing to know more about market feedbacks and use the same language or 
communication ways with the young generations which is the right target. 

 Analytic IT tools: 
 Customer Portfolios. Lots of CRM packages could be found in the market. 

Sales people are dealing with the most difficult part of the whole business 
operation, the customers. Customers are human beings, they not only have 
the business needs to be fulfilled but also have the feelings or emotions if 
they are not satisfied with the services. Therefore, Sales people need the 
helps or reminders from the information system to check what important 
parts that they might miss while serving customers.  

 Customer Profitability Analysis. None wants to spend time and energy 
without positive returns. With the customer profitability analysis, sales 
people could learn what kind of customers worth discussing further and 
work more efficiently with the priority. 

 Transactional IT tools: 
 Order Management. It includes all the jobs in the order process. From order 

entry, promising, processing, scheduling to status visibility, shipping and 
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returns & credits; it provides lots of information that sales people might 
need while getting a new inquiry or order request from their customers. 
Different with previous working situation, those experienced sales person 
might have more chances to close the deal, now with the systematic 
information database everyone could process for their customers efficiently. 

 iSupplier Portal. The key concept is from Procurement’s point of view. Like 
a small size e-market place, the system has the sourcing function what 
contains all the historical purchasing details to support the sales people to 
find out whom they should contact with while customers ask for some kinds 
of existed items or the new tooling development. 

 
Figure 10: The IT Tool Matrix of Customer Segment & Information Capital 
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4.7 Strategic Project Identification 

Since the total IT budget that Space Gear team has is US$46,875 this year, it will 
be inefficient to do all the projects at the same time. To focus on the important and 
necessary projects which have the strategic meanings for the team is the better 
approach. With the above IT tools which could be used to serve customers, the team 
would like to know the priority of purchasing. They try to find out the answers with 
two different dimensions: (1) technology maturity, and (2) business criticality. 
  
4.7.1 Technology Maturity 

“Technology Maturity” dimension captures the abilities of IT performing and 
planning Space Gear Industrial Ltd. has. They set up the five levels with definitions of 
Technology Maturity. 
 

 Level 1: Ready to release. Everything is done. Could be “on” right away. 
 Level 2: Beta testing. Prerelease. 
 Level 3: Programming. Someone is assigned to do for that project. 
 Level 4: Under research. Still looking for related information in the market to 
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build up the technology. 
 Level 5: Breakthrough concept. It is the brand-new idea, no existed programs 

about it. 
 
Figure 11 shows the analysis of technology maturity for all the potential IT projects 
proposed in the last section. 
 
Figure 11: The Technology Maturity Matrix 
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Since Space Gear team is a trading company, that is sales nature and background, 

it does not have manpower in charge of IT and just looks for the tools to solve the 
problems; most of the results are marked with level four. 
 
4.7.2 Business Criticality 

Space Gear team lists all the IT projects and defines them into three different 
information capital groups. It gets six projects related to Transformational information, 
six projects of Analytic information and ten projects of Transaction processing capital. 
If one project is needed and shown in two customer segments, suitable for two groups 
of customers, while applying, the team will just take it as one single project. The team 
also sets up the factors to examine the business criticality level of each project. 

 Customer Satisfaction. After applying it, it would help to increase the 
customer satisfactions. Higher score means increase more. 

 Profitability. After applying it, it would help to increase the profit which 
that customer contributes. Higher score means contributes more. The 
medium is 15% which is the normal profit margin for all the trading 
companies. 

 Change of the working process. While applying it, it might change or 
influence current working processes. Higher score means smaller impact. 

 Strategic Value. After applying it, it would help the company to 
differentiate from the market. Higher score means more differentiation 
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chances. 
 Risks. While applying it, the costs company needs to invest. If the annual 

investment amount for the project is lower than US$3,000 is treated as 
lower risk project; US$3,000~US$10,000 will be medium and above 
US$10,000 will be high risk one. Higher score means lower costs. 

 
Space Gear team uses the average approach to show the three levels of business 

criticality. The definition of each scale is listed below. 
 
Table 7: Business Criticality Table 

Criticality <=30 Low 
31<Criticality <=60 Medium 
61 <Criticality <=90 High 

 
On the Strategy Map, Space Gear team shows the goal “break-even” as the short 

term one; so profitability is the first priority of all the factors. Also, they choose the 
customer management process to be the key, customer satisfaction will be the second 
important factor among them. At last, all the team members understand they have to 
change or improve some working processes which might affect the daily jobs or 
increase the loading in the beginning (learning costs); then the process impact could 
be the less-weighted factor. 

The calculation format is set with the following criteria: 
 Weighted Score= 20% Customer Satisfaction + 30% Profitability + 10% Process 

impact + 15% Strategic Value +15% Risks 
 MAX. Score =90. If one project gets the highest score in five different business 

criticality selections, it will get the 90, which means 20 + 30 + 10 + 15 + 15 = 
90. 
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Table 8: The Business Criticality Weighted Scores 
20 30 10 15 15

Customer Satisfaction Profitability
Working

Process
Strategic Value Risks

4/8/12/16/20 6/12/18/24/30 2/4/6/8/10 3/6/9/12/15 3/6/9/12/15

Product Website 20 18 8 15 9 70

@- DM 12 12 4 9 15 52

Communication tool pack 12 6 6 6 15 45

Online private show 16 12 6 12 12 58

Online shipping &

package delivery status
16 6 6 12 12 52

E marketplace - 12 6 4 6 12 40

Consolidated custoemr

database
12 12 8 15 9 56

Customer Profitability

Analysis
12 24 8 12 12 68

Sales Evaluations 16 24 8 12 12 72

Product Knowledge

Management System
16 21 8 12 9 66

Product Analysis 16 24 8 12 9 69

Quality Analysis 16 18 8 9 12 63

Email Management 12 6 8 3 15 44

Potential customer

management
8 18 6 6 12 50

Order management 12 24 8 9 12 65

Accounting & Financing 8 24 4 3 15 54

Shipping 8 12 4 3 15 42

HR 4 12 6 9 15 46

Project Management 20 24 8 12 9 73

Inventory Management +

POS system
16 18 4 9 9 56

isupplier portal 4 24 8 12 6 54

Forecasting 8 6 8 9 12 43

Weighted

 
 

The above information shows that Space Gear team has to focus on these high 
scored projects from business criticality’s point of views, they are: 

 Transformational Information Capital: Product Website. 
 Analytic Information Capital: Customer Profitability Analysis, Sales Evaluations, 

Product Knowledge Management System and Product Analysis. 
 Transaction Processing Capital: Order and Project Management. 

 
Now the team has two dimensions of results to consider the purchasing priority. 

They use the Aggregate Project Map to show the status. 
 
4.8 Set up the Project Priority List: Applying 

Aggregate Project Map 
While considering with two dimensions, the team gets the clues for allocating its 

IT budgets. 
This Aggregate Project Map tells that projects listed in the yellow area are easy 

to apply and has medium level of business criticality. Space Gear team should start to 
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process them at once to have some improvement progress.  
For the pink area, since the team has limited resources of money and lack of 

abilities to handle those immature but important IT projects, they should finish the 
other parts of projects then go for these difficult ones after that. 
 
Figure 10: The Aggregate Project Map (Wheelwright & Clark, 2003) 
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In summary, the team finds out the IT tools that might help it to serve all 
segments of customers, and uses Technology Maturity and Business criticality as the 
two dimensions shown on the Aggregate Project Map. From the map, they know that 
if they want to spend their budgets and energy efficiently, they should work on from 
the yellow, white to pink area projects as the direction of the purchasing priority. 
 
4.9 Budgets Allocation of Information 

Technology Projects  
Most of the time, the annual budget is allocated by the previous sale contribution 

for individual customer group. Therefore, Space Gear team could spend 45% of the 
total budget for gauge buyers, 25% for the OEM customers and 30% for the rest of 
the customers. 

Also, the team has studied the key concerns that each segment has. Together with 
budget allocation ratio by sales contribution; they make a combined table with the 
project priority and the key problems needed to be solved like the below one. (Table 
9) 

Take the upper-left segment as an example, it shows that it is the most important 
segment in the whole table (ratio marked in red). It contributes 45% of total sales and 
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get 45% budget allocated in return. This group of customers has the issues about the 
transformational applications. Space Gear team finds out three projects to support this 
part. They will start from the green ones, which have more technology maturity and 
medium business criticality and then execute the red project which is less matured in 
technology but higher rate in business criticality. 

The second important customer group in Table 9 is the “Others”. This group has 
two application issues. Yellow one, transaction processing application, is the main one 
and the light brown one, analytic application, is the sub. The blue projects listed in the 
yellow part will be handled first since they are easier to deal with. But the red ones get 
higher ranks in business criticality; therefore, they will be taken care right after those 
blue ones. Same rules within the light brown segment. 

And the team gets the conclusions that with US$46,875 this year, they will spend 
as the below allocations: 

 US$21,094 for the gauge product website since the @-DM and communication 
tools are easy to apply and costless. 

 US$11,719 for serving OEM customers with the priority  
1. Email Management 
2. Potential Customer Management 
3. Logistic Modules: Inventory Management and Shipping 
4. Accounting & Financing Module 
5. Human Resource Module 
6. Sales & Service Module: Consolidated Customer database 
7. Project Management 
8. Order Management 
9. Customer Profitability Analysis System 

 
An interesting point that some ERP packages might fulfill the needs from the 

priority #2 to #9; as long as the team chooses the ERP system with these modules, it 
will be much easier to solve these issues and get obvious results. 

 
 US$14,062 to serve the price-sensitive buyers. However, this investment might 

be risky since market competition might make them come and go frequently; 
Space Gear team should spend the money into the easier part and monitor the 
results to see if need to switch the budgets to somewhere else. Before that, the 
team still follows the efficient working rules that applies the iSupplier Portal and 
Supply Chain Management first and then builds up the Product Knowledge 
Management system, Product Analysis and the Quality Analysis.  

 
Once again, the logistic module of the ERP system mentioned in the previous 

part could support these buyers. 
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Table 9: Priority Projects and Budget Allocation Table 
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