
Tracy Rau: Hi, I'm Tracy Rau, consultant with Plante Moran, and I'm here with Adam Rujan, 
partner, and Mike Riffle, senior consultant from Plante Moran's Technology 
Consulting and Solutions ERP team. In our first podcast, Adam and I shared real 
life examples of when and why companies review the fit of their current ERP 
system. In the second podcast, Mike and Adam discussed how to perform an 
ERP needs assessment. In the third, Adam and I focused on the selection 
process. Today, Adam and Mike are discussing the next step, implementation. 
Adam and Mike, welcome back. 

Mike Riffle: Thanks, Tracy. 

Tracy Rau: Hi Tracy. 

Mike Riffle: Tracy, we think that the most important areas to focus on in our podcast today 
are really the critical success factors for implementation. These are really the 
items that governments have to pay attention to in order to implement any 
system successfully. The first item is understanding the business case. 
Governments must take measures to ensure that every individual in the 
organization and involved in the project can answer the most important 
question, why are we changing the system? Secondly, project planning is key. 
You have to develop a project plan and track progress towards that plan on a 
consistent basis. Thirdly, you have to identify executive sponsorship up front. 
Really the executive sponsor will give the project manager what we call the 
teeth to enforce any policies or decisions. He or she must be visible up front and 
throughout the duration of the project. 

 Next, you have to assign the appropriate staffing mix. It's really important to 
have the right individuals staffing any implementation effort. These include the 
staffing for the end users, the extended users, and any IT or tech resources that 
are required as part of the implementation. You have to identify training needs. 
You have to really provide training for users for the IT function, for anyone 
involved in the process early and often. You have to make sure that training 
includes how to run the project, it includes the features of the software, and 
really how to maintain the solution long-term. Very important to remember is 
communication. Communication is key. You have to develop a communication 
plan for the project, and as part of that plan, establish specific methods for 
frequent communication with all stakeholders. Adam, what do you think are 
some of the other important factors that have to be identified as per your 
system implementation experiences? 

Adam Rujan: Mike, those are really a great start. I think in addition to those, having a strong 
project management approach. I've seen a number of clients that we've worked 
with lately have established a project management office that really includes 
their staff, the vendor's staff, and even some of our staff to help them oversee 
the implementation. The things that the PMO, the project management office, 
is really looking to do is to contain scope and avoid scope creep, which is really a 
term for expansion of the project or somehow derailment of the project. These 
are big, these are complex. They involve everybody in the organization. 



Oftentimes, people will say, "Hey, what about my specific needs? How do they 
get addressed?" that type of thing. You really have to have a good, strong 
approach, and a disciplined approach to managing these things or you can derail 
your project pretty quickly. What you do in those cases is oftentimes you have a 
parking lot, as people refer to it, and you keep track of some of those items 
along the way, but you've got to have a strong project manager to avoid the 
scope creep. 

 Similarly, you've got to mitigate risks. Having a good risk plan, identifying where 
things could go wrong and preventing those as well as mitigating those or 
ameliorating those if they do come up along the way is usually part of that 
project management's responsibility. Probably a final responsibility or another 
important responsibility of the PMO is knowledge management, so keeping 
track of documentation, keeping track of issues, keeping track of all those 
parking lot items is they came up. Oftentimes, all those items contain a lot of 
value for an organization. Remembering those through and figuring out a good 
plan of when do we come back and implement those is important. That way you 
keep your project on track, you get it done on time, but then you're also not 
forgetting about key nuggets along the way. 

 One thing that comes up quite frequently is data conversion. A lot of times 
clients are trying to figure out what's the right amount of data to convert over 
from an old format or an old system into a new one. The current thinking and 
over the last few years is to get away from that really to the extent possible. 
Data conversion is complex and it's costly. What people are really trying to do is 
identify at its core what minimally, or what can we get away with in effect, 
what's the minimum amount of data that we really have to convert over, and 
just focusing on those items and then leaving everything else in either a paper-
based system or in an older system that they can access and retrieve if they 
need it, but only bringing forward the stuff that's absolutely critical. 

 Likewise, any modifications or customizations to the new ERP system are very 
much like data conversions. They're costly, they take time, and in this case, it's 
really the gift that keeps on giving. If you make a modification to your base 
program, then any subsequent updates that the vendors come along with, you 
have to make sure that you're updating your modifications as well if those are in 
fact impacted by those vendor upgrades. Avoiding customizations, avoiding 
modifications to the base code are keys that a lot of people look for. 

 A testing approach, making sure that we have a good structured approach 
throughout the project at certain milestones to test the product to make sure 
that it's coming along right is important. Then I think one thing that's key is 
trying to keep the final solution as simple as possible. These things are, again, 
big, they're complex. Trying to keep things simple is important. There are a lot 
of process changes that come along with this. Making sure that our focus is on 
those, what are the business processes that we're trying to change even more 
so than the technology, and keeping those things simple are keys to good, clean 
implementation.  



 Then lastly, I would say measuring and celebrating successes. At the end of the 
day, implementation projects are people projects. Making sure that we're 
keeping track of success along the way, that we're avoiding fatigue for our 
people. Again, it can take several months, even years to implement some of 
these systems. They take a lot out of people. Making sure that we've got the 
right people on the bus and that we're recognizing them along the way and 
celebrating our successes along the way go hand in hand with a good success. 
Tracy, any other thoughts? 

Tracy Rau: No, I really appreciate all your wealth of knowledge that you gentlemen have 
given us. I think this concludes our government ERP podcast series. Thank you 
so much for joining us. At Plante Moran, we specialize in assisting cities and 
counties in evaluating, selecting, and implementing ERP systems. If you would 
like more information regarding these ERP services or a complimentary meeting, 
please contact Adam at 248-223-3328, or visit us online at 
www.plantemoran.com. 

 


