
MSD K]EY AREA PAP

1994

L MSD infbsion

To enhance theCompan@s competitivepositionby,-

a=tasiq operationalefffdenciesand timeiydecisionmaking through
measurablybe= and more compatibleinformafionsyn=.

Himmsing themost appropriatetechnologyand designingnew
businesspracticesto enhance BATCo's efrectivene3s.

7- 1994 and Beyond

BATCo's airnistobecome theleadingtobacco company by buildingbrand

valuesand _Vowing pmfit yearon year.

- Increasingvalueofoverau Brand Portfolio
- Developingpriceleadershipstrategies
- Becoming lowestcostprovider

Svmmlirdng organisationstruaures
Developing top-cL-Lssmanagement

These su-aeesdeswiU *act allfunctions,includingIT on which theimpactwiR

be two fold,firstly,supportingthebusinessto 6, e and subsequentlyachieve
thera&cal savingsand -t ndlyon condmjingtoimprove itsown productivity,

serviceand professionafimm

The majorchallengestoI.T.wiU deiiveEmnu

- BustnessImprovements
- Technology Changes
- \4anag.,ieiiofIT GlobaUy
- Value forMoney

F-achof theseisdiscussedinturn inthe fouowing four sections. Fora

comprehensiveviewon L\ISD'sdirectionthroughoutBATCO, thispaper should

be readinconjunctionwiththe[areaversionof IT Best PracdcM publishedin
1993.

3. Business Improvements

IT isan essentialand aiticalweapon againstcompetition, but to be used

effecfivdy,the IT strategymust be integmed with thebusiness =Mu- A

key eiem= ofthisintegrationisownerslip ofprojects by business managers

and the provisionOf W-.time qualityPrOje= managers from linefunctions-

The buslnem knpmvemom focus on fivekey aspects:-

- gloWisatior4internationalbraids and in@onal logistics

management

- bustnessprocess and organisationalstructureflemidity

- re&=g cycle times and responsivenms inthe totalsupply chain
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newperformancemalum tomonitorachievein=
managanem oftheexternalenvironmentofcompi:dtom
governmentsand excise.

The ITIISStrategyandtheKey 1994/95actionsand projectsareexplained,
and how dleysupportspecificaspectsofthebusinesss=eU, inthenext
sections.

3.1 Globalisatio-m-Mationalisation

Stratezy

The globalaspectsof businessstwmg aretobufld@@onal and regional
brandvalues,wWa mai@g strengthofdistributedOpCo'sclosetothe
consumer andtobecome thelowestcostprovideron a globalbasis.

To be thelowestcostproviderallcostsand cycledmes intheTotalSupply
Chainfrom'seedto'const=ee,whetherunderthedirectcontrolof BATCO or
managed by thirdparties,must be criticallychallengedand replacedwith
strc=iined.simpged processes.The optinwsetofimegmed processc3to
operateon an 4mwnationalstageneed tobe definedandthosewhichdo not
constituteBATCo's coreexpertiseshouldbe outso=ed. Thiswillnotbe
achievedwithoutaradicalapproachand co-ordk=ed directionofallactivities
aroundtheworid.Independentfimctionalknmveme= suchas 51.1@
reductionsinfimctionalcostswillnotbe staffi-ent.MM's rolehereistohelp
intheanalysisand modellingofthebusinessprocesses.

The supportingrr/ISstrategyis toensure:

Fasterandmore comprehensiveinternaland regionalcom=nicatiom
- Provisionofinformationrfsmm anddatabaseswithupdateand access

facilitiesacrossnationaland functionalboundaries.
- Identifyand enableopportunitiestomove tocon=on business

processesacrossOpCo's and simplifyprocessesand eliminatewaste.
- Developglobaloperationalmodel fbrservicingmarkets.

Problem&lmes tobe consideredare:

RcUAiEty, 2LNmilabdity,security,fie@dbdityand costofatn-e= con=nn@cations.
Wasted management timeinraisingquestionsand receivinganswa3 to and
from OpCo's. Wastedeitortinroutineinformationproductionincaseofneed.
Common definitionsofprocesses.

199415Action&/Proiects

- Developandimplementfle:dble,scaleable,costeffecciveglobalnetwork
pmvidingstandardcm=umicatiofm6cii;riesnlehasLotusinotes,
throuchout1994.

c@

C:)

cr%
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Common synerm cannotbe implementedunlessOpCo's adopt the

same way ofperformingbusinm acdvitim Throughout 199415we
willcout@me tokkra* where procesm canbe rationafisedwith=
lossoflocalcontpe6dvcmw. SpeciffcaUywe will::

- Complete implementationofBPCS and CHAMELEON,

impkmendng co=non processesand supportbusinew

improveinemtowardsMRPII Class'.Vuni&

- Develop TM & D businessplanand benefits=c forField
Force system forcustomerdataby August 1994.

Review objectivm cosr,benefitsand risksforbusinessplanby
September 1994.

- Develop Phase I Pfst= forRE-NLARY.IAARKSMAL%4 and
implement systeminBATGTD, basedon changed business
practicesand new =oumabihes by September 1994

- Agree common datadefinitionsthroughoutBATCO to enable

quick, simpleand secureirdormationexchange from and to

anywhere intheworld and reduceunnecessarypaper flows.
Agree key dataitemsand definitionsby end 1994.

3.2 Fle--ibility

Strate--v

The businessstrategywillrequireorpnisadonalsmucmm which areboth
simpleand easyto change torespond tocompetitiveactionsor to_wasp

opportunitiesforrationasarion.Intemationaltogisricsand globaloperations
willbecome increasinglycritical.

The ITIISsn=egy willbe to:

Ens= thatinformationsystemsand technologysolutionsaredesignedto
enablethecompany toadopt any requiredstructuralchange easilyand quickt,v

without lossofcaritrolor increasingcosts.En=e thatinformationrynem are
B='ble inoperatiom easyto maintainand basedon common datadesigns.

The problems tobe consideredare:

Lack of con=on businew process-3and approach throughoutBATCO,
which hinderscommon system d @elopm=L

- Lack ofcommon datarmfonnadordefinitions.
- Balancebetween central&c=e and decm=adsed decision-making.
- Rmsabie code and theeffe=ve introductionofrapiddevelopment

techniqueswiU be addressedwhere appropriate.

1994/1995ActionstProiem
cr\

- implement con=on Salesand 'LvfarketingsystemforBelgium and

Hoflwd by September 1994.
C:)
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Implementcommon maml&c=ing and dis@tion systemforBelgium
and SouthamptonbyAug= 1994.

Implementconunon systemtosupportr*onai;sationpolicysetby
Lmn AmericaRBU throughout1994.

Developcommon methodologyfbreffectiveSalesandOpwafiotW
Planningprocessestobalanceden=d from a groupof marketsand
supplyfrom one ormore productionunitsby end 1994.

3.3 Rest)onsiveness

Str2tea-v

Thisaspectof businessstrategyistoreducethecycletimebetween ident&ying
competitiveopportunitiesto implementing&Mopriuc response,whetherthese
be markeringopportunities,costreductionor speedingup anyaspectof Elie
supplychaintotheconsumer.

The ITIISstrategywillbe:

To review,inconjunctionwithseniormanqemem businessprocessesaz4
whereverpossible,recommend changeswhich willeliminatewaste,duplicate
activitiesorreducecostsand time.

To helpidentifyand supportimplementationofcommon businessproces
aroundthegroup to supportsynergyg6n!@ structuralffmlilityand
implementationofbestpractices.

The problemsfimuesto be takenintoaccountare:

Unclearaccounubilitiesacrossfunctions,RBUs and OpCo's forsome
partofsupplychain.

- Development ofBest Practiceforallaspectsofinternaland e;aernai
logistics.Inadeqme perfannancemeasures.

- Fonningsu=4c partnerskipswiththirdparnes.

1"4/5 Action3/Proiects

- Implement integratedmanu&=u-ing svstenisinaccordancewithoverall
ProjectTEST deadlines.

Review purchasin&payingandsupplyingofmaterialstocutactivity
and coststhroughapplicationofEDL con=cuw agreementsand
information=change withkeysupplierstoSouthamptonby
December 1994.

Review Southamptonactivitiestoimplifyprocessesandwmfnae,
wherejustified,toacifieveNWII ClassA andreducecosts,and
incorporateagreedactionsarisingfrom theBooz-AUen study. C:)

.C::b

co
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Develop in-marketsale:sandinventorylevelsfbrecastingmodelsfor
RBU:E exportmarketsby end 1994.

3.4 lqewPerformanceMemum

Strateffy

To supportthebusinessstrategyofdevelopingand monitoringnew
paformancemeasurestoreflecta== citical&=n suchasconsumer
sadsficdon,totalsupplychainmanagement and worldclusnaffmg.

The ITIISstrategywillbe:

To continuetodevelopinformationsystemsasdemanded tocoflectdataand
reporton agreedperformancemeasures.On occasionsprovidemodding or
'whatif'capabilitiestoevaluateeffectivenewofproposednew measures.

The problems(L%suestobe consideredare:

- CLuificatiortofaccountabilitie3withinandacrossbusinessareas.

- Inadequateperformancemeasures.

- Criticalissuestobe deiinedso thatrequiredmeasurescanbe identified.

- Common datadefir@tionson which tobase measures.

1"4/5Actions/Pmi"

- DevelopandreportNWII CLus'A!perfora=ccmemuts,
throughout1994 asagreedby each OpCo andRBU.

SupportforPQRS, BATPPOBE throughout1994.

Identifyandimplemem toolsformanagerstoaccessoperational
informationand producetheirown performancereports.

3.5 Ewhmument(Excise

Strat

Givena business=wmff of tryingtomanage andinfluencethecaurw
environmentofgovernmentalacticillobbyi@ occiseanddutylevies.

The ITilSstrategywillbe:

To provideinformationdatabasesto ensurecomphame withle_4*1@onand
consistentapproachinpresainingofcasesaroundtheworld andtocounterand
challengecompetitiveft=m

The Luue ofhsufecientinfomiaficnon whem how andwhat isrequhtd, CN
exceptforn=tory and voluntaryobligationswillbe addressecl

CD
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L294/5Actions/Pmie-co

Remarkl&fark=ian(see3.1above)

Develop an emise informationdatabaseforuse by OpCos and the
cam asa basisforirduencingolriw change&

4. Technalary Str-Atety

Stratery

New softwareand hardwareand telecor=tuicationfacilitiesarebecoming
availableateverim@ ratesand lowercosts.These aredevelopingso

rapidlythat,atpre=t, them areno "de EL=o" internationalumuiards.On the
otherhand, thenew &cilitiesoff@m@ cannot be ignoredas theyarenecessaryto

sati@g thebusinessknparativesdescribedabove.

The IT/ISstmegy, inthism*o=em wdl be:

Develop technologystandardsforBATCO which ensurespeediersystems
developmm lower localsupportcostsand system integrationa:&requh-ed.

The technologywiU be basedon a niixof cfientiserverand AS/400 topin the
fullproductivitybenefitsfrom new technologieswhgst preservingthe

inves=em incdsdng syncm& The BATCO IT ==egy wiU be consistentwith
theBAT Indusuies'lEsxhLevelIT Policy.

199415Actions/Proiect3

There willneed tobe an elementofdic=e from thecam-r-after
consultationwithOpCo's ofapproved produas,technologiesand LT.
supplierspresenceand qualitywithintheregions.

- The LT. BestPracticespaper,publishedlastyear,willbe thesourceof
latestapproved productsand technologies.The paperwillbe

maintainedby theSmiegy and ControlSectionofBATCO ),iSD,with

participationfrom aU MSUS. Itwillbe mandatoryforallOpCo MSD's

toadheretotheBe% Practices.An mi& progr= willbe agreedwith
eachRBU and LuemationaiAudit for1994/1995.

- -En=e 6A valuefrom me@g technologyinvestments.New

technologieswiU onlybe adopted ifessentialforbusinessimpmvement

S. Nlanatement ofrr Globagy

Stratery

We willcontinueto seekways ofimprovingco-operationand synergy
throughoutBATCO toavoidre-in@z thewheeland supportingBATCO

LM
globallywithreducedunitcosts.

C:)
rli

Thisva requirea clearconunianentfrom RegionalDirectorsand RBUs on C)N
theneed fbra greaterdeg= of coritrolconwhation andtimeiyinvom=ent 1%-%

on staffing and procedures Emm the cemm. rl-i
C:)
Lil
C:)
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1"4/5 Actionv?miem

We win focuson:-

- Worid ClassSuffing
- Regionaluseofscame rT skii[s
- Con=on rr/ISproceduresandstandards
- ImplementationofIT BestPrac&w
- Ensure allLMSD's uc cotnm=iagy focused.

lncreaseawwmeu OfOPCO m2r'2 emm on valueadded by IT and
how to manage and exploitrr by continuingand followingup the
S=Ce&ldw BusinessSysum Workshop programme.

IntheU.K we willseekways to reduceinternalMSD bureaucracyandfocus
Oftstrategicactivities-NOn-smatetc activitieswillcontinuetobe idermfiedand
outsourcedthroughout1994.

1-ighterProjectcontrolstandardswillbe adoptedby July1994 fbruserprojec.-
managen and @N4SDprojectleadentobuildan theimprovementsinprojcc.
management implementedin 19r).

Ser%;iceperformancetargetswillbe agreedwitheach functionand regulariy
monitored.The balancebetween serviceprovidedand costofthatprovision
willbe setby businessneedsand prioritiesand monitoredmonthly.

Tne operidonoftheLT. SecurityPolicywiU be monitoredand revisedas
appropriatr-A procedit manualwillbedevelopedforuseby allOpCo'sand
Head Officeby September 1994.

The roleofITSG andFunctionalSteeringGroups willbe developedfi=bzrto
==e bestuseofrr resour= andskills&ad_==er integrationwithcritical
businessissues.

Opportunitieswillbe soughttopositioncommerciallyaware staffinbusiness
2rea-ttobuildrelationsand === thequadryof=vices provided.

6. V2iue For -.Money

Impmved proceduresfbrbenefitanalysisandacluevemmt willbe mcludedm
theprojectmanagement and controlsmndards.Whflstitisclearthatthe
accountabuityfbrachievingthebenefrtsHeswiththefunctionalmanagement,
.NLSDcontributesby en=ing a consisr= approachto detailedbenef= analysis
anduutw apmvil andreviewofprojectl

Reportingofbenefitswillbe developedfortheITSG during1994.

Ensurethedeliveryof valueadded from outsourcedactivitiesintroduced
duringtheyear. CD

f%-,
cr%

C:)
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