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Introduction»

The selection and implementation of an Enterprise Resource
Planning (ERP) system are critical to optimizing business operations
and achieving strategic objectives. This comprehensive guide
provides a structured approach to navigating the complexities of
ERP selection, from initial requirements gathering to post-
implementation evaluation.

As businesses strive to enhance efficiency and competitiveness, the
choice of an ERP system becomes a foundational decision. This
guide serves as a roadmap, offering insights and best practices to
help organizations make informed choices and achieve successful
ERP implementations.

By following the steps outlined in this guide, you will be equipped to
address common challenges, involve key stakeholders, evaluate
vendors thoroughly, and ensure that your ERP system aligns with
both current needs and future growth. Our goal is to empower you
with the knowledge and tools necessary to make strategic
decisions that will positively impact your organization’s
performance and success.
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Common Challenges »

Implementing an ERP system is a major task with several
challenges. One key hurdle is resistance to change. Employees used
to current processes may resist new methods due to fear of the
unknown, job security concerns, or a preference for the status quo.
To address this, involve employees early, provide thorough training,
and clearly communicate the benefits of the new system.

Data migration is another significant challenge. Moving data from
old systems to the new ERP is complex and time-consuming,
requiring careful planning to ensure data integrity and accuracy.
Errors or inconsistencies can cause maijor disruptions and delays. A
comprehensive data migration strategy should include:

e Data Cleaning: Ensure data is accurate, complete, and free of
duplicates.
e Data Mapping: Define how legacy data will map to the new ERP

to avoid loss or misplacement.
e Testing: Conduct multiple testing rounds to identify and fix
issues before final migration.

Budget overruns are common in ERP implementation due to project
complexity, which can lead to unexpected costs for customization,
training, and extra resources. To mitigate this risk, create a detailed
budget with contingencies and continuously monitor expenses.
Regular status meetings and milestone reviews can help keep the
project on track and within budget.

Proactively addressing these challenges enhances the chances of
a successful ERP implementation, ensuring the new system
supports the organization’s strategic goals and delivers expected
benefits.
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Gathering ERP

Requirements (

This process involves identifying and documenting the specific
needs and expectations of all stakeholders to ensure that the
selected ERP system aligns with the business objectives and
operational needs. Effective requirements gathering can
significantly reduce the risk of selecting an unsuitable ERP system
and help streamline the implementation process.

Steps to Gather ERP Requirements

1. Identify Business Needs and Objectives: Begin by understanding
the strategic goals of the organization. Determine what problems
the ERP system should solve and what business processes it needs
to improve. Clearly defined objectives will guide the requirements
gathering process.

2. Engage Key Stakeholders: Involve representatives from all
departments that will use the ERP system. This ensures that all
relevant requirements are captured and that the system will
support the needs of different business functions. Conduct
workshops, interviews, and surveys to gather detailed input from
stakeholders.
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ERP Stakeholders and Modules of Interest

Stakeholder

Area of Interest

Relevant ERP Modules

Senior Management

Strategic decision-
making

Analytics, Business
Intelligence (BI)

IT Department

System integration
and maintenance

Technical
Infrastructure, Security,
IT Management

Finance Department

Financial reporting
and compliance

Financial
Management,
Accounts
Payable/Receivable,
General Ledger

HR Department

Employee data and
payroll management

Human Resources,
Payroll, Talent
Management

Sales Department

Customer relationship
management

Sales Management,
CRM

Manufacturing,

. Production planning Inventory
Operations
and control Management, Supply
Chain
Cont.>>
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Stakeholder Area of Interest Relevant ERP Modules

Customer support and

Customer Service i !
satisfaction

Customer Service, CRM

. Procurement, Supplier
Supplier management PP

Procurement and orodhreriant Relationship
P Management (SRM)
Inventory tracking and Warehouse
Warehouse Staff y. ) g L.
logistics Management, Logistics
Campaign . .
. aNeEe Marketing Automation,
Marketing management and

' Analytics
analysis

3. Document Detailed Requirements: Create a comprehensive list
of functional and non-functional requirements. Functional
requirements specify what the system should do, such as order
processing, inventory management, and financial reporting. Non-
functional requirements define how the system should perform,
including scalability, security, and usability.

4. Prioritize Requirements: Not all requirements will have the same
level of importance. Prioritize them based on factors such as
business impact, regulatory compliance, and user needs. This helps
in making informed decisions during the vendor selection process.

5. Consider Future Needs: Plan for future business growth and
technological advancements. Ensure that the ERP system is
scalable and flexible enough to accommodate changes in business
processes and market conditions.
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Planning for Future Needs

It's important to consider not only the
current business processes but also
future growth and changes. For example,
if the company plans to expand into new
markets, the ERP system should support
multi-currency transactions and
international tax regulations. Additionally,
the system should be flexible enough to
adapt to new business models or
technological advancements.

Thoroughly documenting ERP
requirements is essential for choosing a
system that meets your business goals
and operational needs. This approach
minimizes risks, manages stakeholder
expectations, and ensures a successful
implementation.

49 RubinBrown




Organize Your ERP

Selection Team ’

It is essential to organize an effective ERP selection team for the
success of your ERP implementation project. This team will make
key decisions, evaluate vendors, and ensure the ERP system meets
the organization’s needs. A well-structured team with diverse
stakeholders ensures all perspectives are considered and keeps the
project aligned with business objectives.

Steps to Organize Your ERP Selection Team

e Identify Key Roles and Responsibilities: Define the roles and
responsibilities within the selection team to ensure that all
necessary functions and viewpoints are represented. Key roles
typically include:

o Project Manager: Oversees the selection process, manages
the project timeline, and ensures that milestones are met.

o IT Specialists: Provide technical expertise, evaluate the
technical compatibility of ERP solutions, and address any IT-
related concerns.

o Executive Sponsor: Ensures alignment with strategic goals
and secures executive support for the project.

o Departmental Representatives: Offer insights into specific
departmental needs and ensure that the ERP system
supports all business functions.

o Independent ERP Consultant: Brings external expertise and
helps navigate the selection process, especially if internal
knowledge is limited.
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e Form a Cross-Functional Team: Assemble a team with
representatives from various departments to ensure
comprehensive coverage of business requirements. This cross-
functional approach helps in identifying unique needs and
challenges faced by different parts of the organization.

e Delegate a Spokesperson: Designate a single spokesperson to
communicate with vendors. This spokesperson should have the
authority to make binding commitments and ensure consistent
messaging. This prevents vendors from bypassing the selection
process and seeking approvals from different team members.

To create a balanced and effective ERP selection team, ensure that
you have representatives from all major business functions. This
table provides an example of how to structure your team:

Role Responsibilities Key Skills/Attributes
Manage the selection Project management,
Project Manager process, coordinate leadership,
activities communication
Evaluate technical Technical expertise,
IT Specialists aspects, ensure problem-solving, data
system compatibility management
Provide strategic Strategic thinking,
Executive Sponsor direction, secure decision-making,
resources executive presence
Cont.>>
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Role

Responsibilities

Key Skills/Attributes

Finance
Representative

Ensure financial
requirements are met,
budget oversight

Financial acumen,
attention to detail

HR Representative

Ensure HR needs are
addressed, manage

Human resources
expertise, change

change management
- Assess operational Operations
Operations A
. requirements, ensure management, process
Representative i .
efficiency improvement

Sales/Marketing
Representative

Ensure CRM and sales
functionalities

Sales and marketing
expertise, customer
focus

Customer Service
Representative

Address customer
service needs

Customer service skills,
empathy

Independent
Consultant

Provide external
expertise, identify
potential issues

Industry knowledge,
objective perspective

» Delegating Responsibilities and Ensuring Accountability: Once
the team is assembled, clearly define the responsibilities of each
member. Hold regular meetings to discuss progress, share
insights, and address any issues that arise. Use project
management tools to track tasks and deadlines, ensuring that
everyone remains accountable for their assigned roles.
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e Engaging with Vendors: As the selection process progresses,
the team will need to interact with potential ERP vendors. The
designated spokesperson should lead these interactions, but all
team members should be prepared to participate in vendor
demonstrations, ask pertinent questions, and provide feedback
based on their areas of expertise.

¢ Maintaining Communication and Collaboration: Effective
communication is vital for the success of the ERP selection
process. Encourage open dialogue among team members and
foster a collaborative environment. Use collaboration tools to
facilitate communication and document sharing, ensuring that
everyone stays informed and engaged.

Organizing a skilled ERP selection team with clearly defined roles
ensures a more effective selection process. This helps in making
informed decisions, aligning the ERP system with business goals, and
ensuring a smooth implementation that meets stakeholder needs.
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Create a Vendor

Shortlist {

This step involves narrowing down a large pool of ERP vendors to a
few candidates that meet your organization's specific needs. A well-
researched and curated vendor shortlist allows your selection team
to focus on the most viable options, increasing the chances of
choosing the best ERP solution for your business.

Steps to Create a Vendor Shortlist

e Initial Research: Start by conducting thorough research to
identify a broad list of potential ERP vendors. Use various sources
such as online databases, industry reports, trade publications,
and professional networks to gather information about different
vendors and their offerings. Consider both established market
leaders and emerging players in the ERP space.

» Define Selection Criteria: Establish clear criteria for evaluating
vendors. These criteria should be based on your organization’s
specific needs and objectives. Common criteria include:

o Industry Experience: Vendors with experience in your industry
are more likely to understand your unique requirements.

o Functional Fit: The vendor's solution should meet your
functional requirements and support your business
processes.

o Technical Compatibility: Ensure the ERP system is compatible
with your existing IT infrastructure and integrates well with
other systems.

o Scalability and Flexibility: The ERP solution should be scalable
to accommodate future growth and flexible to adapt to
changing business needs.

Cont.>>
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o Vendor Reputation: Consider the vendor's reputation for
quality, reliability, and customer support.

o Cost: Evaluate the total cost of ownership, including licensing,
implementation, maintenance, and support costs.

¢ Solicit Recommendations: Seek recommmendations from peers,
industry associations, and consultants. Networking with other
businesses that have implemented ERP systems can provide
valuable insights into which vendors performed well and which
did not.

e Request for Information (RFI): Send out RFls to the vendors on
your initial list. An RFl is a preliminary document that helps you
gather essential information about the vendors and their
solutions. It typically includes questions about the vendor's
experience, product features, implementation approach, and
support services. The responses to the RFI will help you gauge
the suitability of each vendor and narrow down your list.

¢ Analyze RFI Responses: Evaluate the RFl responses based on
your defined criteria. Use a scoring system to objectively
compare the vendors. Pay close attention to the vendors'
experience in your industry, the comprehensiveness of their
solutions, and their ability to meet your functional and technical
requirements.

e Narrow Down the List: Based on the RFI analysis, narrow down
your list to a manageable number of vendors, typically between
5 to 10. This shortlist should include vendors who have
demonstrated the ability to meet your needs and have a strong
track record of successful ERP implementations.
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*VVendor Evaluation Criteria

To facilitate the evaluation process, you can use a table to
summarize and compare key criteria for each vendor.

Industry Functional Technical m o
Vendor Experience Fit Compatibility Scalability Reputation Total Cost Score
Vendor . . \

A High Excellent Compatible High Strong Moderate 85
Vendor . ! :

B Medium Good Compatible Medium Good Low 78
Vendor 4 Partially . .

C High Excellent Compatible High Excellent High 82
VenDdor Low Good Compatible Medium Fair Low 70
Vendor . / . . k

£ High Very Good Highly Compatible High Strong High 88

Conduct Vendor Demos: Once you have your shortlist, invite the
selected vendors to provide detailed demonstrations of their ERP
solutions. These demos should be structured around your
specific requirements and include scenarios that reflect your
business processes. During the demos, evaluate how well each
solution addresses your needs and how user-friendly and
intuitive the system is.

Evaluate and Refine the Shortlist: After the demos, gather
feedback from your selection team and reassess the vendors
based on their performance. Consider conducting reference
checks by speaking with current clients of the vendors to get
firsthand insights into their experiences. Refine your shortlist to
the top 3 to 5 vendors who best meet your criteria.
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Final Steps

e Request for Proposal (RFP): Send out detailed RFPs to the
vendors on your refined shortlist. The RFP should include specific
questions about the vendor's implementation approach,
support services, and detailed pricing information.

e Evaluate RFP Responses: Analyze the RFP responses using a
similar scoring system as the RFI. Focus on the vendors’
proposed solutions, their ability to meet your timelines, and the
overall cost.

e Select Finalists: Based on the RFP evaluation, select 2 to 3
finalists. Conduct final due diligence, including site visits and
additional reference checks if necessary.

e Negotiate and Decide: Enter into negotiations with the top
vendors to finalize pricing, contract terms, and implementation
plans. Make your final selection based on the overall fit, cost, and
confidence in the vendor's ability to deliver a successful
implementation.

Thoroughly and objectively evaluating ERP vendors helps you select
a solution that best meets your organization's needs. The RFP
process is crucial for gathering the necessary information to
effectively compare and contrast vendors.
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Sending Out RFPs and

Evaluating Responses ’

Before diving into the details of sending out Requests for Proposals
(RFPs), it's crucial to understand the distinctions between RFI
(Request for Information), RFP (Request for Proposal), and RFQ
(Request for Quote).

 RFI (Request for Information):
o Used to gather general information about potential vendors
and their offerings.
o Helps in creating a preliminary list of vendors that can meet
your business needs.
» RFP (Request for Proposal):
o A more detailed document that outlines your specific
requirements.
o Asks vendors to provide a comprehensive proposal on how
they plan to meet those requirements.
» RFQ (Request for Quote):
o Focused on pricing details.
o Sent to vendors who have made it through the RFP
evaluation stage.

Crafting an Effective RFP

A well-crafted RFP is critical for obtaining detailed and useful
proposals from vendors. Here’s what you should include:

e Summary of Project Purpose: Provide background on your
company, the reasons for seeking a new ERP system, the
departments that will use it, and the processes it should cover.
This sets the context for vendors and helps them tailor their
proposals.
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e Project Timeline: Outline the expected timeline for selecting an
ERP system and the desired implementation schedule. Break
down the timeline into key stages, such as evaluation, selection,
and deployment.

e Detailed Requirements: Include a comprehensive list of
functional, technical, and business requirements. For each
requirement, specify the priority level, the relevant business
areq, integration needs, and whether customization is
acceptable.

e Vendor Qualifications: Request information on the vendor’s
experience, client references, support services, and company
culture. This helps ensure the vendor can meet your specific
needs and aligns with your company’s values.

e Proposal Evaluation Criteria: Explain how you will evaluate the
proposals, including the criteria and the scoring system. Provide
a deadline for submitting the proposails.

Here's an example table showing the
structure of an RFP document:

Section Description

Overview of your organization and
Executive Summary the ERP project’s purpose and
objectives.

Description of current systems,
Project Background business processes, and
challenges.

Detailed scope of the ERP project

Projegt Scgpe’ancoblectives and key objectives to be achieved.

Cont.>>
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Section

Description

Detailed Requirements

Comprehensive list of functional
and non-functional requirements,
organized by business process or

module.

Implementation Timeline

High-level project timeline with key
milestones.

Vendor Qualifications

Criteria for vendor selection,
including experience, references,
and certifications.

Proposal Format and Submission
Guidelines

Instructions on proposal format,
submission deadlines, and required
documentation.

Evaluation Criteria

Explanation of the evaluation
process and criteriq, including the
weighting of different factors.
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Steps to Send Out an RFP

e Prepare the RFP Document: A well-prepared RFP is critical for
obtaining relevant and detailed proposals from vendors. The RFP
document should be clear, comprehensive, and structured to
elicit the information you need to make an informed decision.

e Distribute the RFP: Send the RFP to the shortlisted vendors,
ensuring they have enough time to prepare detailed and
thoughtful responses. It is important to provide clear
communication channels for vendors to ask questions or seek
clarifications during the response period.

e Provide a Vendor Briefing: Consider holding a vendor briefing
session to discuss the RFP in detail, address any questions, and
ensure all vendors have a clear understanding of your
requirements and expectations. This can be done through a
conference call, webinar, or in-person meeting.

e Evaluate the Proposals: Once the proposals are received, the
evaluation process begins. Here's how to approach this critical
phase:

Steps to Evaluate RFP Responses

e Initial Screening: Conduct an initial review to ensure all
proposdals meet the submission requirements and include the
necessary documentation. Eliminate any proposals that do not
comply with the RFP guidelines.

e Detailed Evaluation: Assemble your ERP selection team to
thoroughly review each proposal. Use a scoring system based
on the evaluation criteria specified in the RFP. Focus on key
areas such as functionality, implementation approach, cost, and
vendor experience.
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e Functional Fit: Assess how well each vendor’s solution meets
your functional requirements. Look for detailed descriptions of
how the ERP system will support your business processes and
address specific needs.

e Implementation Approach: Evaluate the proposed
implementation plans, including timelines, resource allocation,
and project management methodologies. Consider the vendor’s
approach to training, data migration, and change
management.

e Cost Analysis: Compare the total cost of ownership for each
solution, including licensing fees, implementation costs, and
ongoing maintenance and support expenses. Ensure that all
costs are clearly outlined and transparent.

e Vendor Reputation: Check references and conduct due
diligence on each vendor’s track record. Look for evidence of
successful implementations in similar organizations and
industries. Consider factors such as customer satisfaction,
support quality, and long-term vendor stability.

¢ Shortlist Finalists: Based on the detailed evaluation, shortlist the
top 2 to 3 vendors for further consideration. These finalists
should be invited for in-depth demonstrations and discussions.

e Conduct Vendor Demos: Schedule demos with the shortlisted
vendors to see their solutions in action. Provide vendors with
specific scenarios and use cases relevant to your business
processes. Evaluate the demos using a predefined scoring
system to ensure consistency.
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e Final Due Diligence: Perform additional due diligence on the
shortlisted vendors. This may include site visits, reference calls,
and reviewing detailed technical documentation. Ensure that all
your concerns dre addressed and that the vendor can meet
your requirements.

e Make Your Final Decision: After completing the demos and due
diligence, gather your selection team to discuss the findings and
make a final decision. Use the evaluation scores, feedback from
demos, and any additional information gathered during due
diligence to make an informed choice.

Preparing for Vendor Demos

Vendor demos are a critical part of the evaluation process. To get
the most out of the demos:

e Create a Demo Script: Develop a detailed script that outlines the
specific scenarios and processes you want the vendors to
demonstrate. This ensures that all vendors cover the same
ground and address your key requirements.

e Engage Stakeholders: Ensure that all relevant stakeholders
attend the demos. Their input is invaluable for assessing how
well the ERP system meets your business needs.

e Evaluate Demos Using Uniform Criteria: Use the same
evaluation criteria and scoring system for the demos as you did
for the RFPs. This ensures consistency and fairness in the
evaluation process.

After the demos, reconvene your evaluation team to discuss the
findings and finalize your vendor selection. Consider conducting
reference checks and site visits to verify the vendor’s capabilities
and customer satisfaction. Finally, select the vendor that best
meets your requirements and aligns with your business goals.
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Evaluating Vendor

Demos ’

The vendor demo stage is a crucial part of the ERP selection process
as it allows you to see the ERP systems in action and evaluate their
suitability for your organization. To make the most of this
opportunity, careful preparation is essential.

Creating a Demo Script

A demo script is a detailed document that outlines the specific
scenarios and processes you want vendors to demonstrate. The
demo script should be based on your key business requirements
and should include:

¢ Introduction and Overview: Briefly describe your company, the
purpose of the ERP project, and the main goals you aim to
achieve with the new system.

e Functional Scenarios: Outline specific business processes that
the ERP system should support. These scenarios should reflect
your critical business functions and include tasks like order
processing, inventory management, financial reporting, and
customer relationship management.

e Technical Requirements: Specify any technical requirements,
such as integration with existing systems, data migration
capabilities, and customization options.

e User Experience: Highlight aspects related to the user interface
and user experience, such as ease of use, navigation, and
accessibility.
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*Sample Demo Script Outline

Section Description

Company background, ERP project

Introduction
goals

Key business processes (e.g., order

Functional Scenarios ) !
processing, inventory manqgement)

Integration, data migration,

Technical Requirements AN
customization

User interface, ease of use,

User Experience YAy
navigation

Company background, ERP project

Introduction
goals

Ensure that all relevant stakeholders attend the demos. Their input
is invaluable for assessing how well the ERP system meets your
business needs. Involve representatives from various departments,
including finance, operations, IT, and end-users. This cross-
functional team can provide diverse perspectives and help identify
potential issues or benefits that may not be apparent to a single

group.

During the demos, pay close attention to how well the ERP system
supports your specific business scenarios and requirements.
Encourage stakeholders to ask questions and interact with the
system. Take detailed notes on each vendor’s performance, and
use a standardized evaluation form to capture your observations
and scores.
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Evaluating Demos Using Uniform Criteria

To ensure a fair and objective evaluation, use a consistent set of
criteria to assess each demo. These criteria should align with your
business requirements and priorities. Consider using a weighted
scoring system to reflect the relative importance of each criterion.

*Sample Evaluation Criteria and Scoring System

Criteria Weight Vendor A Vendor B Vendor C
Score Score Score
Functional Fit 30% 4 3 5
User 20% 3 4 4
Experience
Tec?hmcal 259, 5 4 3
Requirements
Vendor
Support and 15% 4 5 4
Services
Total CosF of 10% 3 3 4
Ownership
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— W e e . .

*Vendor Averages

Criteria Weight Average Score
Functional Fit 30% (4+3+5)/3 =4

User Experience 20% (3+4+4)[3 = 3.67
Technical Requirements 25% (5+4+3)/3=4

Vendor Su!oport and 15% (4+5+4)[3 = 4.33
Services
Total Cost of Ownership 10% (3+3+4)/3 =3.33

After the demos, aggregate the scores from all stakeholders to get
a comprehensive view of each vendor’s performance. Discuss the
results with your evaluation team and identify the top contenders.
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Once the demos are complete, reconvene your evaluation team to
discuss the findings. Consider conducting reference checks and site
visits to further validate the vendors’ capabilities and customer
satisfaction. Use the evaluation scores, along with any additional
insights gained from the reference checks and site visits, to make
your final decision.

*Final Evaluation Summary

Key Key
Vendor Total Score
Strengths Weaknesses
Strong Higher total
Vendor A 4. technical cost of
capabilities ownership
Excellent 4l
\);:i dir Limited
Vendor B 3.7 functional fit
support and )
. in some areas
services
Best
functional fit Miiliu
Vendor C 42 technical
and user 14
. capabilities
experience

Select the vendor that best meets your overall requirements and
aligns with your business goals. Ensure that the decision is well-
documented and justified based on the evaluation criteria and
scores. This documentation will be valuable for securing executive
support and facilitating contract negotiations.
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Making Your Final ERP

Selection Decision ‘

Making the final ERP selection decision involves evaluating multiple
aspects of each vendor's proposal to ensure the chosen system
aligns with your business goals, technical requirements, and
budget. The primary criteria for making this decision include the
software’s functional fit, total cost of ownership, vendor support, and
the quality of the business relationship.

Functional Fit:
e The ERP system must meet your organization’s specific business
needs.
e Ensure the system supports all necessary functions and
processes identified during the requirements gathering phase.
e Assess how well the ERP system can handle your current
processes and its adaptability to future needs.

Total Cost of Ownership (TCO):
¢ Includes the initial purchase price of the ERP software and the
costs associated with implementation, customization, training,
and ongoing maintenance and support.
e Understanding the TCO helps in comparing different vendors
and selecting the most cost-effective solution over the system'’s
lifecycle.

Vendor Support and Services:
e Evaluate the vendor's ability to provide timely and effective
support.
e Assess their approach to training and documentation.
e Consider their overall reputation for customer service.
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Quality of Business Relationship:
e Evaluate the vendor's commitment to understanding your
business.
e Consider their willingness to customize the solution to your
needs.
e Assess their reliability as a long-term partner.

Developing an Objective Evaluation Procedure:
e Develop an objective evaluation procedure that quantifies each
criterion to ensure a fair and unbiased decision-making
process.

After scoring the vendors based on the weighted criteria, compile
the results to identify the top contender. Justify your final decision
with a comprehensive report that outlines the evaluation process,
the scores for each vendor, and the rationale behind your choice.
This documentation is essential for gaining executive approval and
preparing for contract negotiations.

After a thorough evaluation of three shortlisted ERP vendors, Vendor
C emerged as the top choice based on a weighted scoring system
that considered functional fit, total cost of ownership, vendor
support and services, quality of business relationship, and technical
requirements.

Detailed Evaluation

1.Functional Fit
o Vendor C scored highest (5) due to its robust support for our
core business processes and adaptability to future needs.
2.Total Cost of Ownership
o Vendor B and Vendor C both scored well (4), indicating
competitive pricing and manageable long-term costs.
3.Vendor Support and Services
o Vendor A scored highest (5) due to its exceptional support
services and customer satisfaction ratings.
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4. Quality of Business Relationship

o Vendor B scored highest (5) due to their proactive approach
to understanding our business and commitment to

customization.

5. Technical Requirements
o All vendors scored similarly (4), demonstrating strong

technical capabilities and integration options.

Vendor C is recommended for its superior functional fit and
balanced performance across other criteria, ensuring it meets our
current and future business needs effectively.

*Final Evaluation Summary

Key Key
Vendor Total Score
Strengths Weaknesses
Excellent .
N Higher total
Vendor A 4.0 cost of
support and .
. ownership
services
Strong
business Limited
Vendor B 3.7 relationship functional fit
and in some areas
customization
Best Average
Vendor C 49 funct|ono! fit quo!lty of
and technical business
capabilities relationship
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Securing Executive Approval

Present the justification report to the
executive team to secure their approval.
Highlight the thoroughness of the evaluation
process and how the selected vendor best
aligns with the organization'’s strategic goals
and budget constraints.

Once the decision is approved, proceed with
contract negotiations, focusing on finalizing
the terms and conditions, service level
agreements, and any customizations
required. Ensure that all stakeholders are
informed of the decision and begin
preparing for the implementation phase.

Following structured steps and using a
comprehensive evaluation framework
enables an informed ERP selection that
aligns with business objectives and ensures
long-term success.
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Entering Contract

Negotiations '

Entering contract negotiations is a critical step in the ERP selection
process. The contract defines the relationship between your
organization and the ERP vendor, specifying the rights and
responsibilities of both parties. A well-negotiated contract helps
mitigate risks, ensures clear communication, and establishes
expectations for performance, support, and pricing. It is essential to
approach this phase with thorough preparation and a clear
understanding of your requirements and priorities.

Preparation is key to successful contract negotiations. Start by
assembling a team that includes stakeholders from legal,
procurement, finance, IT, and the project management office.
Ensure that everyone involved understands the critical aspects of
the ERP project and the business objectives.

Key Elements of an ERP Contract

An ERP contract typically covers the following elements:

Scope of Work: Detailed description of the services and deliverables
provided by the vendor, including software licenses,
implementation services, training, and support.

Pricing and Payment Terms: Clear breakdown of costs, including
software licensing, implementation fees, customization charges,
and ongoing maintenance and support fees. Define the payment
schedule and any milestones tied to payments.

Cont.>>
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Service Level Agreements (SLAs): Performance standards and
response times for support services. Include penalties for non-
compliance to ensure the vendor meets the agreed-upon service
levels.

Customization and Integration: Specifications for any required
customizations and integrations with existing systems. Define the
process for managing changes and additional requests

Data Security and Compliance: Provisions for data protection,
privacy, and compliance with relevant regulations (e.g., GDPR,
HIPAA).

Intellectual Property Rights:
Clarification of ownership and
usage rights for the software,
customizations, and any jointly
developed solutions.

Termination Clauses: Conditions
under which the contract can be
terminated by either party,
including breach of contract, failure
to meet SLAs, and changes in
business circumstances.

Dispute Resolution: Mechanisms
for resolving disputes, including
mediation, arbitration, or litigation.

Warranty and Liability: Vendor
warranties for software
performance and limitations on
liability for both parties.
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During negotiations, focus on securing terms that align with your
business needs while ensuring flexibility and protection against
potential risks. Consider the following strategies:

Leverage Competitive Offers: Use proposals from other vendors to
negotiate better terms. Highlight competitive pricing or superior
service offerings to encourage the vendor to improve their offer.

Focus on Total Cost of Ownership (TCO): Negotiate not only the
upfront costs but also the ongoing maintenance, support fees, and
potential hidden costs. Ensure the contract provides a clear picture
of the TCO over the system’s lifecycle.

Clarify Support and Maintenance Terms: Ensure the SLAs are
detailed and enforceable. Negotiate for dedicated support
resources, regular updates, and timely issue resolution.

Ensure Flexibility for Future Changes: Include provisions for future
customizations, scaling, and upgrades. Define the process and
pricing for any changes required post-implementation.

Protect Your Data: Negotiate robust data security measures and

compliance requirements. Ensure the contract includes data
ownership clauses and clear responsibilities for data protection.

*Sample Contract Elements Table

Element Description Importance

Defines what is
included in the
project

Detailed description of

f rk . :
Scope of Wo services and deliverables

Cont.>>
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Element

Description

Importance

Customization and
Integration

Specifications for
customizations and
integrations

Ensures system
meets specific
business needs

Data Security and
Compliance

Provisions for data
protection and regulatory
compliance

Protects sensitive
information and
ensures
compliance

Intellectual Property
Rights

Clarification of ownership
and usage rights

Protects both
parties’ IP and
usage rights

Termination Clauses

Conditions for contract
termination

Defines exit
strategies and
protections

Dispute Resolution

Mechanisms for resolving
disputes

Provides clear
resolution path for
conflicts

Warranty and Liability

Vendor warranties and
liability limitations

Defines vendor's
obligations and
limits liability

Seeking Legal Advice:

Given the complexity of ERP contracts, it is advisable to seek legal
advice to review and interpret the terms. Legal professionals can
help identify potential risks, ensure compliance with relevant laws,
and negotiate favorable terms.
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Finalizing the Contract:

Once both parties agree on the terms, the contract should be
thoroughly reviewed and finalized. Ensure all agreed-upon terms
are clearly documented, and any ambiguities are resolved. Both
parties should sign the contract, and a copy should be securely
stored for future reference.

Protecting Your Interests:

Even after the contract is signed, protecting your interests remains
crucial. Maintain regular communication with the vendor, monitor
their performance against the SLAs, and address any issues
promptly. Establish a process for managing changes and ensure
any modifications to the contract are documented and agreed
upon by both parties.

*Key Negotiation Strategies and Outcomes

Element Description

Improved pricing and terms from the

Leverage Competitive Offers
9 P preferred vendor

. lear understanding of long-term
Focus on Total Cost of Ownership Clear understanding of long-te

costs
Clarify Support and Maintenance Robust SLAs and dedicated support
Terms resources

Provisions for future customizations

Ensure Flexibility for Future Changes
. AR Y 9 and upgrades

Strong data security measures and

Protect Your Data !
compliance clauses
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Entering contract negotiations is a crucial step in the ERP
implementation process. By carefully preparing for negotiations,
focusing on key areas, and ensuring clear documentation, you can
secure a contract that meets your organization’s needs and sets the
foundation for a successful ERP implementation.

A well-negotiated contract not only protects your organization but
also fosters a positive and productive relationship with your ERP
vendor.

Implementation Planning and Execution

Implementation planning is a critical phase that sets the foundation
for a successful ERP deployment. A well-structured implementation
plan ensures that all aspects of the project are addressed,
stakeholders are aligned, and potential risks are mitigated. The goal
is to ensure a smooth transition from your current systems to the
new ERP system, minimizing disruptions and maximizing efficiency.

Creating an Implementation Plan

A comprehensive implementation plan should include detailed
steps, timelines, resource allocation, and risk management
strategies. The key components of an effective implementation plan
are:

* Project Goals and Objectives: Clearly define what the
organization aims to achieve with the new ERP system. These
goals should align with the strategic objectives identified during
the selection phase.

e Project Timeline: Develop a realistic timeline that outlines all
phases of the implementation, from initial planning to post-
implementation review. Key milestones should include system
configuration, data migration, testing, user training, and go-live.
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e Resource Allocation: Identify the necessary resources, including
personnel, budget, and technology. Assign roles and
responsibilities to team members and ensure that they have the
required skills and training.

e Risk Management: |dentify potential risks and develop
mitigation strategies. Common risks include data migration
issues, resistance to change, and technical challenges. Regularly
review and update the risk management plan.

e Communication Plan: Establish a clear communication plan to
keep all stakeholders informed throughout the implementation
process. This includes regular status updates, meetings, and a
platform for addressing concerns and feedback.

Key Phases of ERP Implementation

e Project Kickoff

o Initiation Meeting: Hold a project kickoff meeting with all
stakeholders to outline the project plan, goals, and timelines.

o Define Scope: Clearly define the scope of the project to avoid
scope creep. Ensure all requirements and deliverables are
well-documented

e System Configuration

o Software Installation: Install the ERP software on the
designated servers or cloud environment.

o Customization: Configure the system to meet the specific
needs of the organization. This may involve customizing
modules, workflows, and user interfaces.

e Data Migration

o Data Mapping: Identify the data to be migrated from legacy
systems and map it to the new ERP system.

o Data Cleaning: Clean and validate the data to ensure
accuracy and consistency.

o Migration Testing: Perform test migrations to identify and
resolve any issues before the actual data migration.
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e Testing

o Unit Testing: Test individual modules to ensure they function
correctly.

o Integration Testing: Test the interactions between different
modules to ensure seamless integration.

o User Acceptance Testing (UAT): Conduct UAT with end-users
to ensure the system meets their needs and functions as
expected.

e Training

o Develop Training Materials: Create comprehensive training
materials, including manuals, videos, and FAQs.

o Conduct Training Sessions: Provide hands-on training
sessions for all users. Ensure that users are comfortable with
the system and understand how to perform their tasks.

e Go-Live Preparation

o Final Data Migration: Perform the final data migration to
ensure all current data is in the new system.

o System Validation: Validate the system one last time to
ensure everything is functioning correctly.

o Go-Live Checklist: Prepare a checklist to ensure all critical
tasks are completed before going live.

e Go-Live

o Cutover: Switch from the legacy system to the new ERP
system.

o Monitor System: Closely monitor the system for any issues
and address them promptly.

o Support: Provide immediate support to users to resolve any
problems and answer questions.
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After the ERP system is live, it's essential to conduct a post-
implementation review to assess the project's success and identify
areas for improvement. Key post-implementation activities include:

Performance Review: Evaluate the system's performance against
the initial goals and objectives. Assess whether the ERP system is
delivering the expected benefits.

User Feedback: Collect feedback from users to identify any issues
or areas for improvement. Use this feedback to make necessary
adjustments and enhancements.

Continuous Improvement: Establish a process for ongoing system
improvements. This includes regular updates, training sessions, and
performance reviews.

Support and Maintenance: Set up a support structure to assist

users with any issues. This includes a helpdesk, regular system
maintenance, and updates.

*Sample Implementation Plan Timeline

Phase Task Timeline

Initiation Meeting Week 1

Project Kickoff

Define Scope Week 1-2
Software Installation Week 3-4
System Configuration
Customization Week 4-6
Cont.>>
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Phase Task Timeline
Data Mapping Week 6-7
Data Migration Data Cleaning Week 7-8
Migration Testing Week 8-9
Unit Testing Week 9-10
Testing Integration Testing Week 10-11
User Acceptance
. k11-12
Testing (UAT) W o
Develop T.rcunlng Week 19-13
Materials
Training
Conduct.Trolnlng Week 13-14
Sessions
Final Data Migration Week 14-15
Go-Live Preparation System Validation Week 15-16
Go-live Chgckllst Week 16
Preparation
Cont.>>
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Phase

Task

Timeline

Post-Implementation

Performance Review Week 18-20
UserFeeqbock Week 18-20
Collection
Continuous \
. Ongoing
Improvement Planning
) t .
upport and Ongoing

Maintenance
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Post-Implementation Evaluation and Support

The successful implementation of an ERP system marks a significant
milestone, but the journey does not end there. Post-implementation
evaluation and ongoing support are critical to ensure that the ERP
system continues to deliver value and supports your organization'’s
evolving needs. This phase involves assessing the system's
performance, addressing any issues, and making continuous
improvements.

Steps for Post-Implementation Evaluation and Support

e Conduct a Post-Implementation Review:

o Objective Assessment: Evaluate whether the ERP system
meets the initial objectives and requirements defined during
the planning phase. This involves gathering feedback from all
users and stakeholders to understand their experiences and
identify any gaps.

o Performance Metrics: Measure the system's performance
against key metrics such as efficiency improvements, cost
savings, data accuracy, and user satisfaction. Compare
these metrics to the pre-implementation benchmarks to
assess the system's impact.

e Gather User Feedback:

o Surveys and Interviews: Conduct surveys and interviews with
end-users to gather detailed feedback on their experiences
with the new system. Focus on areas such as usability,
functionality, and any challenges they face.

o User Groups: Organize user groups or focus groups to
facilitate open discussions about the ERP system. These
sessions can provide valuable insights into common issues
and potential improvements.
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e Identify and Address Issues:

o Troubleshooting: Identify any technical or functional issues
that users encounter. Develop a troubleshooting plan to
address these problems promptly and effectively.

o Root Cause Analysis: Conduct root cause analysis for
recurring issues to prevent them from happening again. This
process helps in identifying underlying problems and
implementing long-term solutions.

e Continuous Improvement:

o Enhancements and Upgrades: Regularly update the ERP
system with new features and enhancements to keep up with
changing business needs and technological advancements.
Work closely with the vendor to ensure that updates are
seamless and do not disrupt business operations.

o Process Optimization: Continuously review and optimize
business processes to fully leverage the capabilities of the
ERP system. Encourage users to adopt best practices and
streamline workflows for maximum efficiency.

e Training and Support:

o Ongoing Training: Provide continuous training to users to
ensure they are proficient with the ERP system. Offer
advanced training sessions to help users take full advantage
of the system's features.

o Support Desk: Establish a dedicated support desk to assist
users with any issues or questions they may have. Ensure that
the support team is well-trained and equipped to handle a
wide range of queries.

o Documentation: Maintain up-to-date documentation and
user guides to help users navigate the system effectively.
Make these resources easily accessible to all users.
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e Monitor System Performance:

o Regular Audits: Conduct regular system audits to ensure data
integrity, security, and compliance with regulatory
requirements. These audits help in identifying any
discrepancies or vulnerabilities that need to be addressed.

o Performance Monitoring: Continuously monitor system
performance to identify any slowdowns or bottlenecks. Use
performance monitoring tools to track key metrics and take
proactive measures to maintain optimal performance.

*Example Post-Implementation Evaluation Table

% . g\ L. Measurement
Evaluation Criteria Description Method
Assessing how satisfied User surveys,
User Satisfaction users are with the ERP interviews, and
system focus groups
Performance

Evaluating the speed and

System Performance Y
{ reliability of the ERP system

monitoring tools,
system audits

. Data qualit
Ensuring the accuracy and N y
. 1 A checks,
Data Accuracy integrity of data within the A
reconciliation
ERP system
reports
, Measuring improvements in Process metrics,
Operational . ) t
N business processes and time studies,
Efficiency I i .
overall efficiency efficiency ratios
Cont.>>
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Measurement

Evaluation Criteria Description Method

Cost-benefit
analysis, budget
comparisons

Assessing the financial

t Savin :
Cost Savings impact of the ERP system

Ensuring the system ) .
g y Compliance audits,

Compliance and complies with regulatory securit
Security requirements and y
N : assessments
maintains data security
Tracking the number and Support desk logs,
Issue Resolution severity of issues reported issue tracking
and resolved system
Measuring how extensively
./ the ERP system is bein Usage reports, user
System Utilization Y 9 J . .p
used across the activity logs

organization

Continuous Improvement Strategies

e Regular Updates and Upgrades: Work closely with the ERP
vendor to ensure that the system is regularly updated with new
features, bug fixes, and security patches. Schedule these
updates during off-peak hours to minimize disruptions.

e User Feedback Loop: Establish a feedback loop where users can
continuously provide input on the ERP system. Use this feedback
to identify areas for improvement and to develop new features
that enhance user experience.

e Advanced Training Programs: Develop advanced training
programs for users to help them master the ERP system’s
advanced functionalities. This not only improves their efficiency
but also encourages them to explore innovative ways to use the
system.
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e Performance Optimization: Regularly review system
performance metrics and identify any bottlenecks or areas
where performance can be improved. Implement optimization
strategies such as database indexing, hardware upgrades, and
process reengineering.

e Scalability Planning: As your business grows, ensure that the ERP
system can scale to meet increasing demands. Plan for future
growth by considering additional modules, increased user
licenses, and enhanced infrastructure.

Support and Maintenance

e Support Contracts: Negotiate support contracts with the ERP
vendor that include guaranteed response times, dedicated
support representatives, and comprehensive support coverage.
Ensure that the support contract aligns with your organization’s
needs.

e Escalation Procedures: Define clear escalation procedures for
critical issues that require immediate attention. Ensure that all
users are aware of these procedures and know how to escalate
issues when necessary.

e Maintenance Schedules: Develop a maintenance schedule that
includes regular system backups, database maintenance, and
security audits. Communicate this schedule to all users to ensure
they are aware of any planned downtime.

e Vendor Collaboration: Maintain a strong relationship with your
ERP vendor. Regularly communicate with them to stay informed
about upcoming updates, industry best practices, and new
features that can benefit your organization.
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*Example Support and Maintenance Plan Table
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Support and !
- ey Responsible
Maintenance Description Frequency
/s Party
Activity
Regular backups
System of the ERP system .
y y Daily/Weekly IT Department
Backups to prevent data
loss
Optimization and
maintenance of IT
Database Monthl
! the ERP database v/ Department/ERP
Maintenance \ Quarterly
to ensure optimal Vendor
performance
Regular audits to
ensure data Qudtsrif IT
Security Audits security and y Department/Thir
. . Annually |
compliance with d-Party Auditor
regulations
Application of
atches, updates, IT
System i P As released/
uodatel and new features Qldrten Department/ERP
P provided by the y Vendor
ERP vendor
Cont.>>
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Support and
Maintenance
Activity

Description

Frequency

Responsible
Party

User Training

Ongoing training
sessions for users
to keep them
updated on
system features
and best
practices

Monthly/Quarte
rly

HR
Department/Trai
ning Team

Support Desk

Dedicated
support desk to
handle user
queries and
issues

Ongoing

IT Support Team

Performance
Monitoring

Continuous
monitoring of
system
performance to
identify and
address
bottlenecks

Ongoing

IT Department

Feedback
Collection

Gathering user
feedback to
identify areas for
improvement

Ongoing

Project
Manager/User
Experience
Team
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Following post-implementation steps ensures your ERP system
remains effective and valuable. Continuous monitoring, user
feedback, and proactive maintenance are crucial for maximizing
your ERP investment and ensuring long-term success.
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