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Electronic Motion Systems Ltd (EMS) is a small to medium sized company that has its Head Office and Manufacturing facility based in Swansea, South Wales with a Research and Development facility based in Halifax, Canada.  It designs, produces and sells power modules to the automotive industry with end customers in the UK, France, China and the USA.   It employs approximately 160 permanent staff and uses temporary labour on an ad hoc basis.
In 2013, the company recording revenues of over £31.2 million with an estimated net profit of £2.7 million which was a significant improvement on the revenue and net profit in 2012 which were £24.8 million and £0.44 million respectively.
Swot Analysis
	Strengths (S)
	Weaknesses (W)
	S & W

	Unique technology                                                              In house design team                                            Flexible with customer requirements                Experts in current product range                          Order book full for Q1 & Q2 2014                                           Highly skilled staff                                                            Excellent customer and supplier relationships
	Slow to develop and validate new products                                High stock levels                                               Technology becomes out of date quickly                                            Sells only to one industry                                               Has only 4 direct customers                                   Limited capacity                                                               Ever changing demand                                     Availability of raw components                                 Short life cycle of products
	Full order book first half 2014                                                                   Increasing production capacity                  Developing & trialling new products with set completion dates                                                   Constant monitoring of stock levels and re-scheduling deliveries of raw components                Immediate reaction to changes in customer demand

	Opportunities (O)
	Threats (T)
	O & T

	Diversify product range                                                 Sell to new industries                                               Contracts for new revisions of current parts             New customers
	Strong competition                                            Technology easy to copy                                                Unstable industry                                                                 Significantly reduced demand for 2015      
	Patent new technology                                                   Ensure any quotes are competitive                               Must secure contracts with non-automotive customers                                                                      Ensure 'fixed' demand period on new contracts 

	S & O
	W & T
	

	Expand product range                                           Develop products for non-automotive industries  Secure new contracts                                        
	Expand industries sell to                                                         Speed up development process                                          Ensure new technology mastered before current becomes obsolete                                                                  Capability to increase/reduce capacity as required  
	



Strengths
EMS has an in house design team working which develops new technology and/or works with latest raw component technology to develop improvements for current and new products.
Works to customer forecasts rather than fixed orders for 3 out of 4 customers and reacts quickly to the frequent changes in demand.
Constant communication and sharing of data with customers and suppliers.
Highly skilled production operators, engineers and quality technicians all ensure smooth running of production lines to create good quality products.

Weaknesses
Slow to develop and trial new products/technologies.
Validation process (industry regulated) is expensive and can take up to a year.
Cash tied up in stock to ensure the frequent changes in demand from customers can be met at short notice.
Technology used for products can become ’out of date’ quickly.
Limited number of customers all in same industry means if the industry slows down again (as in 2008/2009) the company could find itself in serious trouble.
Production capacity is limited.
Electronic suppliers all reduced their capacity in 2008/2009 due to the drop in the market and often struggle to support their customers since which can and has led to component shortages and therefore production stoppages.
Product range has a short life cycle due to the availability of new technologies and the upgrading or changing of the vehicle models they are used in.

Opportunities
EMS has several new products at various stages of development and validation using both new and existing technology.
Has submitted quotes and samples for new and replacement products with both new and existing customers for the automotive and marine industries.
Significant increases in demand from one customer on current product range.
Customer request to supply a low cost versions of the current products – they have customers for this that don’t have the margins to use the product at the current price so are using older technology parts for the application at this time.

Threats
Strong competition for new contracts.
Once sample products that utilise new technology have been submitted to potential (or existing) customers, it can be replicated.
The automotive industry is unstable.
Long time delays between the current product range from EMS’ biggest customer becoming obsolete and the start date for the replacement range.

EMS has a full ‘order book’ for the first half of 2014 which means all production lines will be running at capacity so any breakdowns are going to result in lost sales.  The temporary solution employed is to run on weekends and whilst this will ensure there are no lost sales, the profit margin will be reduced significantly.  The longer term plan to resolve this issue is to install additional production lines and adjust the process/some machinery to increase the UPH (units per hour) and change the current shift patterns of operators.  Part of the costs incurred will be covered by grants from the Welsh Assembly.
If it becomes necessary to reduce the capacity, the plan for this is to lay off temporary labour and reduce the number of hours worked per day, additionally, a shorter working week can also be undertaken. 
Any new technology should be patented to prevent replication by competitors which would eventually result in lost business.  
In order for the development and trials for new products to happen quicker, targets for completion of each stage are being set and monitored on a weekly basis so any potential delays can be identified and eliminated straight away.  As the validation process is regulated by the industry, nothing can be done to speed up this process.  If development targets are met, it would ensure replacement products would be ready to go into full production prior to the existing products become obsolete.
The company must diversify its current product range and customer base to ensure continued success and growth.  The company currently relies solely on the automotive industry for its revenue and this is risky because it can be a volatile industry.  The company has successfully recruited a contract manufacturing sales manager with experience of the product range and he has been tasked with sourcing and securing contracts with non-automotive customers.
In order to meet the frequent changes in customer demand at short notice, EMS holds 3 weeks (at full capacity) of all components in stock.  Stock levels are monitored on a bi-weekly basis and deliveries re-scheduled as necessary.  All customer contracts going forward will include a fixed demand period, the duration of which will depend on the lead time of the components used.
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