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F
or those of you who still have memories of  
your last ERP (Enterprise Resource Planning) 
selection and implementation endeavor, some 
of what we will discuss in this article may not 
surprise you. For those who have not gone 
through an ERP conversion process, read 

carefully. When you decide to invest in a new ERP system 
strongly consider getting independent expertise to help.

Discounts anD terms abounD 
While the negotiations don’t begin in earnest day one, 

you should be positioning yourself for a strong, but fair  
negotiation. Discounts vary by vendor, but there are  
always discounts available. There are various factors  
that impact your ability to maximize these:

 ❙ One is the time of year. This doesn’t mean that  
the summer is better than winter, but what it does 
mean is that almost all software firms are public and 
have quarterly reporting requirements. Getting to the 
apex of the negotiation as their quarter or year-ends  
is the best time for you to be negotiating.

 ❙ Another factor is the state of the vendor’s economy. 
Have their sales been flat? If so, they are hungrier than  
if they just closed a large number of deals in the past  
thirty days.

 ❙ Hold your ground on payment terms. Often they will 
insist that you pay for all or the majority of the software 
when it arrives at your dock. Don’t do it. They have 
flexibility in their payment terms, leverage them.

the Demo is always better...
It just is. The people that “perform” the demo, because 

it is a performance, are well practiced in their craft. Their 
job is to make their software dance and sing. Most soft-
ware solution providers know that if the demo doesn’t go 
well, then you are likely not going to buy from them.

The demo should be focused on what you want the 
software to do for your business and not what the soft-
ware vendor wants you to see. Take the time to develop 
a demonstration script that the software vendor will be 
expected to follow. This will help you determine if the  
software can handle the unique requirements of your 
distribution business.

implementation will take longer
ERP Vendors have most likely scoped out your  

project and put together a very thoughtful proposal.  
What they didn’t tell you is that you forgot to tell them 
about an aspect of your business that will require more 
work. One of our clients had not mentioned to anyone 
that they manually created special invoices for eight  

Why neW erp systems fall 
short of expectations
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A new ERP system always 
looks great during the initial 

review and demonstration  
process, but what really mat-
ters comes afterward — how 
well it can be made to fit and 

serve your business needs. 

CONTINUED ON PAGE 106

ERPWhat  
Vendors 
don’t tell you
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customers. The new software could handle this  
requirement, but it required hours of time customizing  
the invoice forms for each of these customers. 

You also will find out that something you thought could 
be done by your people with a little bit of training is too 
stressful on your organization and will take four times 
longer if you try to tackle it yourself. The bottom line is  
that the scope will almost always expand. so how do  
you minimize this from happening?

 ❙ Ask a lot of questions. Tell them everything about your 
business, down to the smallest details, and ask them 
how their software will accommodate those needs.

 ❙ Be skeptical when they tell you that with their award 
winning training program, your people will be able to 
work miracles with their software before you go live.

 ❙ You may be best served by having the software ven-
dor develop a well-thought out proof of concept. You 
may have to pay for them to perform this work, but it 
will give you a clear view of what their system can and 
cannot do for your company.

The implementation may involve the same people  
that were on the selection team, but they need to be 
properly prepared for the extra effort that will be required 
to successfully implement a new ERP system. Your  

implementation team will need to commit on average 
about 8 to10 hours per week on the implementation of 
your new system for 6 to 12 months. That is a minimum 
of 260 to 520 hours for each person on the implementa-
tion team. 

Even your most loyal people may balk at this require-
ment and often need a carrot to help them through this 
extra work. One of our clients offered every team member 
an additional week of vacation time to thank their people 
for their commitment to the company. This was very well 
received and didn’t have a negative impact on cash.

be prepareD to train your employees
During the implementation process, the software 

solution provider will offer training and education to your 
implementation team. This should be a combination of 
face-to-face, online and self-directed work. In most cases, 
the implementation scope will not include the training  
of your entire company. That burden will fall on your 
implementation team.  

The good news is that this keeps your costs down, 
but the bad news is that this will increase the stress and 
responsibilities of your implementation team. They must 
learn your new software well enough to teach others. 

Most companies get to the point of training their entire 
company and when they look around they realize that  
only some of their people will be effective trainers. This  
will unexpectedly place new (increased) demands on the 
best people in your organization. 

ERP software vendors are not paid to improve your 
business processes.

What? “I thought the new ERP software was going  
to fix some of our broken business processes.” 

The short answer is that it will. The long answer is  
that the software vendor did not budget consulting time 
for them to help lead this important business process  
improvement initiative. Their job (unless you did a great 
job of scoping out your own project) is to implement  
their software into your current business processes.

The unspoken word here is that during the selling  
process you thought you kept hearing about how the 
software was going to help improve your business 
processes. To be fair, you probably did hear this and you 
probably will get “some” business process improvements, 
but the improvements will most likely fall woefully short  
of your expectations.

ImplementIng eRp softwaRe Is dIffIcult  
foR thRee maIn Reasons:

1. change: There will be undoubtedly be some, 
and often many, changes in your business processes 
due to the implementation of ERP software. Most 
people prefer not to change, so you will be swim-
ming a bit upstream during the entire implementation 
project. Make sure you have a good change manager 
involved at a high level in this project.

2. RaRe actIvIty: selecting and implementing  
ERP software is just not done every day. Without  
expert guidance, you will struggle with this decision 
and the implementation process. If you have some-
one in your organization that has selected systems 
in the recent past, tap into their experience. You will 
need it. If not get independent outside help.

3. extRa woRk: This is more true during the 
implementation process, but can still affect the selec-
tion process. You will need to assemble a team to 
be involved with the selection of new software. since 
ERP covers the entire organization, you should select 
people from all critical areas to help make the final 
purchase decision. Then the “real” work begins. 
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If you are looking for improvement in your business  
processes, make sure that you either put some specifics 
into the scope agreement or place it into your implemen-
tation project plan.

the bottom line
selecting and implementing ERP software is often one 

of the most important projects that a distributor under-
takes. Distributors need to be knowledgeable about the 
things that ERP vendors don’t want you to know. It is 
important to have a well thought-out ERP software  
acquisition and implementation plan. Have clear goals 
defined before you start your selection project.

keep the thoughts that we have detailed in this article 
handy as you embark on your project.

 ❙ negotiate from a position of strength and leverage.

 ❙ Disclose everything, document it and ask “dumb” 
questions.

 ❙  Prepare for change and plan on more work.

 ❙ Invest in training for your internal trainers.

 ❙  Take responsibility for business process improvement.

You would also be well served by having an inde-
pendent organization guide you through the selection 
and implementation process. The Distributor Board has 
led some of the best mid-sized companies in the U.s. 
through these efforts and we have been told that they 
could never have done it without our help. contact our 
Technology Advisor, David Panitch for a conversation 
about your technology and to determine if we can add 
value to your next technology project. 

David Panitch is a partner in The Distributor Board, 
which builds value for distribution companies through 
expertise in planning, sales, marketing, M&A, organiza-
tional development and related disci-
plines. David’s business partners are M. 
Jay Heilbrunn and Herb Shields. Contact 
David at 847.868.2004; e-mail: David@
TheDistributorBoard.com; or visit  
www.TheDistributorBoard.com. PAnITcH

Now, with the acquisition of Canadian 
Threadall, an independent Canadian 
manufacturer, custom bending, threading, 
studs, U-Bolts, J-Bolts, Eye-Bolts, threaded rod 
and other specialty fasteners are added to the 
product mix.

The synergy allows both companies to 
collaborate on special projects, and take 
advantage of shared inventories.

Leland has also purchased the production 
equipment from Westland Steel Products of 
Winnipeg – giving us increased capabilities, 
including bolt making up to 3/4” x 6”.  

All product is North American made! And made 
to last – thanks to our exclusive long-life 
JS1000 plating!

www.lelandindustries.com

1-800-263-3393  
www.threadall.com

1-877-777-2612  

Fastener
    Synergy


