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Fail to Prepare,
Prepare to Fail

Implementing or changing an

ERP system is a big undertaking.
Deployment of a new system, of any
scale, will inevitably bring changes
to both data and processes across
your entire business.

The risk of not realising all of the benefits
you envisaged is high. Analyst firm Gartner
estimates that 55% to 756% of all ERP
projects fail to meet their objectives. But
this doesn’t have to be the case for your ERP
project. As the saying goes... ‘fail to prepare,
prepare to fail’.

Your ERP vendor will be your key partner as
you progress through your implementation
process but note the use of the word
‘partner’. Your ERP vendor is there to
provide the expertise you need to realise
desired benefits, minimise downtime,
accelerate staff acceptance and complete
your project on time and within budget.

Introduction

However, be under no illusions. If you are

to truly extract the full range of benefits
expected from your new ERP software, it is
essential that you prepare as much as you
can for the implementation process you are
about to embark on. This guide sets out the
best practice preparatory work you can, and
should, carry out in order to ensure your
implementation is as smooth as possible.



Analyst firm Gartner
estimates that 55% to 75%
of all ERP projects fail to
meet their objectives.

The Intact Difference




Get in the
Driving Seat

Do not underestimate the
value of having a strong
pre-implementation planin
place. It ensures you and your
business are in the driving seat,
not the software vendor.

The thought and effort you put into
your pre-implementation plan now,
before you even meet with an ERP
vendor, will ensure your discussions
are led by your business needs.

Introduction




We would advise including
the following elements in your
pre-implementation plan:

Project Scope Project
Objectives of Works Team

SLTEE 2

Change Data
Management Cleansing
Team

by



1. Project
Objectives

Whilst your vendor can and
should help you to decipher
what features and benefits
your new system can provide,
best practice suggests that you
should begin by establishing
clearly thought out core
objectives.

This ensures the software features
you require to run your business,
and their related benefits, are not
overshadowed by glamorous feature
add-ons, that may add little or no
value.

Think about what you are trying to
achieve? What limitations are you
coming up against in your current
system? Consider improvements
you want to make right across your
organisation.

Make your objectives definite, specific
statements about what you intend to
accomplish. Vague statements have no
place on your goals list. Make them as
quantifiable as possible.

Project Objectives




‘ ‘ ERP implementation failures often stem from
poor relationships between vendor and client.

Ensure you choose a trusted and partner-
oriented ERP provider that you feel will invest
as much into your project as you will.

Intact iQ's core business logic and database
structure can be modified to suit your exact
requirements both now and in the future. Additional

modifications to facilitate changing requirements
can be rolled out at any point during the product
lifecycle. This allows you to change the product to
accommodate future strategic change and growth
long after your initial implementation of the product.
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Once your core
objectives are
established you should
supplement them with
the augmented benefits
you are seeking to
achieve.




Pain

Solution
Required

Benefits

Our current system can’t
scale with our growth plans
as the technology at its
core is out of date

ERP system based on
.NET technology that
enables ‘out-of-the-box’
configuration that can
be quickly and cost-
effectively customised

Our business is future proofed
as our new system will now
facilitate change & growth

KPI data is not available
in real-time leading to
slow decision-making and
customer service issues

Real-Time KPI Dashboards
and push-notifications

Improve performance by
identifying & correcting issues
before they happen

We have separate databases
for different departments
so we have to maintain
multiple systems

Fully Integrated Single
ERP Application

Facilitates collaboration
across departments,
integrating and sharing both
information and processes
business-wide. This in turn
leads to more effective,
speedier decision-making and
better customer service

Our system is too rigid to
adapt to changing business
processes

Highly customisable
system that allows
advanced users to
customise fields, views
etc. as required

Our new system will be flexible
enough to adapt to changing
business circumstances

and our continued need to
increase efficiencies

My system will not facilitate
moving stock between
branches

Inter Branch Transfer
Function

Accurate tracking of stock
between branches
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2. Scope
of Works

It is crucial that your ERP
vendor understands how your
business currently operates
and how you want it reflected
in your new system.

Each business has its own nuances,
idiosyncrasies, whatever you want to
call them, but in essence they make
you... you.

There are many workflow tools
available online that enable you to
easily create workflow charts for your
organisation.

The use of workflow charts can prove
incredibly useful here, helping you to
capture your business modus operandi
in a very visual, easy to understand
format.

Scope of Works




‘ ‘ With today’s ERP systems now using the latest
technologies, you can surround yourself with

any amount of data, KPIs, etc. The key is to

tailor it to your specific needs and that of

each end user. ’ ’

At Intact, the first step on our implementation journey with clients involves
undertaking an in-depth business process review. Our consultants work directly
with your project team to record current business processes, future company
ambitions and any other requirements you need us to take into account.

The aim here is to ensure day-to-day processes are not affected, whilst also
ensuring we build in features that will drive benefits above and beyond that of
your previous system. Furthermore, our mission is to future-proof your business to
facilitate growth and your longer term goals.

ERP Implementation — A Preparatory Guide 13






An example might look something like...
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3. Project

Team

Your ERP system forms the
back-bone of your business,
therefore a migration of
systems must be managed

by a competent project team
that has full support from your
senior management.

Your team should comprise of senior
managers across the business to
ensure all departments affected

by the implementation are validly
represented. This will aid acceptance
of the system as each department
adopts a certain level of project
ownership relating to their particular
area of expertise.

The other key members of the project
team will include your software
vendor who will allocate a project
manager and consultant(s) to your ERP
implementation project.

Project Team



‘ ‘ We have found that companies who treat

their ERP project as a strategic business
improvement project, not as an IT project,
secure the buy-in they require from
senior management to make
the implementation a
true success. ’ ’

The Intact Difference




The template below offers a general
guide as to the required composition
of an ERP Project Team

Executive
Sponsor &
Budget Holder

System Owner
& Main Client
Contact

Team Leader
— Sales

Team Leader
— Purchases

This individual will have overall budget
responsibility (sign off), the ability to
remove any internal barriers should
they occur or raise any high level
concerns regarding project progress
from your side

This is your internal system
champion. They sign off on all system
configuration and are involved in any
major configuration decisions

This individual will provide supporting
data from the legacy system and signs
off the UAT (User Acceptance Testing)
for this module

This individual will provide supporting
data from the legacy system and signs
off the UAT for this module

Suitable candidate
from within your
business

Suitable candidate
from within your
business (though
this person may not
necessarily be the
Sponsor)

Suitable candidate
from within your
business

Suitable candidate
from within your
business

18 Project Team




Team Leader
— Stock

Team Leader
— Finance

Project Manager

Consultant(s)

Hardware/
Database
Support

This individual will provide supporting
data from the legacy system and signs
off the UAT for this module

This individual will provide supporting
data from the legacy system and signs
off the UAT for this module

Responsible for managing scope,
deliverables and timeline

Responsible for the configuration
of the software in line with your
expectations

Responsible for ensuring the hardware
or cloud environment is configured to
enable the smooth operation of the
new software system

ERP Implementation - A Preparatory Guide

Suitable candidate
from within your
business

Suitable candidate
from within your
business

Software Partner

Software Partner

3rd party vendor

or most software
partners will provide
this support

19
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4. Preparing
for Change

The importance of your ERP
project and its impact on your
wider organisation should not
be underestimated.

Failing to appreciate the cultural
barriers and change implications
that could arise is a major oversight.
Take the time to review your current
situation and how this change will
impact your business and staff. How
will the process be managed? Are
there any cultural implications?

Creating a change management
strategy alongside your
implementation plan helps limit the
resistance to a new system and can
identify any problems before they
become disruptive to day-to-day
business.

Preparing for Change



At Intact, you have access to a range of resources
and expertise to enable you to seamlessly and
robustly manage, evolve and scale your system in
line with business needs and ambitions. Our support
team is domestically based and work hand-in-hand
with our developers and consultants. Together they
strive to ensure customer intricacies are continually
accounted for and queries are resolved in the most
effective and efficient way possible.

Our leading-edge ticket tracking helpdesk system
ensures all service requests are logged and
prioritised online where their progress can be
monitored by your staff 24/7.

ERP Implementation — A Preparatory Guide
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Some of the key areas to include
in your change management

plan are detailed here




Staff Communication

Schedule regular meetings/
briefings with all affected staff
throughout the project.

Where possible initiate these meetings at
the pre-planning phase so that feedback
from staff can be incorporated as early

as possible. This will facilitate a level of
mental buy-in whilst also providing ample
notice that this change is happening. Be as
inclusive as possible throughout the project
to help staff feel that this change is not
being imposed on them.

Acknowledge their concerns but focus

on the benefits that will be derived post
implementation and the supports that you
will provide to make the process as painless
as possible.

Training

Training requirements may differ
per staff member.

Once the allotted training days are
exhausted, a sense of panic may creep in
amongst certain employees who feel they
have not fully grasped how the system
works. There are two ways to address this.

One option is to identify early in the budget
building process any additional training days
you may require or include an optimisation
phase post-implementation.

It’s easier to include them now rather than
fighting a budget battle to get this cost
added retrospectively. Another option is

to adopt a 'Train the Trainer' format; where
key individuals receive in-depth training and
their role within the company is to impart
their knowledge to existing and new staff.

Ongoing Support

In addition to broader training
needs, all software vendors provide
ongoing support services.

Find out what support services will be
available to you post go-live. These will
reassure staff once you're live on your new
system.

ERP Implementation — A Preparatory Guide
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5. Data
Cleansing

As the saying goes... ‘Rubbish in,
Rubbish Out’. The importance

of undergoing the data

cleansing process at the pre-
implementation phase should not be
underestimated.

Ensuring your project starts out with clean,
accurate and relevant data will save you time
and money in the long run.

Take the time now to decide how much
historical data you wish to migrate to the
new system and indeed how much data must
be migrated for compliance reasons. Ensure
all duplicates, irrelevant and incorrect data
is removed from the system pre-migration.

This is not a glamourous job but the effort
expended here will reap huge rewards down
the line. Assign the appropriate employees
to the task and provide them with the

time allowed to complete this task fully.

The employee selected for this task must
have an eye for detail and a solid working
knowledge of the data that will enable them
to extract your most relevant data.

Data Cleansing




A lean and relevant database is key to your
operations. During every Intact iQ implementation
we work with our customers to perform a data

clearout removing the unwanted and historical data.
A data migration process is run and checked by
your Intact iQ consultant prior to running in the live
environment.

ERP Implementation - A Preparatory Guide
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The Intact Every vendor will have a different
approach to implementing their ERP

|mp|ementati0n solution. We can only vouch for ours

Approach within this guide and showcase this
as a topline example process.

We begin by evaluating & documenting the roles of all staff and outline all
key business processes such as SOS, POP, Stock, Accounts etc. We then
specify how these processes will be replicated and/or improved within
Intact iQ.

We import the applicable relevant data from your legacy system, utilising
readymade templates for Excel or csv formats.

Your settings, form designs, reports, workflow process flows, ledger
settings, etc. are aligned by your consultant in line with the findings from
the business process review. It is during this phase that individual user
interfaces can be personalised.

In test mode, using sample transactions, your consultant will lead each
module owner through each business process in Intact iQ to ensure
adequate functionality for go-live.

L
L

26 The Intact Implementation Approach

We ensure both generic induction and back-office training is carried out
along with bespoke training for individual users.



Our 30+ years’ experience implementing our ERP and business management
solutions has shaped our tried and trusted implementation approach. Each
phase is regularly reviewed and adapted to ensure we are meeting the needs of
our customers. Deep collaboration on behalf of both Intact and the customer is

required every step in the process. This will ensure our system is tailored to serve
your unique needs.

T
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6. Go Live

Upon completion of a detailen plan 2-4 weeks prior to launch, your test
company is comissioned on the live system.

7. Go Live Support

The project manager will work with you and your Intact iQ consultant to
ensure a seamless go-live and iron out any initial teething issues.

8. Post Go Live Optimisation Phase

As you transition to the optimisation team, you and your employees will be
empowered to fully maximise the functionality of the Intact iQ system over
the course of the next 6-12 months.

9. CSO Hand-Over

Through the Customer Success Office, you will have access to a range
of resources and expertise to ensure you can seamlessly and robustly
manage, evolve & scale your Intact iQ system in line with business needs
and ambitions.

ERP Implementation - A Preparatory Guide
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Frequently
Asked Questions

How long
does it take
to implement
a new ERP
system?

Do | need to
change my ICT
infrastructure?

28 Frequently Asked Questions

Typically for an average size project, companies tend to
allow for 6 months from date of order to go-live. Given
that the process of evaluating and choosing a system can
take several months, a company should take all this into
consideration when putting timescales around a project
like this.

- When considering a new ERP system, it is important to
get professional assistance in evaluating the network, PC
requirements and deployment methods (cloud, hosted
or hybrid) for your software.

- The investment required will be dependent on the age
and condition of the existing infrastructure and the
specification of requirements for the new software.

- Different software systems have different requirements
when it comes to resource and license requirements;
all of which will have a cost implication on your overall
project.



When is the There is no ideal time for undertaking a project like this but
we would suggest taking the following into consideration

beSt tlme to when choosing the ‘when’ for your project:
Implement - Some companies favour a ‘financial year end” as this
a new ERP makes a clear break, which is fully auditable with opening

t Py balances provided by the accountant.
system?

- A 'month end” should be chosen so that the audit trail
is maintained by the common month end reports on
Debtors, Creditors, Trial Balance etc.

- The availability of resources to do data cleansing,
training, user acceptance testing etc can play a major
part in choosing when to go-live on a new system.
Holiday periods, Christmas, etc must all be taken into
consideration to ensure that the key people involved are
free to take part in the project.

- Companies should also take seasonal considerations
into account when deciding on a go-live date. Most
businesses have busy periods where they do not need
the distraction of a system change on the agenda when
they should be putting resources into sales.

ERP Implementation — A Preparatory Guide



DO | need to - In most cases, a new system should be able to design
the necessary outputs to accommodate the existing

use diﬁerent stationery. However, we would advise that you need
pre_printed to analyse the cost of the time it takes to redesign the

. output forms to see if it is worthwhile. The roll out of a
Statlonery? new system is an opportune time to make sure that your

corporate image is supported on your invoices, purchase
orders, statements etc.

- Switching to laser output forms may be a move worth
considering; leading to reduced costs on pre-printed
stationery. The capabilities of modern systems also
extend to greater use of electronic communication and
document management and this should be embraced as
part of the solution.

30 Frequently Asked Questions




Your ERP system should provide you with the tools to unlock
your true business potential. Intact iQ, our 3rd generation
ERP software, can empower you with the systems and
information you require to unleash that potential.

Built and supported in Ireland and the UK, Intact iQ is all
about helping great businesses like yours take control, drive
sales and improve margins.

Our mission is to organise your business information into

an easy-to-use, single system where it can be leveraged to
enable your business to operate at its best. We give you the
unified tools and functionality you need to be independently
more operationally effective and to grow accordingly.

Aimed at ambitious merchant and distributive trade
businesses looking for greater controls and flexibility,
Intact iQ is a full .NET application that comes bundled with
a toolset that facilitates the nuances that often exist in a
growing company. Our unique personalisation layer enables
perfect fit automated business processes and role-based
tailored screen design. It’s all about what you want to do
and how you want to do it.

Intact iQ excels in many verticals across supply chain
management, wholesale & distribution, trade counter, ePos
and many more. Its ‘Total Integration” layer supports always
on communication between it and any other 3rd party
system you may currently use.

To find out more about how Intact iQ can elevate
your business, log on to www.intactsoftware.com
or email us at info@intactsoftware.com
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