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The impact of the system in the pilot users organisations

1. Introduction 

The following is the collection of the feedbacks generated by the introduction of the Ishtar system in the pilot users' organisation in order to perform a live tests involving their personnel and, partially, their customers with the real technological environment of their organisation.

In respect of the initial plan the trial activities regarding the supplier and the shop sales channel were fully accomplished while the difficulties in the setting up of the Sales Representatives version of AlFerano (due to the sum of a bug in the German version of Microsoft SQL Server and troubles operating on distance between the software developer and the pilot site) added their effects to the major effort to finely tune the XML based document exchange between supplier and retailer that was required by the experience made at the shop pilot site.

From a technological point of view the results fully achieve the goals of the project; from an organisational and economic point of view the system appears to fit the requirements and the organisations of the pilot users but it is necessary to evaluate on a medium term the real impact in terms of marketing and communication to the customers. 

For example it is meaningful that the approach based on the thin Internet client (a standard Internet browser, that means a very low cost for each additional workstation) has demonstrated its full capability to support the functional requirements of the project.

It is important also to stress that in the trials with real customers, although numerically limited, none error was detected through the process supported by the system (errors that usually derived by wrong sizing, bad or incomplete information transmission or wrong –paperbased- order management). 

The electronic support of the navigator reduces the possibilities of errors in the order management process and allow a reduction of the time necessary to delivery the garment (also thank to the fact that orders are issued only on fabrics in stock); the tools to check the sizes and the alteration of the models required by the customers are another powerful tool to reduce the risk of errors.

From an organisational point of view, the system allows easily to monitor the status of orders and reduces the paper circulation with a gain in terms of speed and reliability of the workflow; furthermore, once the system has been set up, the replication of the system (that is based on standard Internet browser on standard PC) is easy and cheap and with a very low cost of maintenance for each point of sale (when using the Body Scanner the installation begins more sophisticated and costly, obviously).
2. Store (Coin)

1. Overview  

The Ishtar Project has been activated into  the Milano piazza  5 Giornate Store during  the period from the 5th of May  until September 30th 2001.   

It deals with a trial and for this  it is using only  one  Store  of  COIN’s Chain of Great Distribution according to the Project  specifications.  

The Sales personnel impact  has been meaningful and positive. It has required:  

· Specific training to use devices  and the developed applications. 

· Specific formation to effect the sale of "made to measure" garments. In fact, this type of sale requires a specific behavior, attention and "confidential" relationship with the Customer because the most important objective is that the suit responds to his necessities and his desires.

2. Site Preparation  

To make the  trial attractive, a special Corner  has been prepared in the sales area for classical and formal suits.  

A table has been  prepared equipping it with the necessary technological devices to connect them to the net “Intranet Aziendale”.  

The connection has been activated through an ISDN line to  succeed in getting a stable connection instead of  the ADSL line that was initially purchased and selected  for this project.  

The installed PC has also been endowed with a high graphic quality flat screen and with a high  quality ink jet printer.  

To access the customer enter  through a "drive path" that  allows him to examine:  

- The reference  tester garments  exposed to check its construction features and finishing touchs 

- The mannequin  that wears a jacket in phase of workmanship, to allow the Clients to examine the  materials used and the criteria  of workmanship  


- A second mannequin wearing  a “finished”  jacket  

- A bunch of fabrics to allow  "to touch by hand" and to appreciate the fineness and quality at  the real  colours  

- The 'crowner' illustrating the new sales service of  "made to measure suits"  

- The poster of great dimensions that  shows  the Clients the new proposed service.  

The internal Professionals of the Retail Design have  visited the Store many times  to plan,  design and  set up a fitting Corner  inside the area.

3. Training  

The training activity  has directly involved  four people belonging  to the specific sales area  and their Responsible but also, other people of the Store (the other main Responsible,  the Store’s  Manager, the Person responsible for  operations) have opportunely been informed on the finalities of the Project and  the formalities for  activation and carrying out.  

The training has been  approved by the personnel without troubles. Nevertheless was  necessary to modify the working turnation rules and to redefine the established planning and the defined garrisons.  

The training activity  has not been perceived as an occasion of professional growth but certainly as an experience for  new sales approach useful  to improve the attentions to Customer’s needs.  

Activity has been developed in different phases:  

- Description of the project and its finalities, formalities illustration  and description of the most important phases.  

Also for the devices use explanation  and about  the technological architecture realised for the project.  

- Visit to the Hitman Company (the Supplier)  to know the people to which  refer  in case  of problems during the sales activity  and to summarily know the production concepts  for  custom suits.  

- Direct assistance by  the Producer's specialised personnel, to illustrate what they intend as "to take the measures" and  attentions  to be used to satisfy a Customer that asks to purchase a "made to measure suit"   

- Specific training for the best  use of  applications with particular attention to:  

- Basic use of the PC (the personnel didn't have familiarity with the mouse)  

- Illustration and explanation (repeated more times) regarding all the functions  in order to get the necessary autonomy on the job

- Illustration of the priorities and the existing correlation  among the different functions  tied  to the choice of the fabrics and models (the navigation  on the catalogue)  

- Illustration of all variables that  can be used for better answering to the demands of variation, adaptation and personalization required by the Customer   

- The  pre-order printing and the management of  various printed copies and their  control. 


- The internal Store procedures to find  and assign the correct Order number.   


- The cash register operations  to complete  the sale process.  

- The activities, the behavior and the verifications to be put into effect  at  the suit delivery time in front of the Customer.

4. Trial

A modest experience exists in the Company Coin about “made to measure” sales; we can say it has a  “traditional approach”. This is  based on:  

- Few sales employee that have a consolidated experience in tailoring and fabrics   

- The use of simple paper supports with a limited possibility to vary measures and to accept adaptations  

- The order transmission to Supplier is made via fax.  

Most of  Coin's Clients are "repetitive" and till now,  this type of sale has never been a meaningful segment.  

In the Store where the trial has been prepared, sales figures  were minimal and have  never been a success.  

During the definition phase, when we built the  prototype, we have obtained  appreciation from  our prospect  Clients.

Today just at the beginning,  the trial activation   has emerged critical aspects that have had immediate impact on the organisation: this new  activity  adds  to the others existing  before and at the “same conditions"  without enthusiasm and a supplement of flexibility.

Starting from first sales emerged that:

- The time necessary to complete all defined phases  is longer than the time to sale a standard made suit. The activities are so many and  longer and  the time increase mainly  when situations of fear or of behavioural uncertainty happens. 

To avoid these negative aspects in presence of the Customer,  was appealed the expedient to annotate all measures and/or variations  on a paper form;  subsequently all data are introduced  into  the Ishtar system.   

- Moreover, the same papery support is sent via  fax to the Supplier as further guarantee of the order transmission (in framework of the trials it was necessary to be sure about the reliability of the transmission subsystem). 

Now we can say that the trial start has negatively engraved on the organisation that previously did not support the made-to-measure service.

But, the most important thing (feared and immediately clearly emerged) is that this type of sale is a “particular Customer service” that asks for a strong push of personnel self-marketing and  requires  greater motivations compared to  traditional sale.

The sale of a “made to measure” suit, requires  to conquer the occasional Customer  and  transform him in a faithful Customer: this is an effort that asks for attention, preparation and sensibility.  

All these  things, together with the uncertainty of the results,  has prevented the use of  special and larger resources for  the trial.

5. Customers

The few Customer   that have used this service of “made to measure” garments  have been happy for  the offered service, for  their reserved treatment and for the delivered final product.    

Don't miss the picked critical evaluations among the Customers. The most recurrent are:    

- The sales price is not cheaper     

- The fabrics are primarily winter style  while lighter fabrics are looked for     

- In some cases the time to delivery  is considered  too long    

- Other times the environment has been judged too much narrow and noisy (high music volume, not enough brightness, narrow space)    

Vice versa has been appreciated the ability to automatically verify the  fabrics stock because, in general, this is a  guarantee of the offer and to  respect of delivery time.

The valued age for served Customers  is varying from 40 to over 65 years of age.

6. Garments

The trial started  the beginning of May and this period  has not been an happy marketing choice.  

The project has suffered this constraint owing to   high delay of software realisation  and delivery of  applications.  

The ideal period to promote the sales of “made to measure”  suits for classic formal man, is the beginning of September that is the most important period  to promote  and  stimulate  the interest for  purchasing  of these products.  

Instead we  begun in May  and  this  has meant in fact,  to lose the summer season even if, this   isn’t the  most important season for garments sale.  

Besides the summer and autumn season of 2001 has been particularly warm and also this factor has influenced the success of the trial.  

But above all, the economic situation  has  contracted the consumption  of the sector attire and recently, the American facts (the disaster of the Twin Towers in New York) at the beginning of September, have grow worse this type of market.  

During the period May - September 5 complete suits and 2 trousers have been sold. 

7. Considerations 

Even if the sales results  have been poor and  limited,  starting from the direct observation of  behavior  these evaluations and observations can be drawn:  

- The functionality  that allows to simulate models wearing the different available fabrics from the catalogue (texture mapping) has been seen as  an interesting element of curiosity but it isn’t  fundamental for the sales act.  

The presence of the bunches, with real fabrics   and the presence of reference  garments,  are  elements that determine the choice.   

- The navigation on the fabrics of the catalogue has been appreciated for the outfit of technical notes and for the commercial descriptions but it is not conclusive for the Customer’s choices  even if the images of the catalogue  have been set up with particular  care.  

- Very appreciated it is the great possibility to vary the base measures  and to effect the necessary adaptations  

- Not so important is the  possibility of choice among the different personalisation, perhaps also for the limited number of choices and proposals  

- The delivery time, in sporadic cases,  has been valued too much long: such   Customers   asked for obtain “made to measure” suit in less than a week.  

As last but important consideration, we think that all technological aspects and objectives have been realised: 

· The use of not specialised PC: the most important characteristic is the screen and printer quality.

· The use of internet connection

· The possibility to obtain whatever type of measure variations and adaptations

· The data transmission defining specific an new criteria but adopting a standard protocol (XML).

8. Replication

The project Ishtar has been designed  to be applied in different locations and for a contemporary  use.  

In fact every terminal (the installed PC in the Store)  is identified with a specific code that is assigned during the  set up operation. The terminal code is combined with  the Branch code that is unique in the Company. Every transaction is "marked" with the proper time stamp. To every Client a  unique  code is assigned.  

A suit can be purchased in a Branch and delivered in another Branch of the Coin’s Stores; the system also foresees the possibility of the delivery in a different place  but such option  has not been activated.  

The “replication”  in an others Stores requires:  

- The purchase of hardware component  and the activation of the line for data transmission and connection to our Intranet network (costs varying  from 2000 to 3000 euro)  

- The preparation of the special Corner and the necessary furnishes: this is the most variable and greater voice of costs depending on the  tied up lay-out of every location (varying costs from 4000 to 15000 euro  

- The preparation and  training for  the sales personnel: cost  depends on the number of people to train, their level of experience in the use of technologies, from the type of necessary support during the sale activity and mainly if  the  personnel is totally or desultorily devoted to the specific service of sale   

- The management of tables  and  codes belonging to various central Date Bases devoted to this project (this is a not meaningful cost).  

9. Adaptation  

The realised Ishtar System  can certainly be adapted for the sale and the production of different  textile “made to measure” items and today the market of the attire already offers articles "custom" i.e.  coats and shirts (likewise the sport attire and specialised tools market).  

The Company Coin is appraising whether to adapt the Ishtar System for the sale of “made to measure” shirts.

3. Sales representatives and Internet sales (AlFerano)

The same system can be used indifferently to support corners in the shops, Internet sales and sales representatives; nevertheless some additional features have been necessary related to the identification of the customer, to the order confirmation for the Internet sales and to the database replication for the sales representatives.

The sales representatives can work with their mobile computers that are easily updated at the beginning of the day. The system can easily maintain an up-to-date image of the central archives of the retailer and of the supplier. On the other hand, to maintain cheap and ligth the installation, some of the graphical features, like texture mapping, are not available on these machines.
With respect to the training of the personnel at AlFerano the server-based system was introduced. The key elements of the system, like the DataBaseManagementSystem (DBMS SQL-Server 7.0), the middleware (Transaction Coordinator), the webserver (IIS 5.0), the web frontend (Ishtar-Navigator) and the database synchronization were explained. The use of the Ishtar-Navigator (user interface) with respect to the catalogue, the sizing and the ordering system were demonstrated. Additionally the whole workflow (database synchronization, order collection method and transmission via FTP to Hitman) was explained. Next a breef introdution to the software platform used (Win 2000 Server and Professional) and the system structure was given. 

For our personnel to be able to understand the completely new workflow  an exact explanation of the data workflow beginning with the synchronization with the database on the stationary server, the database queries at Hitman (booking, unbooking), order collection at the customer, order processing and the transmission of it to the stationary server and from there on to the partners, was given. Next a new definition of the workflow for AlFeranos backoffice had to be done. We had to find a way to integrate the new system into the existing workflow of the backoffice used at AlFerano. After the successfull integration within AlFeranos backoffice system, simulations and testing of the whole workflow within the merged Alferanos backoffice systems, were done. 

The new system fits perfectly into the existing backoffice structure at AlFerano. Beside that, a new sales process for the sales representatives had to be defined and tested with some trial customers. The sales representatives had to realize and understand the new opportunities that are given by the Ishtar-System. After the completion of the Introduction of the Ishtar-system and the successful simulations and tests with our sales representative personnel, some trial orders were placed with Hitman, with good results. The next step was to track the orders and communicate with Hitman to be sure that everything worked as expected. After those tests, a new sofware version of the Ishtar-Navigator and the –Backoffice-Module was introduced and firmly tested with good results. The next step was the update of the database with new images and new numerical data from Hitman and COIN. After resolving some problems the new database works fine. Due to some delays in the completion of the system only a limited number of tests and evaluations were done until now. Further testing and field evaluation have to be done. 

AlFerano plans to integrate the two channels, Internet and sales representatives, with showrooms in order to obtain a synergy from the different approaches. Therefore Alferano plans to complete the loading of further commercial information into the database and to extend the system to the facilities in Zürich. At the moment AlFerano evaluates the cooperation with two companies, a German garment producer and a shirt manufacturer from Austria. The planned start of activities with these companies is spring 2002. There are still some problems with the full automatic communication between the server systems and the data structures that are exchanged between the companies.

All in all, the system impacts can be summerized through the following points:

Order processing workflow faster and more secure

Customer consulting process more professional

Employees broaden their skill sets and generate new capabilities

More efficient process for the loading of new product data, database link

Better basis / infrastructure for a multiplication of the sales system
4. Garment supplier (Hitman)

The areas of intervention inside the Hitman organisation were: preparation of the data for the catalogue, the order exchange system with the retail organisations, the internal order processing and the personnel training.

For the aim of this report it is important to synthesize the new behaviour in the offices and in the internal workflow of Hitman.

Loading the data for the order processing subsystem and the catalogue (images and data related to fabrics and models –both technical and commercial information-) required some time to the personnel of the stylist of product office, but has allowed a more effective control about orders insertion. 

In the point of sales, the availability of fabrics is checked  automatically with the navigator and the order is sent in electronic format. Thus the customer service personnel do not needs to check availability or to load the order by hand. The orders are issued only on fabrics that are available in stock.

The host computer automatically compiles the basic list of products necessary for the production.

The measurements related to the customer sizes have been automatically  checked in the retailing phase, with the navigator module, together with the customer, so that the customer service is helped in its activity that previously was totally hand made and without the possibility to measure again the customer. 

Thank to these improvements, the launch of production is performed in the same date of the order arrival. 

The loading of the data in the CAD/CAM module ( FITNET2 ) can be automatic and produce the alterated nexting plan for the fabric cutting machines.

The production and the delivery processes were unaffected by the trials of the Ishtar system.

The production of made-to-measure garments in Hitman, normally, requests 18 working days (Lead time); the orders received from the Ishtar point of sale take 15/16 working day, with a reduction of the lead time of 2-3 days. 
5. Costs to setup of the catalogue

One of the main effort building the catalogue has been the definition of the right process and the search for the better compromise between quality, sizes, resolution and time needed to accomplish the process. An estimate of the costs to setup the catalogue in terms of loading with data and images, when the process has been well defined and personnel is skilled, can be based on the following elements:

· digitalisation of the images of fabrics, starting from fabric, with tuning and refinement of the image, resulting in three images of large, medium, small size

· for each fabric about 40 minutes without digital camera (conventional high quality photography, digitalisation with scanner, refinement + textual data)

· for each fabric about 30 minutes (digital photography, refinement)

· model images acquisition, starting from real model (digital photography), 

·  about 30 minutes for each model (large, medium small sizes images)

·  details and sketches images acquisition (to be associated to the model) about 30 minutes for each model

·  model grids for texture mapping, about  2-3 hours for each model (grid definition for the texture mapping system, refinement of the details and shadows, check and adaptation to the behaviour of the main families of fabric patterns –stripes, squares, etc-)

The filling of the database with textual description regarding the models and fabrics as well as price information  is less relevant and is strongly dependent from the internal support of the company for this information (they should be easily available on electronic support at very low cost but could require a large waste of time to be written if they are not already available).

