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Pro Tip #1: Set Clear
Goals
The only way to stick to your budget and timeline—and to
achieve a successful implementation—is to establish clear project
goals. If your project team doesn’t understand the end goals they
can’t develop a plan, or even select the right ERP vendor. The
project’s success hinges on this step.
What should implementation goals look like?
You should base them on current pain points
you hope to solve with a new ERP, and your
vision for your company’s future. For
example, if you see your organization
expanding globally over the next several
years, you’ll want to seek an ERP with multicurrency functionality. Or, if you’re
experiencing issues with customizing
customer orders, you should be on the
lookout for a robust product configurator.
To take your planning one step further it is often
helpful to undergo business process modeling.
This will help you diagram your workflows,
detect problems and determine how your ERP
can be used to overcome bottlenecks and
prepare for the future. Only after your project
objectives are clearly established and
prioritized, you can build your budget and
schedule.
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Pro Tip #2: Be Realistic
Having unrealistic expectations is a leading cause of
budget and timeline overruns. Many more factors affect
ERP costs and timeline than people realize. A few that are
often overlooked (more on some of these later):

Hardware
Consulting
Data cleaning and conversion
Training
Third-party add-on tools
Customizations
Report preparation

To reset your expectation and make sure you’ve
included all the pertinent details, it helps to talk to
consultants and peers who have been in your shoes.
Their insights can give you realistic ballpark figures.
Pairing this information with your unique project goals
will help you put together a reasonable budget and
schedule. Still, don’t forget to add some wiggle room to
account for surprises.
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Pro Tip #3: Avoid Scope
Creep
ERP implementation experts use this term
to describe what happens when there’s a
lack of a clear project plan or the client is
reluctant to stick to it. Scope creep when
happens you add new tasks and features
with reckless abandon, causing the project
to spiral out of control. As you can imagine,
this not only destroys a project’s budget but
its timeline too.
Not that you should never adjust project
scopes. But you must do it with extreme
care. To make project adjustments without
falling victim to scope creep, establish a
process for proposing changes. Create a
changelog where you document all
suggested changes.
After someone proposes a change, discuss it with stakeholders and the project
team. If most agree the extra task will add value and you should do it before
deployment, then the project team can approve the change. Otherwise, it’s
best to wait until after the implementation is complete to make the change.
This managed, transparent approach prevents losing sight of your budget and
timeline.
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Pro Tip #4: Don’t Overlook
Data Conversion
Data conversion can be a real time hog, not only for
your consultant but also any of your employees
working alongside them on the project. Obviously, this
time has a cost associated with it, and many people
forget to include it in their ERP implementation
budget.
Keep in mind, the cleaner your data is before
you begin a new implementation project, the
easier the data import will be. However, it is
never as simple as clicking a button and your
data magically appearing in the new ERP.
Your data will require manipulation, so be sure
to talk to your implementation consultant
about the current state of your data and how
much time and effort they think it will take to
get from where you are now to where your
new ERP requires.
Other data conversion factors that influence ERP budgets
The number of different data sources you have
Your data’s current formats.
The extent of conversion your data requires.
How well your internal team understands how to work with the data
formats.
What historical data do you have that needs converting.
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Pro Tip #5: Consider Your
Reporting Needs
Yes, most modern ERP solutions offer
standard reports and the ability to write your
own. But you can’t underestimate how
important specifying your reporting
requirements is to keep your budget in check.
So, if your business depends heavily on certain
reports, tell your implementation partner up
front. If the reports you need are not available
out of the box, your partner can create them.
But you should include the costs associated
with building those in your ERP project budget
to avoid surprises and scope creep.
Common pitfalls to avoid when budgeting for
reporting
Failure to allocate budget towards reporting.
Assuming the standard reports will suffice.
Not specifying your reporting requirements.
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Pro Tip #6: Determine
What Integrations you (if
any) You Require
Yes, most modern ERP solutions offer
standard reports and the ability to write your
own. But you can’t underestimate how
important specifying your reporting
requirements is to keep your budget in check.
So, if your business depends heavily on certain
reports, tell your implementation partner up
front. If the reports you need are not available
out of the box, your partner can create them.
But you should include the costs associated
with building those in your ERP project budget
to avoid surprises and scope creep.

Pro Tip #7: Document Your
Budget
Once your budget is approved, write it down or enter it into an electronic system.
Then, use your favorite project management software to keep the flow of money
synchronized with the flow of work. And publish your budget so all stakeholders in
the project have easy access to it. This makes it easier for everyone to understand
the plan, agree to it and follow it.
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Pro Tip #8: Keep Your
Budget up to Date
Once you start your ERP project, you’ll be
spending money quickly. So, you’ll want to
know exactly what funds are going where
and how the actual costs compare to the
budgeted ones.
So, to keep everyone on the same page, it
helps to update your budget with actual
costs as you go along. For example, if you
budgeted $1,000 and spent $1,100 on an
early aspect of the project, you are already
over budget and it’s easy to let things get
out of control if you can’t see your spending
easily.
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Pro Tip #9: Stay Organized
Keeping an ERP implementation changelog
is the best way to keep your project
organized. Without organization, your
implementation becomes susceptible to
costly errors and delays. Documenting any
changes to the scope as they happen, plus
your project goals and use cases will help
everyone understand the process and stay
on the same page.
Maintain clear communication. At the
project kickoff meeting, make sure
everyone knows their role in the process
and who they should report to whenever
they have questions. You should also
require regular meetings with project
teams and stakeholders to discuss
progress and updates. Building
communication and documentation into
your implementation project is key to
keeping it within the budget and schedule.
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Pro Tip #10: Bring on
Consultants Early
Unless you have a large internal IT team
who are experts in your new ERP software,
it’s never a good idea to tackle an ERP
project on your own. Often, those who try
don’t realize they need outside help until
they’ve already exhausted their resources,
putting them way over schedule and
budget. Sure, consultants are an extra
expense, but their expertise is well worth it.
They guide you in business process
modeling, scheduling, budgeting and
everything else throughout your ERP
project. By enforcing ERP best practices,
they mitigate risk from start to finish, so
you can deploy your solution on time and
budget.

However, not just any consulting firm will do. Some firms lack experience in your
industry or don’t follow a proven implementation method. You can’t count on a
consultant who doesn’t understand your business to “wing it.” As you search for
an ERP consulting firm, seek certified experts who have a record of success
working with clients whose businesses share similarities with yours. They’ll
understand how to align your software to your processes without breaking the
bank.
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