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ERP IMPLEMENTATION:
INSIGHTS FROM PEOPLE

WHO HAVE BEEN THERE

f you're considering adopting an Enterprise Resource Planning (ERP) system, it likely means
your business is doing well and has reached a point where getting to the next level requires

systems that will promote efficiency and effectiveness, or you're getting systems in place to

support big growth over a long period of time. Congratulations either way!
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My goal in writing this is to provide insights to maximize what an
ERP can offer, and pitfalls to avoid, by sharing my own experiences
and two case studies from local manufacturing businesses.

To start, what is an ERP? It’s a business software solution
designed to manage data, resources, and operations. In lieu of
separate systems for different functions, an ERP integrates and
automates a variety of processes in one system, providing one source
of “truth”; the ability to use data in ways that separate systems
unable to communicate with each other can’; and eliminating one-
offs, work arounds, and fixes that cost time, money, and business.

With an ERP, you can have one system for accounting, customer
relationship management, e-commerce, finance, human resources,
inventory management, manufacturing, marketing, procurement,
productivity, sales, supply chain, time systems, scheduling and more,
depending on the modules you choose. An ERP is scalable, so you
can add new capabilities as your business grows or needs change.

In the past, ERPs were used primarily by very large, complex
organizations. The cloud has made it more accessible, prompting
businesses of all sizes to consider one as part of their digital strategy.

So, what can an ERP do? Depending on the system and modules
you purchase, as well as the work your team puts into it, an ERP
can boost competitiveness by helping your business operate more
efficiently and effectively.

You can use data to schedule projects and production more
effectively; make more informed decisions in real-time; more
accurately estimate and track costs; automate tasks so staff can
focus on value-added activities; improve customer service; reduce
lead times; maximize production and profitability; and use data for
predictive modeling.

ERPs can also help improve internal controls for accounting,
financial reporting, and compliance; set the stage for growth, a new

line of business, or a new business model; and support remote and
distributed workers.

If you are losing time tracking down data...if your systems
don’t “talk” to each other, limiting what you can do...if you've lost
business, profits, or productivity due to data issues...if regulatory
compliance keeps you up at night...or if you're ready to move to the
next level, it may be time for an ERP.

Beware! An ERP is not a silver bullet. You get out of it what you
put into it. Moving to an ERP is a major undertaking requiring
collaboration, teamwork, time, and commitment. Interested in
learning more? Two leaders of local manufacturing companies
generously agreed to share their ERP experiences.

Case Study: PTI

PTI manufactures equipment for leak detection in high-risk
industries. Today, it has 65 employees working in New York
and Switzerland. The company was having challenges managing
forecasting and inventories. More people were required to help
manage back-office work and data entry, increasing costs due to

the need for manual processes, interventions
required, and time spent trying to catch
problems and fix them before they escalated.

CEO Oliver Stauffer explains, “Because of the
unique nature of our business, we needed more
than what basic systems could provide. We saw
the potential for gains in linking material and
financial information effectively, and we knew
we needed something that would cover the full
enterprise to get the most long-term value in
terms of cost savings.

About a year ago, we decided to explore an
ERP. One of the best decisions we made was to
hire a firm to help us select the right ERP for
our business. We had a team of about 10 people
representing key parts of the business provide
input. The search firm evaluated more than 50
different systems based on our requirements and
identified three that could work. We conducted
a rigorous selection process and chose the
vendor and system we wanted to move ahead
with in September. Implementation started at
year-end.

Originally, implementation was going to take
three months. We didn’t want to rush and were
more concerned about getting it right, so we
extended the implementation period. We found
a system that does most of what we wanted,

with some customization and upstream infrastructure required.

I think choosing the right ERP is the most critical part of the
process. Hiring a firm to help you understand which system will
best serve your needs is so important, as is gaining input and buy-in
from all departments.

Be prepared to address what happens when the system may not
be exactly what every department wants. Not everyone may end up
happy, so you must find a way to navigate to a place that everyone
can live with. In PTT’s case, that meant agreeing to additional sales
infrastructure. Finally, you need a champion — someone who is
going to oversee the entire process and maintain momentum and
buy-in from start to finish.”
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If you're considering an ERP system, Start by doing some research.

Ultimately, you'll get out of it what you put into it.

Case Study: MPI, Inc.

MPI is the world leader in wax-room and ceramic core
injection, assembly, and automation equipment, with operations
in Poughkeepsie, NY, and sales worldwide. MPI previously had
an ERD, but the company that created it stopped providing
maintenance and was sold. With each piece of MPI equipment
having about 2,000 part numbers adding up to over 65,000
parts across the product line, MPI leadership knew it was time to
change.

A large internal team was involved with the planning. They
hired a company to help value stream processes and select the final
ERP solution. They also chose an implementation company with a
solid background in project management.

According to MPI President Aaron Phipps, “The client manager
at the implementation company knew what he was doing and
everything was going fine, but he decided to leave his firm. We
ended up moving to another implementation company, but we
found they lacked project management skills and most of the
responsibility shifted to us. Two weeks before go-live we were told
the project was on time and in budget. By go live, we found we
were two months behind and $100,000 over budget. We didn’t stay
with them.

When it comes to choosing software, you have to be careful.
Some vendors are so focused on the sale that they make promises
that they can’t keep. We chose an ERP that’s well-known in the
industry and has been around a while. Still, if I knew then what I
know now, I would have gone a different route. We gave up a lot.
Our business doesn’t fit with the system’s out-of-the-box solution.

That said, we are using the system and getting some benefits
from it. We have better data and can make better decisions.

My Engineering Department would say there are benefits from
consistency through the entire company. The software helped unify
and align operations across the company.”

What advice does Aaron give based on his experiences?

* “Be aware that certain things can exist outside the system and be

more accurate and less expensive.

* With the new ERD, it is more expensive to run our business and
certain tasks involve more work. You have to be prepared to
dedicate staff to maximize what it can do.

Up front, define what the completed project includes and do
not allow additional charges until completion is reached. For

example, up front we confirmed how one link should work, but
it didn’t. After a lot of effort, they agreed we were right and said
they would update it during the next upgrade six months later,
or we could pay to expedite it. We just threw it out. Having

a definition of project completion would have helped address
issues like that.

* When evaluating a system, look at procedures everyone does like
clocking in and out, and count the number of clicks it takes to
complete a task. You may find an ERP adds work.

* Everyone in the company needs to understand how their actions

affect others. For some people, the new system is better but for
others it’s harder.

* An ERP implementation is harder and more expensive than you
think. We went with a number of modules and then decided to
pull back and drop a few. The cost is far more expensive when
you take into account the software, implementation, and service
fees.

* Vet all of the subcontractors as best you can and be prepared
with contingencies.”

Make no mistake about it, this is a huge time, cost, and
personnel commitment. As the case studies show, you can do
everything right and still face significant challenges that you need to
muscle through. Still, it is a game-changer for many and can set the
stage for operational efficiencies, cost effectiveness, and more.

If youre considering an ERP system, start by doing some
research. Talk to colleagues about their experiences. Do a cost-
benefit analysis to ensure it’s the right time to move ahead. Be
prepared for what it will take — your staff will be shouldering extra
responsibilities for several months and possibly even years — as you
make the transition. Training and upskilling will be required. You
may need full-time resources to maximize ROI once a system is in
place. Ultimately, you'll get out of it what you put into it.

Steven E. Howell, CPA, DABFA
Director of the manufacturing,
wholesale, retail, and distribution
industries at RBT CPAs.
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RECRUITING SERVICES

Creating Relationships
Through Opportunity

e Insights into the talent market.

» Matching talents to your organization.

» Short and long-term recruiting strategies.
e Recruiting and workforce cost control.

» Background checks and employee vetting.

 Payrolling for temporary employees.

jacksonlewis.

With 800 attorneys in major
locations throughout the U.S.
and Puerto Rico, Jackson Lewis

H provides the resources to
A" We dO |S WOrk® address every aspect of the
employer-employee relationship.
Workplace law.

Best Lawyers

Affirmative Acti li d OFCCP Def « Cl LAW FIRM
rmative Action Compliance and OFCCP Defense ¢ Class e

Actions and Complex Litigation  Collegiate and Professional
Sports « Corporate Diversity Counseling ¢ Corporate Governance EPLOYVENT Ul
and Internal Investigations ¢ Disability, Leave and Health MA"W
Management < Employee Benefits « General Employment Litigation
» Government Relations * Health Law and Transactions
Immigration ¢ International Employment Issues « Labor and N
Preventive Practices « Non-Competes and Protection
Against Unfair Competition ¢ Privacy, e-Communication
and Data Security * Wage and Hour « White Thomas McDonough
Collar and Government Enforcement
Workplace Safety and Health » 44 South Broadway - 14th Floor
Workplace Training White Plains, NY 10601

(914) 872-8060

Thomas.McDonough@jacksonlewis.com

www.jacksonlewis.com

©2017 JACKSON LEWIS P.C. | ATTORNEY ADVERTISING

he Council of Industry Magazine and Membership Directory 41


https://www.hereshelp.com/
https://www.jacksonlewis.com/



