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CASE STUDY 

“Video's Concerning Everyone”

"Video's Concerning Everyone" is a video lending library situated in Hawthorn. It opened for business during 1988 when video rental was a new commercial enterprise.  After a slow start to business the store has grown rapidly over the past 4 years, both in the number of members borrowing video tapes as well as in the number of videos available for rental.  The store currently has over 800 members and a collection of over 8000 video tapes.

The store was initially opened by Victor who now employs two full time staff (Suzette - shop Assistant, John - Shop Assistant) and one part-time worker (Helen). An accountant is also employed to keep the financial records for the store and to organise the tax returns.

After starting the store, Victor used a card filing system for the detail of members and videos. Recently he changed the information system to be computerised. He purchased an MS DOS 486 computer with 220 Mb hard disk, 4 Mb of RAM and a 3.5" (1.44Mb) Disk Drive. This had an HP Inkjet printer attached to it via one of the serial ports.  The software that he purchased for use in the store was Works for Windows 2.0, running under the Windows 3.1 environment.  To allow efficient use of the software a mouse was purchased and attached to the other serial port.

The main use of the computer was for the database of videos and borrowing information.  When the computer was not busy, Suzette would use the word processor for the production of Newsletters, advertising brochures and overdue letters.

The staff were given a full training day (by the computer training company "Colin's All Training 3"), and were now quite comfortable using the equipment. "Colin's All Training 3" are still available for backup support as well as the on-line support offered by Microsoft from Sydney (008 number).

Victor has just purchased two additional Video Stores, both of which have "gone broke" for a variety of reasons but one of the reasons was that they still used manual record keeping (card files) which had become slow and inefficient.  He is now in the process of computerising these two stores to increase their efficiency. He plans to keep the existing staff in these stores, but can see times when the staff could be required to move about within the video chain to help out in either of the other stores.

Victor is in the process of purchasing new hardware and software for these two additional stores.

Installing a PC and printer at each location would improve the efficiency within each store and allow the managers to keep better records of members, stock and records of borrowing. Victor envisaged a system similar to that installed in his original store.

One of the other store managers (Catherine) suggested linking the three stores via modems so that inter-store queries could be answered via telephone lines. This would also allow clients to access the database of videos, to search for the availability of certain titles, find out who currently has the required video out on loan and when it will be returned as well as pre-booking videos required for hire..

QUESTIONS

1)
Victor wishes to evaluate the original store's current use of it's information system as well as that offered by connecting the three stores via a modem system. Now that the first store has implemented a computerised Information System, explain the impact that this will have on each stage of the information processing cycle.

2)
What issues would need to be taken into account before installing any hardware into the stores and replacing or updating the existing systems remembering that the three stores are now all owned by the same person and that staff could be required to move around within the video chain?

3)
Implementing a new information system will effect the procedures currently operating within the stores.  Discuss the possible changes to operating procedures for both of the systems under review.

4)
(a) Discuss the possible advantages and disadvantages of the two suggested systems.


(b) Describe the system that would best suit the video stores and justify your recommendation.

5)
The modem suggestion has been seen as the best solution by Victor and he intends to go ahead with its implementation. What could be the possible social and other implications of this decision?

6)
What factors should “Video's Concerning Everyone” consider when purchasing the necessary hardware and software for this extension to the Information System within the company?

7)
Suggest an appropriate training strategy for the Video Store's managers and staff. Who else might require training?  How should they be trained? Make sure you justify your training strategy.

8)
How could "Video's Concerning Everyone" test for the accuracy and efficiency of both the operation of the system as well as the input data of the system?  What should they test for?

9)
Outline the user documentation that would be needed for each of the different users of the system? What factors would be important when writing the user documentation?

10)
One month after the new system had been setup, Victor wishes to see whether the new system has been successful. Design an evaluation strategy plan, explaining each step as well as any future evaluation that may be necessary.

END OF QUESTION BOOKLET

“Video's Concerning Everyone”
Answers

1)
PC in the original Video Store.

acquisition of data


the method of data acquisition of the customers could remain the same, that is the filling in of a membership application form. If any new information is to be required for the computer data base then a new application form may be required to be designed. Information on current clients would be found on their membership applications.


input of data into the computer system


The data about all 800 members of the computer store as well as the information about the 8000 video tapes owned by the store has to be transcribed from the application forms of the members and the video cards and this information entered onto the appropriate database entry form. This could be done by any of the employees or a data entry operator could be hired to perform the task. Most employment agencies could offer temporary staff for this job.


validation of data


The data should be as accurate as possible before it is entered into the database. The membership forms should be manually checked for obvious errors. After the data has been entered into the database the data should again be validated by:


proof reading the information - from a list screen or printout



checking for alignment of  numbers (eg postcodes) to the right



as customers borrow videos, check their information with them


The video tape database information could be checked against the cards (secondary source) from the card file and upon being borrowed, the information checked with the primary source (the tape or original tape box)


manipulation/processing of data so as to produce information


A variety of data base report forms would need to be designed and produced, along with the appropriate sorts and queries.


storage of the data and or information


The data on the computer would be saved onto the hard disk of the computer regularly and a full backup made at the end of each day. The backup disks should be kept off the premises.


retrieval of the data and or information


instead of finding information about members or video tapes from the old card file, this information would now be retrieved from the database on the computer. The staff would all be trained in loading the database files, as well as performing sorts and queries upon the data 


output of the information from the computer system


standard reports would be produced for the database and these would be used for printed output. The computer operator would have to enter the appropriate sort and query before printing the reports.


communication of the information to those who need it


information could be given verbally to clients wishing to know availability of videos, answering telephone queries etc. This information would be read off the screen. Other information would be posted or pinned up around the shop after the information had been made into hardcopy by printing of reports (on company letterhead.


disposal of the data and or information when it is no longer needed


when information about clients who have let their membership end or when a video is lost, damaged or removed from the store, the appropriate database file would be loaded and the required record deleted from the file.


A set of procedures (and techniques for achieving the tasks) would need to be produced by or for the company. The best person to write the procedure manual would be a computer specialist rather than a member of the video store. 


Procedures would be needed for :



Starting the computer at the start of the day



Saving files



Printing reports



Entering new members onto the database



Removing members from the database



Using the borrowing database



Adding new tapes onto the database



Removing tapes from the database



Backing up



Virus checking



Closing the system down at the end of a day


2)
PC in each store with no direct inter-store communication.

If data is to be shared by the stores via disk then the computers within each store would need to have the same size disk drives, eg 3.5" 1.44 Mb


As all stores would use the same letterhead, pay slips and other stationery, the printers would have to have the ability to take similar sizes etc.


Operating systems for the computers would have to be compatible with each store.


Does the computer have a large enough hard disk to store correspondence as well as the database of video tapes and client data?


Does the computer have enough memory to run the database now and in the future if the database was to be expanded into a relational database?


PC in each store connected with a modem.

Modems would need to operate in the same transmission mode and at the same baud rate.


The PC's must have a serial port to connect the modem onto. As they already have a serial mouse and serial printer they would need to have a card with extra serial ports added to the computers. There must be a free slot for this card.


The PC's must be able to run common database software and other software to enable inter-store data sharing. A common Word Processor would be very useful in this situation.


Each store would need a printer that is compatible with the stores stationery.


Floppy disk drives need to be compatible to allow for company software updates.


Each store would have to have or have installed a dedicated modem telephone line.


Does the computer have a large enough hard disk to store correspondence as well as the database of video tapes and client data?


Does the computer have enough memory to run the database now and in the future if the database was to be expanded into a relational database?

3)
PC in each store with no direct inter-store communication.

As the new stores currently do not have any computers at all there must be a very thorough training program implemented.


Staff must be shown the benefits of the new system so they do not feel scared of the new system. 


Staff need to see the full capabilities of the new system.


Staff need to understand that their job security will be enhanced by the new system not threatened by it.


Staff will need to be given time to learn how to use the new system and become confident using the new equipment.


Procedures will need to be made concerning:


daily start-up and shut down procedures.


back-up procedures - daily incremental, weekly full back-ups - stored both on and off site.


virus protection


archiving of data


Security for the data base of video tapes and privacy of customer information


Development of procedures for borrowing and returning of videos as well as adding new customer details


preparation of regular reports for management and for clients

Management will need to look at changing job specifications and pay scales for the workers.


PC in each store connected with a modem.

All of the above effects but also:


identical and consistent procedures will be required as all sites will operate and share information.


Centralised training to allow for easy staff movement between stores.


familiarisation of modem operations by all staff

4)
(a)
System One - PC in each store with no direct inter-store communication.


Advantages of the System


Independent operation in each store so store managers can select the software that they feel would be most beneficial to their store and staff. A standard database could be used if the store managers agreed.


Stores could purchase customised hardware, from dealers of their choice.


Individual managers would have confidence in and full control over the store's IT System.


Cost to the stores would be less than if a modem were to be attached. No dedicated phone line would be required for the use of the modem and less training would be required.


Disadvantages of the System


Each store is isolated from each other and information sharing would have to be done by voice over the phone (assuming that the other stores phones are not engaged and that the staff are available to help when a query arises).


Users would not be able to return a video to one of the other stores within the chain.


Software and hardware would not be fully compatible and so the movement of staff within the chain would be difficult without further staff training.


Quick management decisions could not be aided by current computer information from all of the stores.


Lack of standard procedures within the Video chain


System Two - PC in each store connected with a modem.


Advantages of the System


Modems allow communication more easily with the downloading of files, (file sharing), video updates to the database and EMail between the stores plus querying of a stores database in reply to a customers immediate need.


allows data to be sent directly and quickly between stores.


On-line help is available from software companies (eg. Microsoft) and other Bulletin Boards.


Standard operating procedures would be developed as a Video Chain rather than by individual stores. This would allow for east sharing of staff between the stores.


Standardised training could be implemented for all stores employees thus lowering training costs.


bulk purchases of software and site licences may decrease costs.


Bulk orders of hardware may allow better deals to be reached. Cost benefit.


Ease of access for management to current information from all stores would aid the decision making process and make decisions more accurate.


Disadvantages of the System


Due to standard software to be used by all stores some programmes that might be beneficial to an individual store may not be possible to use, thus not allowing the best use of the technology.


security may be a problem by having all data accessible to clients or other people with a modem connected to their computer.


Possible damage by a virus is increased when a PC is connected to a modem.


Running costs are increased due to the phone line and on-line access costs. 


Training costs would initially increase as well as maintenance costs.


(b)


The two proposals would need to be compared on a cost basis, efficiency, effectiveness and profitability for the company. Client satisfaction should also be looked at for each system.


When both systems are properly analysed the best solution for the Video Chain would be to introduce PC's connected via modems to each store. This would be the better system as it would allow for better procedures to be designed for the entire chain. Staff sharing would be possible as each staff member uses the same system - hardware and software. Queries about video availability would be enhanced by modem querying of other store videos - leading to client satisfaction. Clients could book videos from home further improving client satisfaction. Consistent training for all staff would allow for a better training program (also cost effective) due to all staff being trained at the same time. 


Both systems would give quicker borrowing and returning of videos that will aid client and staff job satisfaction.


Greater productivity will be gained by both systems due to improved stock information allowing for greater customer service.


Improved client satisfaction will lead to greater profits due to increased lending, quicker contact with clients with overdue videos and increased membership.

5)
Social Implications:

The workers in the stores would have greater job satisfaction due to quicker and easier information retrieval, borrowing and returning of videos. 


The staff will have improved skill acquisition (computer skills) that will lead to greater employment prospects.


Personal Privacy, as seen by clients choice of videos borrowed, will be threatened by the fact that any members of the video chain can find out who has specific videos out on loan. This could be used by people with bad intensions, to find out who has a video player which could be stolen etc.


Borrowing trends could be developed if the database was not kept private, and the information could be used in ways that could be detrimental to individuals. Their is the potential for such things as direct mail and the like based upon the types of videos hired.


Economic Implications:

Most benefits are non-economic - more information available, leading to a more efficient and reliable service to customers.


The new Information System will improve quality control and give improved level of productivity. This could possibly lead to reduced staff numbers (thereby leading to lower wages costs), or by giving the chain of stores a competitive edge leading to more clients and therefor greater revenue.

6)
System specification:

The proposal involves the purchase of a PC and a compatible modem for each of the stores. 

The business should write a detailed specification of the system requirements. 

Evaluating proposals

It is likely that no proposal will completely satisfy all your requirements, so, in order to evaluate each proposal, it is best to set down evaluation criteria, together with their relative importance.  One possible categorisation with possible weighting is 


Technical aspects 

40%


Supplier capabilities

30%


Supplier service and support
10%


Price



20%

The actual percentages would depend on the relative importance of these criteria to the particular purchaser.

Cost of the system, including


hardware & software components


setting up an appropriate physical environment: air-conditioning, security, etc.,


installation


staff training


hardware & software maintenance.

Choosing a supplier: 

Suppliers come in two main types: dealers and manufacturers. Not all manufacturers sell direct to the public, but those that do cut out the middle man, and so are in a better position to offer a better price. When comparing prices, remember that there is always scope for negotiation with a dealer’s price and that dealers can offer extra services. 

Need for and availability of after-sales service and support from the supplier. 

Service is repair of the system if it breaks down or bugs are found in the software. The warranty arrangements should be checked carefully. The best warranties offer on-site maintenance with callout within a few hours, while the worst demand that you box up and return the faulty equipment to the manufacturer.

Support includes training and advice. When asked all suppliers will claim to have a telephone hotline, but the quality of the support is another matter. Some support lines are only open limited hours and have too few staff to field the calls. If possible, ask around and check with other users on the quality of support offered by their suppliers. Is the training on site or at a training center. How many staff members will be trained and to what proficiency?

Reliability of supplier: 

Has the supplier been in existence for long? Make some enquires about the company: You are entitled to check its financial status, trading record and customer references. 

Buying from Overseas Companies 

The risks involved in buying from overseas nearly always offset the advantages. It should not be considered unless you cannot buy the product in Australia, or the price advantage is so great it outweighs all other considerations
Documentation 

Are written manuals and instructions for software and hardware available from the supplier.

Delivery date? 

The means of delivery should be checked as well as the date of delivery.
Insurance (cost based on time and maintenance agreements)

Methods of financing eg. some companies will carry the loan or arrange finance through financial institutions.

Pre-sales Testing eg what level, if any, of testing has the supplier undertaken prior to delivery.

7)


Implementation

There are four approaches that “Video's Concerning Everyone” could take to implement the Modem option for linking the three stores:


Direct approach (abandon the old and start the new)


Parallel approach (operate both systems at the same time for a set period of time)


Pilot approach (implement the new system in only one part of the organisation)


Phased approach (implement the new system gradually over time)

Victor has decided to extend the information system to include modem communications as a type of network between stores, as well as allowing public access to their database of videos. He should consider a parallel implementation of the new system until staff are fully competent at using the new system.

Training sessions: These could be formal, scheduled sessions and/or informal, ad hoc sessions. These are typically 'hands-on' and are aimed at teaching competence in using specific packages.  

Training sessions could include:


Off-site part-time theory combined with on-the-job practice


The use of consultants to prepare in-house training material


Outside experts providing in-house training.


One-to-one tutorial sessions


Specific program instruction, and computer assisted instruction including software-specific tutorials (eg MS-Works Tutorial)


Formal courses 


(i) External which rarely cope with individual needs, although they are well equipped and have expert staff.


(ii) Inhouse with own equipment under the direction of staff computer operator or trainer.


A time line must be decided for the training of the different users of the new system. The store managers and employees of the Video stores would both need immediate training as the success of the entire system depends on their successful use of the new system. Their training would start immediately while the training for the customers would not happen until after the employees are using the system successfully and the system is fully tested.


Store Managers:


Managers must fully comprehend the full capabilities of the new IT System. They must be fully trained so they can help their other staff in times of need. As each store has the same system installed then a centralised training would be best as this would be the most cost effective method. Training for the managers must cover both technical operation of the system as well as procedures associated with the software. Training manuals would be needed to be produced for each computer.


Managers would be responsible for general maintenance of the computers and as such would need a specialised training to cope with system management, system operation, modems and communications as well as general maintenance. This would be best done by having all of the managers attend a TAFE course or course offered by a computer training institute.


Employees


All employees would need the same general training as the managers as the current usage of the computers is the same in all stores. Group training would be best as it can help staff feel more secure training with their work mates, as well as allowing for co-operative learning. This training would be best given by an external training company, given on-site using the actual equipment and software that will be used by the video stores. Training will need to be given using the borrowing/lending database as well as data entry of new videos or new members. Training manuals need to be put beside each computer for easy reference. On line tutorials/help should be available for programs such as the word processor and staff should be encouraged to use this facility.


Other People


The customers would need to be told about the new system and this would be best done by having signs explaining the system posted on the counter and around the video stores for the clients to read.


As customers with PC's and a modem at home can have access to the system (via a password), a manual would need to be produced explaining how searches can be done via their home modem.

8)
Testing:

Testing Hardware
Hardware components need to be tested until all components are certified as operating efficiently.


Test that each piece of hardware functions correctly within the system.  This includes peripheral devices (eg printers, mouse, keyboard, monitor, disk drives).  Turn On/Off.  Check input/output as appropriate.


Test that the equipment operates properly within the expected range of temperatures


Carry out robustness tests (for example, dropping, shaking etc as appropriate)


Cycle hardware on and off (ie machines set to turn on and off for a period of time to see if they will fail).  The most stressful time for hardware, and in particular, the power supply is when the item is either in the process of starting or stopping.

Testing Software

The operating system should be tested.  For example, test that all computers will boot up and that application software can be loaded and can communicate with appropriate devices (eg printer).  Test appropriate drivers.


Machines can also be set to automatically keep rebooting software to test loading of software.


Data Validation checks (of various kinds ) would be needed for data entry


Sample reports should be created and checked for accuracy

Testing Documentation

User documentation should be thoroughly trailed - following step-by-step instructions. Letting a temporary staff member trial the manual would give a good indication as to it's accuracy.

Testing Procedures

Dummy runs of video borrowing and returning should be run to test for accuracy of the database and the borrowing procedures.  Reports of overdue video's should be produced and checked for accuracy and presentation.


A full list of stock on hand should be printed out and manually checked for accuracy before running the actual program with clients


Once the system is up and running, client reaction to the system should be evaluated. Staff reactions to the system should also be evaluated.


a system breakdown should be staged to assess the quality of the data on the network, and testing recovery procedures.

9)
User Documentation


Training manuals must be user friendly, not full of jargon, and provide full (and accurate) instructions that are easy to understand and follow. Clear basic technical instructions would be needed for the key person (manager) in each store.



User documentation would need to include:


a list of phone numbers of dealers and other support people


a technical section to enable experienced users or technicians to have access immediately to higher level support


managers would need documentation about report generation procedures


all staff would need the instruction about the use of the video borrowing system software, as well as a trouble shooting guide


instruction about how to enter new videos or new clients onto the database


instruction about using the printer and trouble shooting printer problems would be required
10)
The evaluation of the new system could be carried out by an outside computer consultant, but this would be expensive. As Victor organised the new system he would be able to perform the evaluation.


The first stage of any evaluation strategy plan is to have the goal of the new system clearly identified. These would appear to be:


To keep up to date information about who has borrowed videos


To keep up to date membership details


To keep up to date stock information


To create a standard borrowing system across the three stores


To allow inter store queries


To allow clients to check on the availability of videos via a modem, and book videos via the modem.


Once these objectives are identified then the second stage of the evaluation would require studying the following:


Time checking the speed of a borrow and return transaction. This should be compared with the time of a manual transaction.


Observation of waiting numbers during certain peak borrowing times (compared to the manual system)


Checking the accuracy of the borrowing and returning transactions


Checking on the accuracy of the membership list


The financial viability of the three stores needs to be looked at. This will include inspecting the payroll figures to establish whether a reduction in salaries has occurred (due to redundancy). If no redundancy then productivity figures in one or more stores should have improved (compare figures of the number of videos borrowed before and after the implementation of the new system). The number of members belonging to each of the stores should have seen an increase. The extra running costs of the computers and phone costs of the modem needs to be taken into account when evaluating the financial status of each store


Monitoring the use of the member modem enquires and reservations (a record of the number of calls should be kept)


Monitoring the number and success rate of inter store queries.


The above mentioned evaluation should result in qualitative data that will indicate (in a measurable form) how well the objectives are being met.


The third stage of the evaluation (equally important to the collection of qualitative data), is the collection of data from users of the system, asking them whether they think the goals of the new system are being achieved. This can be done by a combination of survey, interview and observation of workers and clients. This will collect information on the staff attitude to the changes, the appropriateness of training and the adequacy of documentation as well as the clients attitude towards the new system. This is also likely to reveal any concerns in the operating procedures that may need to be changed.


The evaluation process will need to be on going. Further evaluation should be carried out after three months and again after 12 months. By the 12 month evaluation the three stores should all have seen an improvement in income as well as user satisfaction.


