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Overview

Business objectives are the strategic goals of the organisation.  They give guidance to staff on the areas considered important by management for company development.
In our ever-changing world today, systems within organisations will need to be reviewed, upgraded and/or replaced at some point in time.  To achieve their goals and remain competitive, organisations need to establish ways of working as efficiently and cost effectively as possible, while still meeting the needs of their clients/customers.  Organisations therefore need to plan, source, implement and monitor new administration systems and procedures at regular intervals.
When developing business objectives, source any current objectives within your organisation.  If none exist, search for business objectives in organisations similar to your own.  That is, sole traders would search for the business objectives from other sole traders in a similar field.  Public sector organisations would search public sector organisations for business objectives.
Business objectives may be written as a guide for internal staff to align their practices or they may be written to go on a website for public perusal.
Each business objective must address a different business concept with as few words as possible.  Business concepts include:

· product

· pricing
· packaging 

· positioning 

· process
· people

Guidelines for writing

· If writing for the internet, write objectives in such a way as to attract the customer to do business with the company.  List the benefits of purchasing from our company, eg Swaggies friendly staff have outstanding product knowledge.

· If writing for staff or an annual report, use words showing the benefit to the organisation, eg  Swaggies promote product knowledge and customer service skills for customer retention and increased market share.
· Each objective should have the same grammatical structure.  That is, if the first objective starts with “To <verb> …” then the other objectives should also start that way.
· There is no punctuation at the end of each objective.

· Be succinct and use the minimum number of words.

Steps in Process

1. Establish the activities and processes necessary to achieve the goals and objectives.

2. Develop overall standards, taking the following into consideration:

· type of business (professional, manufacturing, advertising)

· intended audience (cultural background, education level)

· size of the business (sole trader, single site, interstate, international)

· geographical location

· scope of operations.

3. Ensure compliance with legislation.

4. Prepare proposals outlining solutions that address identified problem areas and the requirements of the organisation. 

5. Prepare proposals for new or amended systems and list any new equipment or support required to effect these proposals.
6. Research possible sources of supply for any relative equipment and obtain quotations.

7. Consider budgetary limits and company policy (e.g. place of manufacture) as well as the following factors in relation to equipment:

· compatibility with existing equipment

· availability of equipment

· operator skill levels required for effective operation

· ongoing costs (service, upgrades)

· expected life of equipment

· preferred method of acquisition (lease, purchase, rent)

· if purchasing, method of finance (loan or outright purchase).

8. Develop criteria for prospective suppliers, e.g. location, affiliations, reputation, previous contact.
9. Prepare a list of possible suppliers of the required equipment and/or services.
10. Approach each prospective supplier and obtain a quotation, making sure that you have given identical specifications to each one.
11. Consider all options and select most effective solution.

12. Formulate design of effective system.

13. Prepare a plan outlining the steps and methods for implementing this system.
14. Prepare implementation timetable.

15. Maintain the integrity of the system or process by implementing adequate systems to protect files and control access.  These systems should include the following:

· Protection of files from computer viruses

· Prevention of file modification by unauthorised users

· Limit access to files by using passwords

· Use sharing facility to allow file access to other users

· Establish a system of folders to manage and store documents

· Maintain suitable backup procedure to ensure recovery of lost or damaged files

16. Prepare detailed documentation outlining the correct method of using the standard system or process and its respective components.  Such documentation should become part of the Policies & Procedures Manual of the organisation and be freely available to all users.  As an alternative it could be in the form of a separate manual prepared for this purpose, with detailed instructions on how to use the manual contained in the Policies and Procedures Manual.
17. Ascertain the actual skill levels required by each staff member to effectively complete the duties required of them  by analysing each process into individual tasks, and listing the relevant skills and knowledge required.
18. Appraise each staff member to determine whether their current skill level is sufficient or if further training is required.  This involves the process of performance appraisal of staff.
19. To determine the type and level of training required by each employee you should prepare a Training Needs Analysis. Ongoing monitoring of skill levels should also take place to ensure that staff are keeping pace with developments in software and hardware technology.  Performance appraisals can be used here.
20. In summary, the training process in an organisation involves the following steps:
· Identify required skill levels

· Identify current staff skill levels

· Identify gaps in skills

· Provide training to eliminate gaps

· Maintain staff skill levels with ongoing training plans

21. To monitor and review the system you need to:

· put in place effective monitoring process to ensure correct usage of system;

· establish regular review periods to ensure ongoing effectiveness;

· ensure required outcomes are met by monitoring system usage;

· if problems are identified, effect modifications required and notify all users of amended procedure; 

· regularly review procedures and report on outcomes.
Sourcing system suppliers/developers

You first need to establish the activities and processes necessary to achieve the goals and objectives.  The next steps are:

1. Prepare proposals outlining solutions that address identified problem areas and the requirements of the organisation

Identification of problem areas in a system allows you to determine which parts of the process require amendment.  At all times you need to consider the overall objectives and how the current system is operating.  You may choose to use the Quality Circle to form a basis for discussion.  The members of this group will be familiar with the system, its operation and shortfalls, and are the best people to put forward suggestions on how the operation may be effectively altered.

2. Research possible sources of supply for any relative equipment and obtain quotations

Once you have prepared the various proposals for new or amended systems you will need to list any new equipment or support required to effect these proposals.  Your choice will be based on budgetary limits and company policy (e.g. place of manufacture) as well as the following factors in relation to equipment:

· compatibility with existing equipment

· availability of equipment

· operator skill levels required for effective operation

· ongoing costs (service, upgrades)

· expected life of equipment

· preferred method of acquisition (lease, purchase, rent)

· if purchasing, method of finance (loan or outright purchase)

You then need to prepare a list of possible suppliers of the required equipment and/or services.  This can be done by researching the telephone book (yellow pages), the internet, technical publications, trade directories, personal recommendation.  To assist you in this task you should first develop criteria for prospective suppliers, e.g. location, affiliations, reputation, previous contact.

Suggestions for establishing procedures when selecting suppliers are:

a) Choose the right supplier:

Remember these four steps:

· Determine your organisation’s needs e.g. quantity, re-order periods, inventory control methods.

· Evaluate potential suppliers according to prices that are clear, guaranteed and competitive.  Are volume discounts available?  Are delivery times, quality, prices and response times consistent?

· Test suppliers to gauge actual performance, e.g. delivery time, accuracy, condition of goods on delivery, accuracy of accounts.

· Monitor supplier’s performance.  Check for notification of special deals, new products and sale offers.

b) Get the most for your organisation’s dollar:

Test and compare generic and brand-name products to determine which meet the standards required.  Good suppliers guarantee quality standards for their generic brands as well as offering lower prices.
c) Organise for efficiency:

Well-organised order procedures can save time and money.  Allocate task of collating supply requests and placing orders to specific employee, and set regular times for inventory checks and order placement.  Organise central storage for supplies for easy inventory.

You then need to approach each prospective supplier and obtain a quotation, making sure that you have given identical specifications to each one.  If the project to be funded is a large one, or in the case where organisational policy makes it a requirement, you may choose to call for tenders.  In this case prospective suppliers will make a formal offer for the supply of goods or services.  You should take some time to research the Internet or newspaper classified sections to determine the usual layout and content of tender advertisements. 

You can also refer to website:  www.tenders.vic.gov.au
3. Consider all options and select most effective solution

Before you can select which system will be the most effective you need to know what the organisation hopes to achieve by the implementation of this system.  For example, if the main objective is to improve quality then you will consider those solutions that only contain components of the highest quality.  However, if the main reason for implementing a new system is to save money, then your first consideration will be the cost of each component.  Before deciding on the main objective, the organisation should weigh up the available options and choose the one that will be the most beneficial overall.  Saving money initially might seem the best option, but if it ends up costing more in the long run then it is really not economical.  For example, purchasing a low-priced photocopier might seem a good idea, but if it only lasts half as long as one that was slightly more expensive, then it is not really a good buy at all.

4. Formulate design of effective system

A current system that has been identified as a problem area may to need to be totally replaced.  If the current equipment being used is adequate for the tasks and the personnel involved suitable to perform these tasks, there is no point in replacing either, probably at great cost to the organisation.  It may simply be that the equipment needs to be relocated, staff undertake additional training, or a combination of these.  Before making major changes you should consider carefully the resources currently available, and utilise these as much as possible without compromising the effectiveness of the new system.  In other words, there is not need to re-invent the wheel!

The actual process of designing an effective system should follow the guidelines outlined below:

· Adopt a simple design

· Utilise specialist staff and/or equipment

· Keep supervision to a minimum

· Avoid non-essential steps

· Avoid duplication

· Ensure techniques used are flexible and adaptable

Outsourced contracts

Many businesses today may choose to outsource contracts for total processes or sections of processes rather than train existing staff or employ additional staff.  Although outsourcing may initially be cheaper as the organisation saves on costs such as superannuation and insurance, and usually will not be required to provide office space, the final result may actually be detrimental to the business.  Loss of employee knowledge and expertise and possible a decline in staff morale may actually cost the organisation more in the long run.

If outsourcing is chosen you should ensure that adequate documentation is put in place to ensure the completion of the required processes in accordance with quotations and organisational requirements.







