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ERP implementation: "Setting Clear Objectives and Timelines"

Setting clear objectives and realistic timelines is crucial for the success of your ERP implementation.
Without clearly defined goals and a structured timeline, the project can easily get off track, leading to
delays, cost overruns, and unmet expectations. This guide will help you establish objectives and
timelines that align with your business goals and ensure a successful ERP deployment.

Step 1: Define the Scope and Objectives of the ERP Implementation

The first step is to clearly define what you want to achieve with the ERP system. The objectives should be
specific, measurable, and tied to your business strategy.

e Example Objectives: Improve Financial Reporting: Automate monthly financial reporting,
reducing the time needed to close the books from 10 days to 3 days. Enhance Inventory
Management: Implement real-time inventory tracking to reduce stock shortages by 20%.
Streamline Order Processing: Decrease the average order fulfillment time from 5 days to 2 days
through automation.

e Tip: Use the SMART criteria for setting objectives: Specific: Clearly state what the ERP system will
accomplish. Measurable: Identify how success will be measured (e.g., time savings, cost
reduction). Achievable: Ensure that the objectives are realistic given your resources and



constraints. Relevant: Align the objectives with your overall business goals. Time-bound: Set a
deadline for achieving each objective.

Example: For a medium-sized manufacturing business, a SMART objective could be: "Implement an ERP
system that will reduce inventory carrying costs by 15% within 12 months by improving demand
forecasting and inventory control."

Step 2: Break Down the ERP Implementation into Phases

Implementing an ERP system all at once can be overwhelming. Instead, break it down into manageable
phases, focusing on the most critical areas first. Each phase should have its own objectives and timelines.

e Example Phases: Phase 1: Planning and Vendor Selection (2 months): Define business
requirements, select an ERP vendor, and establish a project team. Phase 2: Core Module
Implementation (4 months): Implement finance, HR, and inventory management modules.
Phase 3: Additional Features and Customization (2 months): Add advanced reporting, CRM, and
integration with third-party tools. Phase 4: User Training and Testing (1 month): Train staff and
conduct user acceptance testing (UAT). Phase 5: Go-Live and Post-Implementation Support (1
month): Deploy the ERP system and provide ongoing support.

e Tip: Set deadlines for each phase and assign responsibilities to ensure accountability. Each phase
should have specific deliverables (e.g., "Finance module fully operational by the end of Month
4"),

Step 3: Establish a Realistic Timeline

One of the most common reasons for ERP implementation failures is unrealistic timelines. To avoid this,
consider the following factors when establishing your timeline:

e Business Disruptions: ERP implementation may cause disruptions to normal business
operations, especially during data migration and testing. Account for these in your timeline.

e Resource Availability: Ensure that you have the right personnel available at the right times,
especially during key phases like testing and go-live.

e Vendor Timelines: Work with your ERP vendor to understand their implementation process and
how long it typically takes.

Example: If your manufacturing company needs to implement an ERP system, a realistic timeline might
look like this:

e Month 1-2: Requirements gathering and vendor selection
e Month 3-6: Core module implementation (finance, inventory management)

e Month 7-8: Customization and integration



e Month 9: User training and testing
e Month 10: Go-live and support

e Tip: Build buffer time into your timeline to accommodate unexpected delays, such as issues
during data migration or staff availability.

Step 4: Assign Milestones and Key Performance Indicators (KPls)

Milestones are important checkpoints that help you track progress. Each milestone should have
associated KPIs that measure whether you’re on track to meet your objectives.

e Example Milestones: Milestone 1 (End of Month 2): Vendor selected and project plan finalized.
Milestone 2 (End of Month 6): Core modules implemented and basic testing completed.
Milestone 3 (End of Month 9): All staff trained and system ready for go-live.

e Example KPIs: Training Completion Rate: 100% of key users trained by the end of Month 9. Data
Accuracy: 95% data accuracy post-migration. System Uptime: ERP system running with 99%
uptime after go-live.

e Tip: Regularly review these milestones and KPls to ensure the project stays on track. If issues
arise, adjust timelines and objectives accordingly.

Step 5: Communicate the Objectives and Timeline to All Stakeholders

Transparency is key to the success of an ERP implementation. Once you’ve established clear objectives
and timelines, communicate them to all stakeholders—this includes department heads, end-users, IT
staff, and senior management.

e Example: Host a kickoff meeting where you present the overall timeline, objectives, and phases
of the project. Use visual aids like Gantt charts to show the project timeline and how each
department will be involved at various stages.

lllustration: Here’s a simple Gantt chart example for an ERP implementation:
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e Tip: Ensure that all stakeholders are aware of their roles and responsibilities in each phase of the
project, and maintain regular communication to manage expectations.

Step 6: Prepare for Adjustments and Flexibility

While it’s essential to have a detailed plan, be prepared to adjust the timeline and objectives as the
project progresses. ERP implementations can be complex, and unexpected challenges may arise.

e Example: If data migration takes longer than expected, be flexible enough to adjust the timeline
for the testing phase rather than rushing through it and risking errors.

e Tip: Schedule regular review meetings with your project team to assess progress and make
necessary adjustments. Flexibility ensures that the project remains aligned with your business
goals even if timelines shift.



