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ABSTRACT

This case illustrates the importance of a reliable information systems
infrastructure in supporting the operations and the development of
moder n businesses. A longitudinal analysis(1995-2001) of ToppsIreland
Ltd. is presented. Topps attempted to acquire and implement a state-of-
the-art Enterprise Resource Planning (ERP) systemin order to increase
control over its operations and to develop management information
systemsto i mprovedecision makinginrelationtothecommercial strategy
of thefirm. The case showshow theevol ution of Toppsto aninternationally
successful competitivesituation wasenabled and facilitated by the greater
control allowed by its ERP system. The case begins with a description of
Topps — its line of business and its development over time — and its
business strategy in 1995. The reasonsthat contributed to the decision to
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select an ERP system for Topps emerge from the case. The * teething
troubles’ associated withthesystemareaddressed, and |atest information
from Topps management on the success of the implementation concludes
the case.

TOPPS IRELAND LTD., 1995

ToppslrelandLtd. hasoperatedsince1977 andisasubsidiary of aU.S.-
owned multinational company specializingintheconfectionary business. Topps
isaplayerinthechildren’ sentertainment businessonthe European market and
describesitsbusinessasthemarketing and distribution of fashionitemsfor the
children’ smarket. Hence, Toppsisnot atypical manufacturing company.
Someof themost famousproductsonwhich Topps' successwasbuilt arethe
Bazooka chewing gumsand the Push-Popslollipopsthat are now household
names. Morerecently, Topps becamefamousfor adding an entertainment
component totheir confectionary productsintheshapeof “ Casper theFriendly
Ghost” toy containerscontaining gumor sweets. A particular successof Topps
comesfromtheir purchaseof therightsto make Pokémon™-branded prod-
ucts, including thesaleof stickersand catal ogs.

Theemphasisof their businesschanged substantially over theyearsfrom
amanufacturing-focused perspectiveto an approach based moreonthetrade
of goodsimported from the Far East. By 1995, 20% of their productswere
manufacturedlocally, theremainder beingimported from China, Thailand, and
other countries. Thisrepresented asignificant shiftfromtheir positionevenfive
yearsearlier, whenlessthan 20% of productswereimported. Thisswitchin
businessemphasisall owed sal esgrowth to mushroom, with corresponding
increasesinimport/export activities. Theproduct life cycle of someof the
products was extremely short, so the company needed to react quickly to
change, emphasi zingthecompany’ srequirement for accurateinformationthat
wasreadily available. Thisaccel eration of thebusinessflowswasaggravated
by therapid devel opment of thenew trading element of Topps' business.

Topps' products were distributed out of three warehouses — Cork
(Ireland), Liverpool (United Kingdom), and Rotterdam (Holland). The Cork
plant stored the products manufacturedin Cork, whilethe Rotterdam depot
storedimported products, andthe Liverpool depot maintained stocksrequired
toservetheUK market. All activitiesweremanaged from Cork,*withoutside
companiesprovidingwarehousing and distributing facilitiesat both external
locations. TheUnited Kingdomwasthebiggest market, and ateam of sales
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