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The Question?
How do you convince management you need ...
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A larger staff?

More training?
More robust
software?
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The Answer

Play
Politics!
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The Answer 

Play Politics!

Play from a position of strength!

Plan your attack / pick your battle

Be honest

Be fair
and........
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The Answer

Be

Prepared!
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The Politics of E.C.

Getting the information you 
need to succeed!
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Overview
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Department Organization

Number of Employees

Activities

Metrics

Funding
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Department Organization

Defining your department

Job descriptions

Reporting structure

Department size

Metrics
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Department Organization --
Defining Your Department

Cross industry (customer vs supplier)

Specialize in business process

Multiple departments (each staff member knows all 
documents)

Well rounded staff

Easier to level workload

By transaction

Ideal for very large operations
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Department Organization --
Ideal EDI Team

EDI Manager

EDI Project Coordinator

EDI Analyst

MIS / Technical (application side)

Value Added Network and ISP contact

EDI Software vendor contact
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EDI Department Manager

EDI Project Manager

EDI Coordinator

EDI Analysts

EDI Help Desk Analysts

Employees --
Job Descriptions
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Department Organization--
Reporting Structure

DI1145/1

EDI Analyst

EDI 
Coordinator

Supplier Sets

Admin

EDI Project 
Manager

EDI AnalystEDI AnalystEDI AnalystEDI AnalystEDI Analyst

EDI 
Coordinator

Customer Sets

EDI 
Coordinator

Sales Out
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Employees --
What's the right number of employees?

Should the number be based on

Company size?

Total revenue?

Number of customers?

Number of suppliers?

Number of transactions

4242

88

1142
1142

987987
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Employees
Company size

$$ / number of employees = ?

Total Revenue
$$ / number of employees = ?

Customers
# of customers / employees = ?

Number of suppliers
# of suppliers / number of employees = ?

Number of transactions
# of sets / number of employees = ?
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Employees --
Putting it together

Is your staff large enough?

$6.5 billion / 5 = 1 employee per $1.3 billion

2300 / 5 = 1 employee per 460 customers

700 / 5 = 1 employee per 140 suppliers

15 / 5 = 3 transactions per employee
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5.8 billion / 4 employees = 1.45 billion per employee

1100 total customers / 4 employees = 275 customer 
per full time equivalent

400 suppliers / 4 employees = 100 suppliers per full 
time equivalent

20 transactions / 4 employees = 5 transactions per 
full time equivalent

Employees -- 3Com
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Employees -- 3Com (cont.)

One 3Com full time equivalent is responsible for:

275 customer relationships

100 supplier relationships

    5 EDI transactions

An over burdened staff!
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Employees

Do you have the staff to support a growing 
implementation?

$3 billion company has 15 EDI employees = 1 employee per 
$200 million

55,000 total customer base / 15 = 1 employee per 3666 
potential EDI customers

What % VAR's?

What % Retail?
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Employees

Total cumulative investment:

Studies show optimum is 1% of annual sales

Average $712,000

Most EDI departments have between 3 and 5 full time 
equivalents

1994 The EDI Group Limited
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Activities --
Determine time spent

Percentage on design and development

Percentage on rollout activities

Percentage on production support

Percentage on training, conferences, seminars

On each task per partner or per transaction
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Activities --
Percentage on design and development

New integrated transactions

New partners requiring new maps

Meetings

Documentation
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Activities --
Percentage on rollout activities

Phone calls / follow-up

Trading Partner setup

Testing

Change control

Administration

DI1154/1



DI/EDI RIDE THE WAVE!

Activities --
Percentage on production support

Production processing

Researching and correcting errors

Supporting all maps and all versions

Documentation

Change control
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Activities --
Percentage on training, conferences, seminars

Continuing formal education

Industry education through conferences and seminars
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Metrics

I don't mind going nowhere, as long as 
it's an interesting path.

Anonymous
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Metrics

Measure where you are and where you
want to be.

Why?
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Metrics

To determine the state of your
EC operations!

and
Get what you need!
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Metrics
Most common

Number of partner relationships enabled
Number of transactions implemented
Number of transactions processed
Percentage of EDI to overall transactions
Relationship of EDI transactions to customer sales or vendor 
purchases

Other information needed
Cost to process a manual document Vs. an EDI document
Annual Van charges
Annual software licensing fees
Current annual employee expense
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Metrics
What needs to be accomplished:

DI1162

Determine your current 
state - and then 
determine the optimum 
for each transaction or 
customer

Determine your costs to 
develop a return on your 
current and future 
investment
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Metrics

An example:

Your company does $1 billion in sales per year

Customer A represents $220 million in annual 
sales and $34.7 million in net revenue

Customer A had 1200 sales orders out of a total of 
156,000 processed

Customer A can do ALL EDI transactions
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Metrics

This customer

Represents 22% of total sales

Represents only .769% of total sales orders

Company net revenue is $130 million, customer represents 
26.7% of total revenue

Good Candidate for EDI?
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Metrics
Initial savings

1200 sales orders @ $35.00 = $42,000 manual
1200 sales orders @ 2.25 = $2,700.00 EDI
Savings of $39,300
Savings / total cost-orders processed

$39,300 / $5,460,000 = .7% savings (.0071)

Cost of transactions
Add new trading partners - $1139.00 average
Add new trading partner - 9 days on average

DI1165
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Metrics

The return to the company
Average 2 weeks per partner
Average cost of $1139
Annual cost of $29,614 to set up 2 partners per month
Annualized return - straightlined

$39,300 * 26 = 1,021,800 / 29,614 = 34.5
$39,300 savings per transaction / $1139 cost per
transaction = a return of 34.5 times

DI1167/1

A very good deal to the Company!
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Funding

For new projects

For new software

For new hardware

Staff
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Funding

DI1169

New Projects
New hardware /New hardware /

softwaresoftware

Additional VAN Additional VAN 
ChargesCharges ContractorsContractors
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Funding

What's driving the need for new hardware or 
software?

Compliance?

ISO

Y2K

Ease of use?

Volume?
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Funding

Staff

Know your needs

Technical Vs. Business

Seasoned or rookie

Know how long each task takes

New map

New partner

Be reasonable in your estimates
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Summary

Be prepared

Know what you need

Have what you need

Be honest

Be professional
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