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1-888-JUNK-VAN is a waste collection business owned by Marcus Kingo that has been in operation for over a year. Despite seeing an increase in its sales, the Company has been facing many challenges. As soon as Kingo saw the opportunity to grow his Company geographically, he did so, without thinking of the repercussions. 

Considering his low cost business model, maintaining low expenses is crucial. He therefore chose to operate his business without a physical office, and have the communication of information between employees done virtually. With that being said, emphasis and importance should have been placed on the accuracy of their communication tools. That however, was not the case, and thus created problems with the sharing and keeping track of accurate information, as well as the limitation in the ability of employees to perform their tasks. There are a lot of opportunities to improve their information system, such as remote access, real-time data, or a centralized database that will result in more accurate information and less inefficiencies. In addition, these information inaccuracies and inefficiencies have also negatively affected their relationships with their customers as well as the overall reputation of the Company. 

This report will discuss and analyze 1-888-JUNK-VAN’s problem through its causes and symptoms, in order to find the best IT solution for Kingo’s needs. 

Kingo mentioned several criteria for which he wishes the IT solution will fix. Therefore, an analysis on these requirements will be done as well, to note whether or not they are in fact mandatory or simply desirable with respect to the problem. Using a decision matrix, weights have been allocated to each of the business criteria such as cost, implementation time, ease of use, scalability and risk, amongst others. 

He has also proposed several possible IT solutions, for which this report will also evaluate, ultimately leading to find the right IT solution to meet his business needs.  Importance was also placed on the centralization of data and remote access due to the business’s current operations. Out of all the proposed solutions, SaaS came out to be the best fit when looking to resolve Kingo’s problem.

Finally, an implementation plan will be created for SaaS, highlighting the steps and changes to the system. 


[bookmark: _Toc463400969]Situation Summary 
1-888-JUNK-VAN is a waste collection business launched in 2008 by Marcus Kingo. The idea for this business came to him when he gave his friend a hand in disposing unwanted items. Kingo created and operated his business without a physical office, where all communication between employees is to be done virtually. Kingo’s vision for the Company is to offer professional services at a competitive price.

The Company is relatively small in size, employing only six employees. Over the course of its operations, it has expanded rapidly, but with it, has experienced multiple challenges such as “operational complexity, and inefficiency and errors” [footnoteRef:1] amongst other things— it ultimately became difficult for Kingo to manage and maintain his business operations.  [1:  Jimenez, L.L. and Neufeld, D. 1-888-Junk-Van (pp.13), 9B11E025, Richard Ivey School of Business Foundation, 2011, 15 pages.] 


In order to meet his business needs, Kingo has come up with five possible IT solutions: Microsoft Access, Customized Application, Google Docs, Platform as a Service, and Enterprise Resource Planning. 
[bookmark: _Toc463400970]Causes
With the way 1-888-JUNK-VAN is running, the operating inefficiencies are causing many problems. “On several occasions, the clerk accidentally sent the wrong version of the database to the morning operator, and as a result some jobs that were already booked no longer showed in the database and did not make their way onto the spreadsheets used by the drivers”[footnoteRef:2].  [2:  Jimenez, L.L. and Neufeld, D. 1-888-Junk-Van (pp.17), 9B11E025, Richard Ivey School of Business Foundation, 2011, 15 pages.] 


One of the main causes of inefficiency is the use of decentralized database. Each employee currently uses a separate data storage located on their personal computers, resulting in a highly inefficient process where there is no remote access. The database file is transmitted from one employee to another through email in order to complete each task. For a business operating virtually, excellent communication of information is a key factor for the business’ success. 
 
 


[bookmark: _Toc463400971]Problems
Kingo has difficulty keeping up with the rapid business expansion because of negative impact from the operating methods used. The increasing information handling errors are also causing Kingo to lose customers. Because 1-888-JUNK-VAN is unable to keep up with the business’s operations due to its rapid growth, it is costing Kingo a lot of time and customers to fix errors seeing as the operational handling complexity is on the rise. “Unfortunately, this scenario had occurred more than a few times, with increasing regularity as the business grew. Kingo was frustrated about suspending bookings in order to chase mistakes”[footnoteRef:3]. Further, Kingo does not overlook the company operations on a regular basis; therefore he has lost touch of the business due to rapid expansion. For example, he only receives the spreadsheet the next day when the jobs are completed, which he only looks at for the purpose of paying his employees. Finally, the issues of the company are hindering Kingo from improving customer relationship management. [3:  Jimenez, L.L. and Neufeld, D. 1-888-Junk-Van (pp.17), 9B11E025, Richard Ivey School of Business Foundation, 2011, 15 pages.] 

 
[bookmark: _Toc463400972]Consequences
These problems are negatively affecting 1-888-JUNK-VAN, “customer service quality was suffering, which damaged the company’s reputation. Errors in customer contact information, forgotten emails, manual calculations and billing mistakes caused negative customer interactions”[footnoteRef:4]. This demonstrates the results of an unorganized system. Due to such a system, it gives the drivers the advantage to enter inaccurate working hours as they are not being tracked, and there is no control over the driver’s tasks. “For example, simple administrative tasks (e.g., contacting helpers, going back to the customer site to collect money) took up a lot of the drivers’ time. Even though some templates existed for drivers to send their information to the data clerk, they rarely used them, so the drivers’ data consolidation was very time consuming”[footnoteRef:5]. Consequently, the time used to compile data results in high labour cost for Kingo. And the company is missing the opportunity to extract valuable information from data to make important decisions. [4:  Jimenez, L.L. and Neufeld, D. 1-888-Junk-Van (pp.17), 9B11E025, Richard Ivey School of Business Foundation, 2011, 15 pages.]  [5:  Jimenez, L.L. and Neufeld, D. 1-888-Junk-Van (pp.17), 9B11E025, Richard Ivey School of Business Foundation, 2011, 15 pages.
] 
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Candidate 1: Microsoft Access
Database management system from Microsoft office applications which can be installed on multiple computers, allowing users to access the data.
	Pros
	Cons

	Kingo can easily perform local installations in several computers
	Kingo doesn’t know how to install MS-Access on shared server for remote access

	Implemented in short time period, couple of weeks
	Manual update required each day for the database if there is no remote access

	Centralized information system to be accessed remotely through the Internet and a secure virtual private network
	To install remote access for multiple users there is extra cost per user licences, and hiring professional development assistance

	Low cost alternative solution
	



Candidate 2: Custom Application
A web-based system that can be customized to Kingo’s business requirements for a central database, remote access, and basic functionalities. 
	Pros
	Cons

	Kingo can build exactly what his business needs to operate efficiently and include user friendly solution
	The customized application may not respond to changes of the business  

	Real time access can be implemented with a centralized software
	2000$ start-up cost plus the maintenance cost of 60$/hour/developer, there is no estimate of how much maintenance will be required

	
	Data migration is not included in the quotes

	
	Kingo could not see what the software does before paying for it, he risked his needs not being understood, risk of higher costs post-implementation for support, and longer programming times




Candidate 3: Google Docs[footnoteRef:6] [6:  Jimenez, L.L. and Neufeld, D. 1-888-Junk-Van (pp.6), 9B11E025, Richard Ivey School of Business Foundation, 2011, 15 pages.] 

“Online applications that could be used to create text documents, spreadsheets, slide-based presentations and forms
	Pros
	Cons

	Users can work in a collaborative system environment, meaning that multiple users can use the same file at the same time, anytime. It is also accessible from different types of devices. 
	All the data would be put into one single and large form; therefore the data could not be cross-referenced like in a relational database. 

	There is an option to instantly message another user who is simultaneously online, for further clarification.
	Customer service support is offered through online blogs and forums, and could be difficult to address any problems. 

	It is the cheapest alternative provided by Kingo, at $5 per user per month, for up to 10 user accounts. 
	If Google decides to suspend or cancel the service, then all their data would be on the Google servers. 

	The software is quick to implement and very easy to use. 
	

	Data migration of their current files to a Google Docs system could be done in only a few weeks. 
	



Candidate 4: Platform as a Service
“The provision of computational resources -- namely hardware, storage, network capacity and some basic software functionality -- on demand and through the Internet”.[footnoteRef:7] [7:  Jimenez, L.L. and Neufeld, D. 1-888-Junk-Van (pp.7), 9B11E025, Richard Ivey School of Business Foundation, 2011, 15 pages.] 

	Pros
	Cons

	The software is easy to build. Seeing as Kingo has a beginner’s level of IT, he needs a software that is not too complicated to implement. 
	If Kingo wishes to customize the PaaS, it would come with an additional cost of $180 per hour. 


	Implementation and data migration for Platform as a Service is very quick, taking approximately three days.
	Kingo is unsure about his competence in IT in order to take advantage of the software. 

	Kingo has the ability to customize the software to his liking; to keep only what is relevant to his business. 
	

	It is a relatively inexpensive alternative solution if Kingo requires no customization. It would cost from $300-$600 per month. 
	

	The software is scalable, which is very important for Kingo seeing as he is looking to further expand his business. 
	

	Kingo has the ability to cancel this service whenever he wishes, with one month’s notice. He is also not bounded by a long-term contract if this software does not work out as hoped. 
	

	PaaS is a tested software, so Kingo can be rest assured that it works well. 
	



Candidate 5: Enterprise Resource Planning 
ERP software has the capacity to centralize data from key business processes such as finance, sales and production into a single database which can be accessed remotely.  
	Pros
	Cons

	Centralized database across multiple departments allow for all information to be shared across the company in real-time. This would eliminate 1-888-JUNK-VAN’s data silos and reduce the risk of errors.
	Costs of licensing and implementing the project are expensive, especially for the small businesses. The software is not scalable per user; the cost is too high for companies with less than 20-25 users. 

	ERP systems can also be accessed remotely, allowing employees to work from anywhere and support the business virtually.
	The software might not have the corresponding business processes in the software. Mainly major business processes are programmed into the system (i.e.: accounting), whereas Kingo only requires the software to accomplish specific business task, such as customer information entry and scheduling.

	
	ERP systems tend to have a high learning curve. The drivers currently do not fill out their forms properly, so they would have difficulty using a new ERP system. 


Candidate 6: Software as a Service 
Just like the PaaS, SaaS is a cloud-based service. Instead of offering a platform for development, SaaS allows customers to use a software hosted by a third-party on the Internet. Examples of SaaS include LightSpeed, SalesForce and QuickBase.
	Pros
	Cons

	Costs are paid on a monthly and by user basis, which makes it a relatively cheap and scalable solution. Businesses can pay for as long as they require the business and simply stop paying when they no longer need it. 
	The application is hosted on the provider’s server; businesses have to depend on them to maintain and keep the software running. In the occasion of an incident, the company will have no control over the situation. 

	Maintenance, backup and security are all managed by the service provider. The provider can also assist with technical errors, set-ups and all other inquiries. 
	Information on cloud storage is at risk of a security breach and data loss. 

	Cloud-based technology means it is accessible remotely and real-time. The data can also be centralized into a single database instead of separate data silos.
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Cost – It is the cost required to purchase, develop and maintain the selected software. Since the business is small and has limited capital/human resource for IT, then cost is an important criterion for the selection of the alternative and was weighted at 20%.

Implementation time – It is the time required to fully implement the project from start to end (Planning, deployment, training, etc.). The longer it requires to implement the solution, the longer the problem will persist and continue to negatively affect the business and customer relationship. This is important to consider as it would result in a loss of potential profits and clients. This criterion was considered as equal value to cost and was weighted at 20% as well.  

Ease of use – It is whether the application’s interface is user-friendly and users are capable of using it with ease. This should be considered in the decision as the clerks and drivers may not be familiar with technology and would ease their transition into a new system. This helps reduce error inputted by end users and decrease training time. This was weighted at 20% of the total score because there is no way of assessing the level of IT that his employees have and so there is no point in investing in a software that could potentially cause more damage to the business if not used properly. 

Risks level – It is the probability a project will fail due to unforeseen circumstances. This needs to be considered in the decision as the least risky project ensures the software will be operational after implementation. This was weighted at 15% of the total score.

Ease of implementation – It is the level of technical skills required to implement the suggested solution. This could range from using a web browser to fully developing the software in-house. This has to be considered because the solution can only be implemented up to the owner’s technical capabilities/knowledge since he will not hire an IT staff member at the moment. Therefore, this criteria was given a weight of 10%.

Scalability – This allows the business to adapt the software to their growth and changes. The owner will be able to choose the software that will fit his current needs with the potential to scale it to the business growth. This is important to consider as it would simplify the process of increasing users and upgrading IT systems without having to implement a new one. Hence, it was given a weight of 10%.

Vendor support – It is the help provided from vendor from setup and technical support. This also includes the brand’s and the product’s reliability. This allows for the owner to ensure the vendor is reliable and provides technical help whenever required. This is necessary for the owner as his IT knowledge is limited and will help for any future problems. This criterion was only given 5%, considering the implementation should be sufficiently easy enough to not require much support from the vendor.
[bookmark: _Toc463400975]Decision matrix

	Criteria
	%
	MS Access
	Custom Application
	Google Docs
	PaaS
	ERP
	SaaS

	Centralized Data
	
	Y
	Y
	Y
	Y
	Y
	Y

	Remote Access
	
	Y
	Y
	Y
	Y
	Y
	Y

	Weighted Criteria

	Cost
	 20
	4
	1 
	 5
	3
	 1
	3

	Implementation Time
	 20
	4
	1
	 4
	 5
	 1
	 5

	Ease of Use
	20 
	 31
	 4
	 2
	 5
	 2
	 5

	Risks Level
	15 
	 4
	 1
	 3
	 4
	 2
	 4

	Ease of Implementation
	10
	 2
	 32
	 5
	 3
	 2
	 4

	Scalability
	10 
	5 
	 5
	 1
	 5
	4
	 5

	Vendor Support
	5
	 3
	5 
	 2
	 5
	 5
	 5

	Total
	100
	3.65
	2.4
	3.35
	4.25
	1.95
	4.35 


1 = Low score; 5= High score

1It is assumed the ease of use will medium because the employees would still be using the same application. The clerks are familiar with the system, but the drivers would still have difficulty inputting the right data. 
2It is assumed the difficulty level of implementing a custom application will be medium because the technical development would be outsourced to the service provider.

[bookmark: _Toc463400976][bookmark: _GoBack]Recommendation
Based on the decision matrix table, the solution best suited for Kingo’s problems is Candidate 4 - Software as a Service. With SaaS, Kingo would have access to the following functionalities, which would address the cause of 1-888-Junk-Van’s problems:
· Centralized - The data will be located in a single repository. Kingo and his employees would all be able to work on the same database, reducing data duplicates and errors. 
· Remote access - The database can be accessed from an external device. This allows all permitted users to access the database from any location/computer terminal.

It would also have the following features to help simplify the business processes:
· Real-time data - The data can be updated on the spot and help prevent delays between data entries.
· Email automation - Customer communication can be simplified through automation by sending automatic e-mail to customers when pre-set conditions are met (i.e.: request confirmation, invoice, and reminder).
· Data migration - The data from the previous database can be transferred through automation. 
· Compatibility - It can be compatible across different devices (Mac/ PC/ Computer/ Mobile/ Tablet). This would allow the drivers to view the necessary information while on the go. 
· Simultaneous access - Authorized users can access the database at the same time.    

Furthermore, SaaS is leased rather than purchased in entirety.  Payment is done monthly and per user, allowing companies of varying sizes to pay according to their necessity. For example, QuickBase can cost from $1,080 to $2,880 per year for the six employees at 1-888-Junk-Van. It could range from their most basic package (15$/ month/ user) to having all the features ($40/ month/ user)[footnoteRef:8]. The business would also have the option to expand the number of users needed or could also stop using their service whenever they want. [8: QuickBase adapts to all your needs, and so does our pricing. (2016). Retrieved October 04, 2016, from http://www.quickbase.com/plans-and-pricing
] 




As for the ease of implementation and time required, SaaS does not require any installation or software development. Most providers have customizable interfaces, so the owner would only need to focus on the interface customization to ensure the system will fit his business model and be easy for his workers to use. Maintenance, backup and security would all be managed by the provider. He would also receive help with technical errors, set-up and all other inquiries, removing the need to hire a full-time IT personnel.

However, there are a few factors that Kingo needs to take into account with this solution. Because the application is hosted on the provider’s server, businesses have to depend on them to maintain security and keep the software running. In the occasion of an incident, Kingo could be faced with data leaks/losses and temporary closure of his business. Kingo would have to depend on the provider’s ability to mitigate the risks and to resolve problems as soon as possible.
	
[bookmark: _Toc463400977]Implementation
The first step in implementing SaaS is aligning the business needs and requirements with the new software solution. For 1-888-JUNK-VAN, Kingo will need to collect all the accurate information about the current system. It is essential for him to analyze all the current processes within his company in order to find an optimal solution. The objectives of the implementation should consider what each employee needs to access, and how the new IT solution will help carry each task more accurately and smoothly, while providing remote access in order to have the data updated automatically. An important constraint to include in the objective is the budget and the timeline of the project, as Kingo needs to fix his problem within couple of weeks. Finally, the software should be evaluated in terms of the revenue generated, or cost savings with respect to the new implementation.

Next, Kingo must consider the design plan for the network infrastructure, such as the security management, disaster recovery, scalability, centralized data and remote access, as well as the ease of use of the new system. He must send a Request For Information to SaaS in order to receive more information about the software and what sorts of options he has for customization, in order to better suit his business needs and objectives. The company’s expansion and changes should also be scalable with respect to the solution. In 1-888-JUNK-VAN’s case, the SaaS implementation was chosen as it fit well with the company’s criteria.

Having the infrastructure design set in place, the next phase includes the testing of how well the software performs. The functionalities, such as automated emails, data migration, and compatibility with other devices, response time, and the system reliability must be verified to ensure stability of the software.

Once the software is configured and integrated for use, the employees must be trained on how to use the system. Due to the employees working from their respective locations, a detailed guideline should be developed on how they should carry out their tasks, which is to be used as a training method. To measure the software’s success, the users’ opinions should be collected. The performance of employees should be enhanced and they must be able to use it at ease. Working closely with users’ perspective on the new system will help the company adjust the software as necessary.

Along with the training, governance, and contingencies plan; documentation should be done throughout the project. This will provide a detailed structure of the software implementation steps, for the purpose of adapting to changes and updates in the future.

Data migration should be done once the new system is up and running, to transfer and organise all the information onto the new software. This will centralize the data of the company in one location, and the old previous database will be shut down.
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