Problem.  The problem of SAP America (SAP) is to leverage the efficiency and effectiveness of Industry Centres of Expertise (ICOEs) in order to improve the performance of the company.

Analysis. Nadler and Tushman (1992:48) point out that there are three factors determining organisational performance : goal attainment, resource utilisation and adaptability. 

Goal attainment. As Coote states, even though the present revenues are 75%-80% come from manufacturing companies, the future target is in services. Basically, SAP should be able to maximise its profit from sales and professional services (consulting and training). Regardless the commitment to partners and change in service fee, revenue from professional services can not be separated from product sales. The increase in sales thus will open the opportunity to market services and rise up its revenue accordingly. To increase sales, SAP needs to aggressively penetrate wider range of market since there is still a potential market in other industry sectors as well as in the lower-tiers. Therefore Global Accounts (GA) has to be equipped with professional salespeople and set up as marketing centre that is charting market direction and organising the whole sales activities. To enforce this task, GA should be assisted by ICOEs to be able to penetrate specific industry effectively and efficiently. On the line with this strategy, ICOEs is suggested to function as consultant (in pre-sales and liaison) rather than as industry marketing group (charting market direction) to enhance its effective roles. This system will reduce the sales cycle in any size of customers that consequently reduce the selling costs, as Bower and Hout (1988:110) argue that saving time can provide sustainable competitive advantage. This design is aimed to anticipate the problems arise as the result of larger size of the organisation, for Greiner (1998:56) writes that a company’s problems (new functions emerge, level in the management hierarchy multiply, jobs become more interrelated, coordination and communication expand) and solutions tend to change significantly as the number of its employees and sales increase.  

Resource utilisation. As liaison, ICOEs work closely with customers in particular industry to identify customers’ requirements more clearly, provide customised software solution and consulting service. This roles are obviously overlapping with Field Consulting under Professional Services, so that it is not necessary for Basho to align his field consulting directors with their counterparts in ICOEs simply because a group of consultants with specific knowledge in particular industry (ICOEs classification) can fill these positions. This configuration is reflecting the coordination and collaboration between specialist (application consultants) and generalist (basis consultants) which has been implemented successfully by professional consulting companies, such as McKinsey. Functioning as consultants to GA (in pre-sales) and liaison, will allocate ICOEs strategically under Professional Service, which will leverage SAP’s effectiveness and efficiency. Moreover, according to five phases of growth (Greiner, 1998:58-62), SAP is in phase 3 revolution (crisis of control) and is about to enter coordination era which should be characterised by the use of formal system for achieving greater coordination that prove useful to attain growth through efficient allocation of company’s limited resources. 

Adaptability. Cost efficiency and effective structure will put SAP in flexible position to overcome environmental changes, utilise its competitive advantage and prepare the structure of the company with interpersonal collaboration to anticipate next crisis (red-tape) and next phase of growth (Greiner, 1998:66).

Recommendation. Firstly, restructuring the organisation by assigning : (1) GA as marketing centre (concentrating on market penetration and development) ; including emerging markets, (2) ICOEs as specialist consultants (assisting GA in charting market direction and in pre-sales support or as liaison/application consultant) under Professional Services. In this circumstance, SAP needs to strengthen ICOEs by recruiting more specialist consultants in particular industry. Secondly,  centralising certain technical function, such as data processing while daily operating decisions remain decentralised, so that problems are solved quickly through team action. Finally, to retain its position, SAP has to remain focus on its core business as Bower (1988:130) advocates that for strategy to succeed, the ability to focus is very important. 
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