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Presently, ERP/software consulting company has experienced in
information gathering process from users in customer company which lead to
insufficient to-be process development and vendor selection process. The unexpected
results would be extra budget and high manual workload in organization. The
possible root cause is uncleared procedure to proceed the project management in
ERP/software implementation. The objective of this research is to develop the
standard operating procedure for ERP/software project management of a consulting
company concentrated in manufacturing industry in Thailand. The methodology
starts with studying of competitors’ approach from their websites. The ERP expert
interview is the next step, 3 experts were interviewed to gain the key points of each
process of the project. Finally, the focused group was executed to brainstorm and
digest the information to create new procedure. The result shows that there are 3
phases of the project which are Pre-assessment, Assessment and Post-assessment
phase. The most important phase is the assessment phase. The interview techniques
were adapted into use which are the question list preparation, narrative analysis by
letting user explain their daily operations, and whiteboarding to visualize the user’s
thought into easy figure and constructive processes. Having established new
procedure, the reviews from ERP experts who used to be the stakeholder and
experienced in another consulting firms are utilized to revise the procedure.
Moreover, ERP experts evaluate that this standard operating procedure can be valid
into actual use.
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Chapter 1: Introduction

1.1 Introduction:

Technological advancements have eased the way of life and helped in every
aspect of life. Enterprise resource planning (ERP) is an integration of all business
activities and processes to get better results. It can be further explained as a business
entity has several processes which include manufacturing, finance, human resource,
supply chain, procurement, finance, and several others and ERP helps in connecting all
these processes in a way that the performance of the business entity is enhanced and it
becomes easy for the management to check any process and meet the needs of business
entity easily. ERP helps in knowing more about the requirements of production,
finance, and all other departments as all the processes are linked together to know the
status of all processes at once(Hsu, 2015). Considering the production process ERP
helps in knowing about raw material needs and availability of it, as it also helps in
knowing the supply chain working that which material is in shortage and will reach the
business entity in how many days. The ERP system helps in knowing about the
loopholes of the processes and their efficiency as the material wastage at every stage of
the production process can be known easily. The ERP system helps take corrective
actions timely and avoid the wastage of precious resources of the business entity. The
ERP system improves the business process as complete information about the processes
is provided to the top management so they can take prompt decisions for the business
entity as process integration is eased(N. Phaphoom, Jian Qu, Adisorn Kheaksong, and
Wongduan Saelee, 2018).
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Figure 1.1 Overview functions of (Insights.sap.com, 2020)

The consultants are required for implementing the ERP system as an integration
of all processes required skills in the ERP system so all the aspects of business entity
are covered, and comprehensive information can be obtained from the ERP system
without wasting any time. The consultant gets information about the requirements of
the business entity and then moves toward taking steps for implementing an ERP
system in the business entity to ensure a flawless system. The consultant put efforts to
know about the weaknesses of the existing system and ensures that there is no repetition
of the same mistakes in the ERP system. The consultant understands all the business
processes and then works for making adjustments in the ERP system to meet all the
requirements of the business entity(S. Rotchanakitumnuai, 2010). The consultant based
on experience knows about the errors, flaws, and problems that can be faced by the
business entity and then suggesting solutions for the problems in the ERP system. The
consultant knows about the best practices of the industry and then suggests solutions so
the best industry practices can be incorporated into the ERP system. The consultant
designs system in a way that all the problems of the business entity are resolved and it
becomes easy for the management to control the business activities easily. The
consultant integrates all the related process so one department doesn't interrupt the work
of other and only relevant information is provided to the employees. In this way, there

is no wastage of time of employees, and they can work with more dedication for the



betterment of the business entity and increasing the profitability of the business
entity(Allart, 2014).

1.2 Problem Statement:

The following information will describe the basic information of ERP
consulting firm which researcher works for. This ERP consulting firm was established
in 2017 from Japanese consulting firm with current total employees about 20 persons.
The number of projects account for 4-5 annually with continuous growth. ERP
consulting firm helps the customer company to design the best-fit system for them and

suggest the vendors who can practically implement the ERP/Software in their business

entities.

ERP info.

ERP/software —
vendor —

Refer job

ERP consulting Customer company

Figure 1.2 The relationship among ERP/software vendor, ERP consulting and

customer company

The ERP implementation begins from gathering requirements from customer
company, as shown in Figure 1.2. Based on the knowledges and experiences of ERP
consulting firm, the proper choices of system advisory will be provided to customer
company, for example, system name, vendor name, the budget and so on. If customer
company needs to implement the ERP or software in their business entities, ERP
consulting firm will hand over the implementation phase to ERP/Software vendor and
act as a project management until the ERP implementation success, as step 3-6 in Figure
1.3.



1. Assessment

3. Implementation
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Figure 1.3 The typical ERP/software implementation process

Figure 1.3 shows the typical methods to implement the system and in order to
obtain the final deliverables to customer company, ERP consulting firm requires to
assess the current business process to find the problems and design the conceptual
system for their organizations which step 1 and 2 in Figure 1.3. All steps are critically
important to get the effective output. However, ERP assessment phase is the most
significant factor to satisfy all customer’s requirement because the new system is
designed based on customer’s requirements from assessment phase. The current
practice to do the assessment and requirement gathering is uncleared and unpattern so
it can produce the unexpected events from following ERP implementation phases.
There are 2 cases show that the pitfalls of ERP assessment step can generate the mega

problem in the organization.

1.2.1 Company A, a dying fabric company: Having implemented the ERP, they
have to invest more budget for another support software to interface the production
control result to their main ERP because the complexity of production management is
not suitable to use in ERP. The details of production management are shown as below.

- The production’s condition setting for each product is contained several factors
such as temperature, %chemical rate, time, pressure and sometimes it is varied by the
raw material condition, so it is difficult to manage in ERP.



- The production result recordings in dying fabric product have to collect the
quality (color shade, %shrinkage, black spot, etc.) and quantity aspect (how many and
where the position of the defect on the product) which is required the data fields to
record these results in ERP. That’s why they are not success to use ERP as a main

platform in their company.

The number of extra investments that customer paid is divided into 2 expenses
which are the developing cost and the license to maintain the software by annual basis.
For the software developing cost accounts for 2 Million Thai Baht to assess the problem
and design the system blueprint with connecting to main ERP. The maintenance and

software license cost is paid for 0.5 million Thai Baht per year.

1.2.2 Company B, an automotive company: Having implemented ERP, they
cannot use some core functions in ERP to run their operation smoothly especially in
planning module. The planning section is the core section in the organization, it begins
from receiving an order of customer until launching the purchase order to suppliers. If
the planning process was difficult to manage, then the relevant sections who use a plan
would be in trouble.

Because the nature of their business that production schedule depends on the
customer’s demand, it leads them to revise the production plan frequently which affect
to the purchasing raw material plan and also in-house production plan. The quick
solution that they covered is, manual work on adjusting the plan for whole company
which generated the high workload and sometimes it happened a human error by
manual planning. The total of manpower for creating a plan and plan revision account

for 320 man-hours per month.

1.3 Research Objectives:

To create the standard operation procedure or practice to assess/evaluate the
current system and gather all important requirements from customer company which

based on the case studies and relevant research.



1.4 Research Question:

1. How consultant role can improve the ERP/Software assessment process to
analysis the current problems and design the new suitable system for customer

company?

2. What is the CSF (Critical Success Factors) to implement ERP/software in the

Manufacturing company in Thailand?

1.5 Hypothesis development:

This statement is about hypothesis development of standard operating
procedure or practice to evaluate the current system. There are two considering topics

based on research objectives and questions which there are:

H1: The ERP consultant has good impact on the assessment process of the

customer’s system.

H2: The assessment process in manufacturing companies can be improved by

involving an ERP consultant.

1.6 Scope of the Research:

The scope of research is to improve the assessment process to analyze the
current situation of customer company which is focused on manufacturing company in
Thailand. This research will seek the weaknesses from using an unpattern practice and
develop the new approach into use. The actual case studies would be considered and
additionally the interview from ERP expert and targeted customer are proceeded to
gather the main issues. This improvement would help both of consulting firm to finish
their tasks with less number of mistakes and also customer company for efficient using

ERP as a main system in their organization.



1.7 Expected outcomes:

From the research approach, the expected outcomes which are aimed to achieve

as follows:

1. To gather all main issues in ERP assessment process which affect to design

new proper system for customer.

2. To reduce the unexpected event and unclosed task after ERP implementation

and also the addition cost to close the gap from insufficient new system design.

3. To reduce the customer’s complaint from incompatible system with their

actual operations.



Chapter 2: Literature Review

2. Literature Review:

The ERP system is being used all over the world due to its effectiveness and
ease of operations as the modernization has enabled the business entities to move
further and take bold steps. The business operations are moving towards complexity
due to several transactions and involvement of more people as it can be seen in the big
companies every department has more than fifty personnel for handling the business
affairs of the business entity. Chompu-inwai (2015), says that the ERP system has come
into existence for facilitating business operations and ensuring control over business
decisions. Business entities all over the world are trying to implement enterprise
resource planning so every business transaction can be checked easily and planning for
the future can be done in advance with the help of ready information available in the
system. The manufacturing concerns are overburdened as there are more processes to
be looked after as considering the supply chain all the activities related to buying and
delivering the raw materials need to be carefully monitored as one stage of process
missed the business entity will have to pay for the losses in shape of losing customer
orders and decreasing goodwill in the market(Chompu-inwai, 2015).

According to Chaveesuk (2017), enterprise resource planning helps in
integrating all the processes to ensure that nothing is being missed in the production
cycle. Manual bookkeeping has become very difficult as the speed and number of
transactions are increased a lot and the business entity needs to keep the records safe so
can be used later for different purposes. ERP implementation is considered to be a
difficult task as there are several problems when the ERP implementation is planned. It
is observed that there is resistance from employees who are working manually or on
other systems as it becomes difficult for them to learn the new system so they put efforts
to cancel the implementation of ERP. The top management plays an important role as
their determination for implementing ERP tells the whole staff about the importance of
implementing ERP. Implementation of ERP takes much time for the business entity
who wants to implement in all the processes and then integrate it with all. The
consultant works on identifying all the potential risks and problems before moving



towards the implementation process in any business organization. The consultant has
got significant importance in implementing the ERP system and preparing the
manufacturing company for the implementation process as organizational preparedness

is also important in this regard(Chaveesuk, 2017).

Phaphoom (2018), describes that the consultant works on the requirements of
the company and solves all the problems that will be faced by the business entity during
the implementation of ERP. The consultant has got the responsibility to know about the
organizational environment and then implement the ERP system according to the
environment and business entity needs. The flaws of the ERP system should be
discussed with the vendor so all these problems are avoided and necessary changes are
made in the system. The consultant should have sound knowledge about the processes
of the business entity then it becomes easy for the consultant to convey all the problems
being faced by the personnel working on the ERP system. It can be further explained
with the help of an example as a business entity dealing in the business of
manufacturing blankets, plastic buckets, tarpaulin, and several other products(N.
Phaphoom, Wongduan Saelee, Tunyawat Somjaitaweeporn, Sumeth Yuenyong, and
Jian Qu, 2018). It can be further explained that a consultant must know about the
complete process in the business organization the implementation of ERP is going to
take place. Considering the production process of tarpaulin first of all material will be
required by the production department and for this purpose, the production floor
manager will issue adocument named SIR which stands for store issue request. It means
that the production floor manager will issue a request to the store for issuing all the
required material after receiving a detailed work order from the production planning
and controlling department known as PPC. PPC issues a work order which includes a
plan of work describing the detailed specification of the order then the storekeeper
issues the raw materials according to the requirements of the production floor and work
order(Haddara, 2011).

Tarhini (2015) states that for manufacturing tarpaulin, it is known that high
definition granule of plastic is required according to the recipe approved by the research
and development department so there are no complaints about the products after

manufacturing. The store when issues raw materials to the production floor then a
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document known as STN or store transfer notes issues for keeping the records of raw
material issuance from stores. The consultant tells the ERP team about the process so
they can prepare the necessary reports in the system. After receiving raw material the
production floor put the plastic granule in the machine known as extruder as it melts
the plastic granule and then converts it into a thin plastic sheet which passes from water
and cutters splits into wider yarn which is converted into the desired length by two more
heaters spreading the sheet into desired yarn. From the extruder, the yarn is shifted to
looms which are used for knitting fabric from plastic yarn(Tarhini, 2015). Looms are
operated according to the requirements PPC department so there is nothing undesired

and not acceptable by the customer.

The knitting of fabric is done by the looms and then this knitted fabric is
transferred to the lamination department where a thin coating of the plastic granule is
done on the fabric which is then turned into a tarpaulin. The tarpaulin is made of the
required size which is attained after joining two pieces of tarpaulin and this process is
known as welding as two parts of tarpaulin are joined together in the welding
department. After this hamming is done on the tarpaulin and a rope is included in the
sides according to the requirements of the customer. After this, the finished goods are
ready for packing, and then folding of tarpaulin is done in the packing department. After
folding the tarpaulin a yellow strip is tied and finally, the pack of tarpaulin is made. It
is important to mention here that accessories being attached to the tarpaulin are issued
by the accessories store so it is for the understanding of the consultant that he must
know the process in details so all the documents are issued by ERP and all the reports
which were being made manually or through Microsoft excel will be prepared in the
enterprise resource planning system. A map of all business activities is made and
handed over to the ERP team who use this information for implementing the system in
the business organization(Beheshti, 2010). The production process of the only tarpaulin

is described here as a business entity dealing in tarpaulin and several other products.

Kanthwongs (2010), says that the production process for different products is
different as the production of the blanket is different but one thing is common which is
the process followed by the personnel working in the business entity. The ERP

consultant takes into account all processes attached to the production process and then
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hands over the map of all activities to the ERP professionals so they can get the work
done easily. The ERP professionals get it right in the first attempt as the consultant who
knows about the production processes in detail guides them and tells them about the
flaws and weaknesses identified in the system. It is observed that top management of a
manufacturing concern wants to get the complete information on a single page as they
want to grasp quickly about the situation prevailing in the business entity and for this
purpose, the ERP system integrates all the business processes for getting desired
information on a single click(Kanthawongs, 2010). The ERP system ensures to make
all the business transactions in the system so there is facilitation in the system as
compared to manual work. In the manual work, a business entry is searched for moving
pages from begging to end but in the system, it can be done easily and without wasting
any amount of time. The production process is very complicated comparing to the
trading business or services sector as the production of several products takes place at
the same time as there is more demand from the customers so more products are
manufactured and the specific orders are also manufactured to earn more profit from
the business operations. The business entity is considered to be successful for
facilitating the employees as they put more effort into improving the work and

manufacture the products with minimum wastage.

The wastage is an important factor attached to the production process as no
product can be produced without incurring wastage of raw materials as to get perfect
products the defective parts of the products are detached which are later sold to buyers
who can use these as their raw materials. It is also possible that the business entity has
established a complete manufacturing process for recycling the wastage of production.
In this way, the ERP system also incorporates the entries of wastage and then disposes
of according to the instructions of the top management. Thailand is making progress
rapidly as it has become a good destination for international tourists and investors from
all over the world so ERP implementation all over the country is considered to be
important as it helps in adding more value to the company products and helps in earning
more profit from the business operations. The ERP system is a very composite resource
planning system and it becomes difficult for the employees to understand as it integrates
all the production processes and other business activities. For facilitating the employees

and making the production process easier the business entity designs and implements
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an easy system that can be used easily as compared to ERP system as it has more
processes and integration of the processes(S. Rotchanakitumnuai, Mark Speece, and
Fredric William Swierczek., 2019).

The system software designed for facilitating the employees who cannot
understand the ERP system can be sorted out in several ways and one of these is to
provide comprehensive training for the employees continuously so they can learn more
about the process and functionality of the enterprise resource planning. In this way, the
extra expenses of designing and implementing a new software are avoided and
employees can work with more determination. It is also possible to run manual and
ERP systems together until the understanding of the system software has not been
developed as it will help in avoiding the daily mistakes and will allow the work to be
done with ease and comfort. It is also argued that the workload on the employees
becomes doubled as they have to enter data into the ERP system and as well as in the
easy software so the double workload becomes a problem for the employees and their
efficiency is badly affected. The business entity should put efforts to make it easier for
the employees in their mother language as the mother language provides ease of

knowledge and the working environment of the business entity is also facilitated.

There is an increasing trend of using ERP systems as the country welcomes
tourists and other business professionals so meeting international requirements
improvements in the system are important. In Thailand the trend of implementing an
ERP system is increasing due to the ease and effectiveness of the system as the business
processes and activities can be checked and controlled easily. The consultant has got
an important role in assessing the business entity's problems and suggesting solutions
through the enterprise resource planning system in a systematic way. It is observed that
the ERP system helps in improving the safety and security of business assets as every
business transaction requires documentation and two or more persons from different
departments are required as signing authority so the responsibility is split wisely. The
manufacturing company needs to implement an ERP system as basic software for
recording business transactions and analyzing the business performance easily as the

top management can view concerned reports with an ease of just one click and complete
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required information is available to them for decision-making purposes (Moohebat,
2010).

Understanding of ERP’s benefits and how it helps the organizations in several
dimensions is the one essential factor to develop the assessment process and new
standard operating procedure. However, the interview session with the clients to get the
clear requirements is another issue that should be considered. The obstacles that might
occur during interview session would be human cognitive biases, the overconfidence
of user is the good example of this difficulty (Browne and Ramesh, 2002). The other
constraints that might lead consultant to get the uncompleted requirements would be
the complexity of user requirement, the communication issues between users and

consultants and the reluctance of users to raise the requirements.

The model for gathering the information from users should be utilized to
standardize the interview processes and prepare for unexpected outcomes during the

time of ERP assessment.

Information
Inputs , — QOutputs
Gathering -
Prior Knowledge Notes
. Informal
Preparation Diagrams
A |
Inputs Representation — Qutputs
Notes Informal
Informal Diagrams
Diagrams Semi-Formal
+ Diagrams B
Inputs —=  Verification ——= Outputs
Inft?rmal Semi-Formal
Diagrams Diagrams
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Diagrams U"Sseirgn-cff"

|
Figure 2.1 Requirement gathering process model (Browne and Ramesh, 2002)

In Figure 2.1, it shows the model to proceed the information gathering from

users, each stage defines the inputs and outputs that should exist in the process. This
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model is greatly useful for consultants to utilize in the interview session with the clients.
The interview techniques should be implemented for better result in information
gathering process. The most important outcomes would be the completed cognitive
explanation from users and the flow chart, the decision mapping and whiteboarding are
the best practice to draw the information from their understanding into external
(Browne and Ramesh, 2002). The involved persons can also participate in the
discussion and make the user’s concerns are clearer. Using the narratives analysis is the
one technique to know the insight detail of problems and actual operations that users

did daily which lead to their concrete requirements (Alvarez and Urla, 2002).



Chapter 3: Research Methodology

3.1 Summary of Literature Review:

In the literature review, the work done in the ERP implementation was analyzed
in details and it was known that a consultant must-have skills and knowledge about the
whole process of the business entity as the consultant can guide the ERP team about
implementing the ERP system in the business entity successfully without any major
mistakes and flaws in the system. The business entity dealing in the manufacturing
business of plastic tarpaulin and other products dealing at a large scale need to
implement the ERP system to identify the loophole areas of the business entity and to
put more efforts to make the ERP system accurate in the business operations. The
consultant guides the ERP team about the production processes of the business entity
and helps in making the ERP implementation easier as he has a strong grip over the
production processes. It is discussed in the literature review that the consultant provides
a map of the business activities and the documents required for conducting the business
activities and then the ERP team based on the business activities and the required

documents designs and implements the ERP system in the business entity.

The employees working on the ERP system information about the flaws and
weaknesses of the software and then an action according to the requirements is taken
to ensure the accuracy of the ERP system. It can be exemplified that in the
manufacturing business entity a manager of the supply chain asks the consultant to
consolidate stock of three shop floors and main store of plastic so he can check the
available stock with just a single click then the ERP team will consolidate the reports
together providing an option for the manager to view the reports easily. In this way, a
solid ERP system is established providing help for the business entity to continue the
business operations easily. It is discussed that the ERP team works on implementing
the ERP system and making improvements in the system according to the requirements

of the business entity.

The understanding of nature in manufacturing industry and the expected

benefits from ERP are required to create the new standard operating procedure for
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gathering information process. Blended with interview techniques to acquire the actual

requirements from users is also considered to enhance the ERP assessment process.

3.2 Interview the ERP Experts:

An interview of the ERP expert is conducted for knowing about different factors
related to ERP and business entity. Based on their expertise in this business, the
expected outcome would be the failure cases of ERP implementation in the past and
how to recover all those unsuccess cases especially in manufacturing industry. ERP
experts are selected for interview based on their experiences in this business and their
practical case studies in ERP assessment process. The table below shows the

interviewees detail and their core experiences in this business.

Table 3.1 The interviewees detail and their core experiences

ERP expert Position Experience year Core experience

ERP implementation for
groundwork and project
A Manager 14 .
management in
manufacturing company
ERP user and ERP

assessment process in

B Senior consultant 10 variety of business ex.
Automotive, Food,
Consumer product, etc.

) ERP programmer and
C Business consultant 10

ERP pre-sale

3.3 Research the Existing Framework/Practice:

Research and study the existing practices in ERP assessment is also important
to know about the generic approaches way to proceed in the process. Having researched
the current frameworks, it can draft the baseline of the new standard operating

procedure and then the enhancement contents or improvements in practice would be
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adapted in next step. Competitor company’s strategic should be additionally observed

to get to know their approaches and take it as a consideration.

3.4 Apply the Existing Information to Create a Standard Operating Procedure:

To create a standard operating procedure, the 3 approaches are applied to
develop and enhance the assessment process. The researching of current framework or
practice is the initial approach to adapt the contents and concerns into use. The second
approach is digesting the information from ERP experts and targeted customers to
fulfill the new standard operating procedure more effective, and it is blended on the
actual manufacturing environment. Additionally, the interview techniques are required

to apply in this process to enhance the information gathering process.

3.5 Design the Standard Operating Procedure:

The focused group discussion in company is used in this process to create the
standard operating procedure for ERP assessment. Having gathered the information
from ERP experts and done the current research for ERP project management to
establish the standard operating procedure, the internal process to brainstorm and
analyze the new standard operating procedure in consulting company is also required
to shape the new procedure. The discussion process in focus group activity is shown as
Figure 3.1.
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« Compartmentalize the ERP implementation project phase

« Define the difficulties in each phase

« Create the customer journey mapping for ERP implementation project

« Share the key problems in experiences in each phase

» Brainstorm the ideas to eliminate or reduce the effects from those
problems

« Conclude the key points from focused group and adapt into new
standard operating procedure

<SCCccex

Figure 3.1 The processes of focused group activity

The participant in focused group consists of consultants who had the several
experiences in ERP implementation project in manufacturing company. The Table 3.2
shows the participant detail who join in the focused group.

Table 3.2 The participant detail and their core experiences

Participant Position Experience year Core experience
ERP implementation in
A Senior Consultant 10 manufacturing company

(Financial section)
ERP implementation in
manufacturing company

B Consultant 7 )
(Supply chain
management section)
ERP implementation in
c Consultant 5 Automotive and Retail

company (Supply chain
management section)
ERP developer and

D Consultant 5 implementation in
Service company

BUSi
E USINess 5 ERP pre-sale
Development
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The members of focused group are selected from the background of participant
and experience in the ERP/Software implementation project which is varied in several
industries and areas. The main industry is manufacturing company to gain the
characteristic of this industry which is complicated in production scale. Other industries
can also fulfill the key points and provide the interesting information for development.
Moreover, some members used to be the stakeholder in the ERP implementation project
which had experiences as a customer and an IT vendor in their previous work journey.
The experiences and knowledges from participant will be discussed and analyzed in the

session to acquire the valuable baseline for developing a standard operating procedure.

A research technique that uses a group of people to collect data through
interaction with different people to get the required information and results. A focused
group is selected through careful selection of people examining their capabilities about
interacting with other people and getting the required results. The group is comprised
of a small number of people who are selected after following the strict procedures for
this purpose as no one is selected who can't interact with people. The activity of the
focused group moves around getting the required information from the people who are
linked with the information(Giannone, 2020). The group focuses on knowing about the
people that what they think, how they behave, and discuss different matters. The
focused group activity is all about holding small group discussions to know how they
think about the topic, their behavior about the topic, and what they tell about the topic.
The group is focused on the activity as they are given a specific topic and then their talk
about the topic in a defined way that how it will affect them and several other impacts

of the topic on the survey(Bornmann, 2013).

It can be exemplified that a business entity is concerned about knowing the
effectiveness of its products and the company wants to assess this through focused
group activity. The group will discuss the experience of the company products and the
mistakes, flaws of the company products. The group will discuss what more is required
from the products so the improvement can fulfill the desired target of the customers. It
will be helpful for the business entity to make improvements in the products and make
them successful in the market. Round table conversations are done to get the required

results about the product. The business entity can get information about the minds of
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the customers and then the decisions about the company products can be made
easily(Olson, 2010).

The business entities and government institutions are run by some sort of
instructions that work as a guide for all the employees. The standard operating
procedure is a document or instruction which works as guiding the employees to
perform any business activity or any other activity that how the business activity will
be performed, what steps are necessary to complete the activity, who can perform the
activity, and which will be the channel to perform the activity. It can be better
exemplified that everyone has become familiar with the term due to the spread of the
Covid-19 pandemic as the governments all over the world are emphasizing to follow
the SOPs of coronavirus. It means the governments have described the standard
operating procedures which can help avoid the coronavirus and be safe from this
pandemic disease(Auch, 2010). It can be said that for attaining any objective standard

operating procedures need to be followed.

There are several other examples of standard operating procedure as in a
business entity the procurement can be made only through following a standard
operating procedure otherwise no procurement of any item can be made. First of all, a
demand requisition will be initiated and then the procurement department will get rates
of the product, then the comparison of rates and specifications of products is made, and
then the lowest priced product will be bought for the company. The payment will be
released for the cash purchases and a cheque will be issued for the products having
more amount. So can be standard operating procedures are designed by the business
entity for getting the work done in a better way(Galens, 2011). It is not possible that
funds are released before the demand is generated and it is also not possible that the

signing authorities in the whole process are ignored.

3.6 Review the Standard Operating Procedure from Failure Cases Recovery:

Having gathered the information to draft the standard operating procedure, the

recovery of failure cases in the past is evaluated to ensure that can be solved those
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issues. The concept of review is comparing between possible root causes with the

researched information that can recover those pain points or not.

3.7 Create the Complete Standard Operating Procedure and ERP expert

evaluation:

Having collected all data and designed the core of standard operating procedure,
there will be creating the practice which helps to increase the efficiency and
effectiveness in ERP implementation project. The final evaluation from ERP experts is
necessary for proving that this standard operating procedure is valid for utilization in
actual case. ERP experts will express about their opinions. There will be feedback and
additional recommendation which is used to response the customer’s perspective and

eliminate the loopholes of ERP implementation.

3.8 Discussion and Summary:

Having completed the new standard operating procedure for ERP assessment
process, there will be making discussion to evaluate the expected outcomes. The result

of research will be discussed and summarized in following topics:
3.8.1 Developed Processes in ERP/Software Implementation Project

New standard operating procedure and processes in ERP/Software
implementation project will be discussed whether how new procedure helps improve

the process and eliminate the pitfalls in the project.
3.8.2 Benefits for a consulting company

The benefits from research in several aspects will be discussed whether how it

impacts to the consulting firm from individual to the whole organization.



Chapter 4: Result and analysis

4.1 Interview the ERP Experts

4.1.1 Question list

ERP experts are selected for interview based on their experiences in this
business and their practical case studies in ERP assessment process. Some experts had
the experience in another company which provide this service with standard practice
which they can provide the precious answer and recommendation for developed
standard operating practice. The table below shows the interviewees detail and their

core experiences in this business.

Table 4.1 The interviewees detail and their core experiences

ERP expert Position Experience year Core experience

ERP implementation for
groundwork and project
A Manager 14 .
management in

manufacturing company

ERP user and ERP

assessment process in
B Senior consultant 10 variety of business ex.
Automotive, Food,

Consumer product, etc.

) ERP programmer and
C Business consultant 10
ERP pre-sale

The question set for interview with ERP expert is shown in Table 4.2, 10
questions are prepared for discussing in the main issues of ERP assessment process in

order to develop the standard operating procedure.
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Table 4.2 Question set for ERP expert interview

No. Question

1 What is the key success factor to implement ERP system in manufacturing
company in Thailand?

2 What are the concerns and important issues during assessment process with
customer?

3 What is generic step of assessment process that ERP expert does?

4 Who should be involved in the meeting of the pre-assessment process and
during assessment process?

5 What required document that customer need to prepare before interview
session in assessment process?

6 Who should be interviewed in the session (operators, leader or manager) to
gather the requirements?

7 How to lead the interview session to gather the requirements from
customer? What are the key points or effective steps to run the session?

8 What is the interview technique that ERP expert apply in the session to
gather the requirements from customer?

9 Is there any failure case that ERP expert experienced in manufacturing
company? What is the root causes of this failure?

10 Any recommendation for SOP development?

4.1.2 Question and answer

The questions in previous section have been used as a core conversation in the

interview session with ERP experts. The keywords of each question for SOP

development are summarized in the Table 4.3-4.12.

Question number 1 asks about the key success factor that help to smoothly

implement the ERP in manufacturing company. The key theme of each interviewee is

shown as Table 4.3.
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Table 4.3 Key Themes from ERP experts in question 1

) What is the key success factor to implement ERP
Question 1 ) ) ] )
system in manufacturing company in Thailand?

Completion of user requirements and understanding
ERP Expert A
of customer’s problems

Understanding of current work condition of
Keyword ERP Expert B S _
customer and their difficulties involved with system

Completion of user requirements to design the new
ERP Expert C

system for customer

Two ERP experts share their opinions of key success factors in ERP
implementation project that completion of user requirement in assessment session to
interview the users is highly important. Because those user requirements will be the
database for designing the new system for customer and it related to solutions to
eliminate the chronic problems in customer organization which affect to their
satisfaction of new system.

ERP implementation is considered to be a challenging job in a manufacturing
concern as the employees are satisfied with their working and they don’t want to change
the style and method of working. ERP can be implemented through following different
success factors which include first of all support of executives and top management as
they allow the implementation of ERP and the majority of the employees in the
company follow their decisions. The employees should be involved in the process of
ERP implementation as it develops a sense of responsibility for the employees and they
feel pride for implementing and working on a new system. The scope of the projects
should be defined clearly so the employees can put more effort to get the work done
through ERP applications. It is also necessary to plan to optimize the business processes
for ERP implementation as it will help in preparing the employees for this process in
advance and they start to learn about the processes(Hailu, 2012).

The implementation of ERP is a big change in a manufacturing concern so it is
better to apply a proactive approach for the change management and the employees
should be aware of the benefits of ERP implementation as it will help to inspire them

for the change process. An expert should be hired who knows all the processes of the
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manufacturing concern as the ERP team needs an expert for guidance and knowledge
about the processes of the company. The expert plays an important role in implementing
the ERP as the production processes are complex and the ERP team cannot develop the
requirements of the reports and processes easily. The employees should also be trained
for this purpose as it helps in reducing their fears and then can work on learning the
processes easily and it will also help in improving their efficiency(Ahmad, 2013).

Question number 2 asks about the concerns during the requirements gathering
process (assessment process). The key theme of each interviewee is shown as Table
4.4,

Table 4.4 Key Themes from ERP experts in question 2

) What are the concerns and important issues
Question 2 ) )
during assessment process with customer?

ERP Expert A | Correct and completed information from users

The process of assessment is systematic (get the
ERP Expert B | information and confirm with related level and

Keyword department)

How to explain the question to users to acquire the
ERP Expert C | exact information and precise requirements from

users

All experts provide that the information from users should be correct and
precise, so the interview session is also important in the assessment process to get those
user’s requirements. The interview techniques need to be considered in this process in
order to extract the information from users.

Question number 3 asks about typical working steps doing ERP assessment for
implementation project. The key theme of each interviewee is shown as Table 4.5.
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Table 4.5 Key Themes from ERP experts in question 3

What is generic step of assessment process that

Question 3
ERP expert does?

ERP Expert A | 3 steps: Kick-off step, Assessment, and support step

Keyword ERP Expert B | 2 steps: Kick-off step and Assessment step

ERP Expert C | 3 steps: Kick-off step, Assessment, and Go-live step

The Kick-off step is mentioned from all experts that it should proceed this step
because the scope of project in terms of area and timeframe will be clarified, and it is
necessary to plan for overall project. The resource of manpower and budget are also
determined in this step. Another interesting step would be support step or go-live step,
this step is provided to customer for post-support in system aspect such as PMO for
ERP implementation phase, IT roadmap for customer organization which is involved
with customer’s satisfaction.

Question number 4 asks about the key persons who should be involved from
beginning to the final phase of ERP implementation. The key theme of each interviewee

is shown as Table 4.6.

Table 4.6 Key Themes from ERP experts in question 4

Who should be involved in the meeting of the
Question 4 pre-assessment process and during assessment
process?

The decision maker who has the most influence in
ERP Expert A o
organization
Keyword

ERP Expert B | Users who do the routine job

ERP Expert C | Supervisors and users who do the routine job

The decision maker in organization has the most influence in the ERP
implementation project and also can provide the direction of the overall project.
Supervisors and users in routine job can provide the exact requirements and the current
problems. Higher level of job position can be able to confirm the user requirements and

provide the long-term vision in their departments.
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Every department in a manufacturing department has its importance as no
department in the manufacturing company is created without its functional importance
in the company. The production planning and controlling (PPC) department in the
manufacturing company is considered to be the most influential department as nothing
in the factory can be produced without the consent and approval of the PPC department.
The production planning and controlling department is responsible for managing the
supply chain of the company, managing the production of the products, managing the
delivery of products, arranging funds for local procurements, imports, and other
expenses. The department is responsible for managing the business affairs of the
company as the department manages the sale orders and manufactures products
according to the customer requirements(Strandhagen, 2017).

The department is responsible for managing the printing department of the
company as all local requisitions of the printing department are arranged by the PPC
department. PPC department also arranges all the accessories for a product
manufactured for example a plastic bucket is produced and needs to be delivered to the
customer. The plastic bucket needs to be packed in a carton, needs to be placed on
pallets, and stickers of logos need to be placed on the bucket. So it can be said that the
PPC department oversees all the business affairs starting from arranging the raw
materials, producing the products, delivering the products, arranging funds, and doing
several other important works in the company. The planning in the business entity is
considered to be the most important function as the future of the business entity is based
on effective planning. PPC department is responsible for the planning of production
and then controlling all the related affairs for attaining the business objectives of the
company(Zhong, 2013). The department plans the receivables and payables of the
company and makes the payments at a better time.

Question number 5 asks about the necessary document in interview session that
customer should readily prepare in the meeting. The key theme of each interviewee is
shown as Table 4.7.
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Table 4.7 Key Themes from ERP experts in question 5

Question 5

What required document that customer need to
prepare before interview session in assessment

process?

ERP Expert A

Actual document for daily routine job and system

operation on computer screen

Keyword ERP Expert B

Every related manual and report in daily job

ERP Expert C

Actual document and some mistakes on the report

that they usually found in their job

The actual document and tangible evident from operation are the best example

for ERP consultant to observe and analyze the problems in customer organization.

Sometimes operators did not notice their mistakes or abnormal in their routine job

because of familiarity. Therefore, that kind of document should be highly required in

the interview session.

Question number 6 asks about the key persons who should be stood by in the

interview session for getting the user requirements. The key theme of each interviewee

is shown as Table 4.8.

Table 4.8 Key Themes from ERP experts in question 6

Question 6

Who should be interviewed in the session
(operators, leader or manager) to gather the

requirements?

ERP Expert A

Operator level for detail operation, leader level for
confirmation and manager level for overview/big

picture observation

Keyword ERP Expert B

Operator level for explanation in actual job and

leader level for support and confirmation

ERP Expert C

Operator level for explanation and sharing the
difficulties in their routine job and leader level for

confirmation
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Operator level or groundwork level are the key person to acquire the exact the
information and additionally the difficulties from their routine operation. This
information will be the beneficial for developing the solution and designing the new
system. Moreover, leader or supervisor level who had the long experience in those jobs
also can provide the support comment based on their expertise and surely confirm the
actual operation or groundwork. For manager level, this position can express their point
of views or output images that what system should do and additionally give the
information of their future business ex. merge and acquisition, new business unit,
organization transformation, etc.

Question number 7 asks about the step to do the interview session for gathering

the user requirements. The key theme of each interviewee is shown as Table 4.9.

Table 4.9 Key Themes from ERP experts in question 7

How to lead the interview session to gather the
Question 7 requirements from customer? What are the key
points or effective steps to run the session?

Clarify the business case and utilize interview
ERP Expert A y
technique

Make a sequence of interview session and organize
Keyword ERP Expert B | the people who join the session which related

between department

Prepare the question list and utilize interview
ERP Expert C ]
technique

Interview techniques are highly required to utilize in the session to extract the
information from users which should be accurate and authentic. The process to get the
information should be constructed by having the question list and the art of asking the
question. Moreover, involved people should be surely stood by in the meeting to collect
all business cases and make the decision together for preventing the out-of-scope event.
The sequence of meeting is the one important factor to arrange all related interviewed

departments and confirm the user requirements each item constructively.
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The interview session is considered to be very important for the interviewer as
well as for the interviewee as the interviewer will get a good human resource who can
lead the business entity to the heights of success and on the other hand, the interviewee
can get a good career and livelihood for his life. The typical interview session from
beginning to the end are being described below:

- The first step of the interview session is the introduction of the candidate and
also of the interviewer as the candidate gets the knowledge about the interviewers and
be conscious about the interview. In these steps the interviewer and the interview both
want to give the first good impression as both are on the stage of getting something
good. At these steps both the parties to the interview need to be courteous and should
start with a smiling face as it helps in building a strong and good impression on both
sides(DeCuir-Gunby, 2011).

- The second step in the interview session is conducting a small talk with the
interviewee. Small talk helps normalize the candidate and build a positive relationship
with the candidate. It helps in knowing more about the behavior of the candidate and
its way of conversations with the interviewers. The interviewer should try to talk about
the interests of the candidate as it will help in building a friendly environment which
will help in exploring the candidate more.

- The third step in the interview process is information gathering from the
candidate. The candidate is judged about his preparedness for the interview. The
interviewer asks about different things to judge the way of communication, is his/her
communication organized, the candidate talks concisely, the candidate is confident, the
fluency of language if he/she is not a native speaker of the language, the body language
of the candidate, and several other aspects of the interviewee(Saunders, 2015).

- The fourth step in the interview process is the question/answers of the
candidate as in this step the interviewer asks about the field of the candidate and tries
to check the knowledge of the candidate about the field. The interviewer asks different
questions related to the job so the knowledge and capability of the candidate can be
checked. In this step, the candidate also asks questions about the salary package, annual
leaves, and other benefits, and the business operations of the company. This helps both
parties in concluding that the candidate has the required capability, and the business
entity is offering the required benefits for the candidate.
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- The fifth and last step of the interview process is wrapping up the interview
and in this step, the business entity strives to satisfy the candidate and the candidate put
efforts to satisfy the interviewers to conclude the interview successfully. In this step
greetings and handshake is made to convey a good message to the interviewer and the
interviewer puts efforts to convey a good message for the candidate to build a positive
relationship. This step helps close the interview with a pleasant note on both
ends(Haryanti, 2021).

Question number 8 asks about the interview technique used in the interview
session to gather the user requirements from users. The key theme of each interviewee

is shown as Table 4.10.

Table 4.10 Key Themes from ERP experts in question 8

What is the interview technique that ERP expert
Question 8 apply in the session to gather the requirements

from customer?

Prepare the question list for each department and
ERP Expert A 8
particular process group

Utilize the whiteboard for drawing the overall
ERP Expert B
Keyword picture and make clear of customer’s understanding

Utilize the workflow to visualize the work process
ERP Expert C | and use it for confirmation the customer’s

understanding

Several interview techniques should be applied in the interview session, for
instance, whiteboarding, workflow utilization, question by storytelling, etc. The
objectives of this session are the current problem clarification and understanding of
overall customer’s system. This interview session is a critical major event for getting
the user requirement which is required the sufficient data for new system draft.

The interview is considered to be very important for the business entity as it
helps in getting good human resources who can put their efforts to attain business
objectives. The interview is conducted to get more information from the candidate and

then based on that information the decision about the suitability of the candidate is
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made. Several interview techniques can help get more information from the
interviewees some of these techniques are being described below:

- It is better to choose a good and attractive location for the interview as it helps
in relaxing the candidate so he/she tells more and provides more information which is
required by the business entity. A good location conveys a positive message to the
candidate about the position of the company and it attracts the interviewee towards the
job. The location is considered to help build a positive relationship between the
interviewer and the interviewee as both are in a pleasant place so this comfort helps in
conducting a better and more objective interview(Jacob, 2012).

- The interviewer can get more information from the interviewee on making a
list of questions in advance as it will help the interviewer to ask relevant and good
questions from the interviewee. The questions made in advance will help in getting the
required information from the interviewee as all the questions will be made considering
keeping in mind the aim that more information from the interviewee is required. It is
also better to schedule duration for the interview that if it is an initial interview then 20
to 30 minutes interview is good and 5 to 10 questions can help get the complete required
information. The questions should be related to the behavior of the interview so a good
and moderate behavior candidate can be selected for this purpose(Vrij, 2014).

- The resume of the candidate tells whole about him/her so it is important to
review the resume of the candidate carefully and also the cover letter as enough
information is available in these sources.

- The interview should be conversational, not confrontational as polite
conversations help get the required information and the interview which is not in a good
tone can create problems for the company as well the interviewee so it is better to
conclude the conversation with greetings.

- It is better to explain the whole process to the interviewee as it relaxes him and
can build real expectations from the business entity.

- The group interview can help get more information from the candidate as
different group members will ask different questions which will help in judging the
right personality of the candidate. Different group members can focus on different

aspects of the candidate and more information can be obtained.
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- It is also good to take follow up of the interview even the candidate is not
selected for the job still it is the responsibility of the interviewers to inform the
candidate about the failure as it makes the candidate facing the situations bravely. These
techniques can Dbe fruitful for getting the required information from
interviewees(Anyan, 2013).

Question number 9 asks about the experiences of failure case in manufacturing
company and the reason of those failure cases. The key theme of each interviewee is
shown as Table 4.11.

Table 4.11 Key Themes from ERP experts in question 9

Is there any failure case that ERP expert
Question 9 experienced in manufacturing company? What

is the root causes of this failure?

Failure case: Design the new system based on every
user requirement but it requires a lot of operations
or manpower to record the data in the system and
ERP Expert A | generate the manual work in the future.

Root cause: Lack of user requirement analysis and
lack of consideration in operation after ERP

implementation

Failure case: Uncompleted gathering of user
Keyword ) |
requirements in the assessment step.
ERP Expert B . ..
Root cause: Some key person did not join the

session

Failure case: Uncompleted gathering of user
requirements in the assessment step.
ERP Expert C | Root cause: The detail operation/problem from

users were not clear and the conclusion is not

aligned between customer and consulting party

The failure cases from ERP experts’ experience were the best practice for

developing the standard operating procedure. Most of the cases have the root cause
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from mistakes in interview session which associated with contents of interview and key
persons. The conclusion part in interview session is also important to align the
understanding and conceptual image between customer and consulting party.

The ERP implementation is considered to be a challenging job as it takes more
time to implement the new enterprise resource planning module in a manufacturing
company. There are several examples of failure cases of ERP implementation which
include Hewlett Packard's failure of ERP implementation which caused a $160 million
loss to the company in the year 2004(360cloudsolutions, 2020). The business entity
started implementing ERP in the North American divisions and the project was to
implement a centralized ERP system to eliminate the hurdles of different systems. The
aim behind ERP implementation was to have firm control over the business affairs of
the company and to reduce operational costs but the ERP implementation ended up in
a disaster and caused a huge loss to the business entity. It was observed that small issues
were gathered to cause of big disaster for the business entity as the business entity
wanted to control its business units from a single module of ERP that the business entity
should have a firm grip over its business operations but it ended up in a disaster(Stanciu,
2013).

It is something of more interest to know the real cause of this failure it happens
that a business entity is running its manual set up as well as the ERP implementation so
both systems are working together unless ERP is fully implemented and controlled by
the business entity after several test checks. The manual system will be left using when
the business entity has become sure about the successful implementation of ERP
systems after several successful test checks to ensure the successful implementation, as
well as the team who is controlling ERP business operations, have got a grip over the
business operations. It was observed in the case of Hewlett Packard that a decision in
hurry was made about the checking of ERP system without proper checking of the
system and its successful implementation as the concerned authorities were very sure
about the success of ERP centralizing system so the manual system was left to use
before proper working of ERP systems. So when it was implemented and checked it
caused huge loss to the business entity because backlogged orders happened and there

was revenue loss due to improper catering of the sales orders(Sun, 2015).
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So it can be said that the ERP implementation caused a huge loss to the business
entity just because of improper test checks and leaving the manual systems before
successful implementation of ERP systems. It was good to leave the manual workings
when the implementation had become successful but the business entity couldn't
continue its manual operations so there was a huge loss. Nike in the year 2000 and 2001
spent $400 million for updating their supply chain systems and ERP systems and it was
observed that there was occurred a loss of $100 million in lost revenue and different
lawsuits against the business entity. So it can be said that the ERP implementation had
caused huge losses to several business entities due to failure in the implementation of
ERP systems(360cloudsolutions, 2020).

Question number 10 asks about the additional advice for developing the
standard operating procedure. The key theme of each interviewee is shown as Table
4.12.

Table 4.12 Key Themes from ERP experts in question 10

Question 10 Any recommendation for SOP development?

The contents and timeframe should be strictly
ERP Expert A ) )
scoped for preventing the extra job

The summary of each step should be regular

confirmed, for instance, current problems analysis,
ERP Expert B ) )
Keyword to-be design and develop user requirement step to

ensure the customer’s comprehension

The knowledge of ERP capability is significantly
ERP Expert C | required for ERP consultant to design the new

system based on customer’s problem analysis

The step to scope the project is the initial stage to proceed among related parties.
The extra job and unclosed project are the most impact issue for ERP implementation
project because it requires time and resource to cover the unfinished jobs. To prevent
those unexpected events, every single step of ERP assessment should be confirmed and

agreed the conclusion with next action together between customer and consulting
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company. Moreover, the basic knowledge of ERP, the function in ERP and its limitation
should educate for ERP consultants to effectively design the new system landscape.

The standard operating procedures are considered to be very crucial for the
business entity as there is no work done without following the standard operating
procedure in the business entity. The important factors required for creating standard
operating procedures are being described below:

- The first important factor is creating a blueprint for repetitive tasks in the
business entity as it can be issuing raw materials in a manufacturing concern on daily
basis for the production process. It can be receiving raw materials from the import
department or some other routine tasks. Receiving raw materials will include an
inwards gate pass then receiving the materials in the warehouse and then issuing the
raw materials against a move order and a production plan(Tallyfy.com, 2020).

- It is also an important factor for creating a standard operating procedure to
make a list of all business processes so it will become easier to develop the SOPs for
the processes.

- Another important factor in this process is planning the process as this factor
helps find all the mistakes and flaws in the processes and then making rectifications in
the processes so there is less wastage of company resources. In this phase, the whole
process will be planned according to the requirements of the business entity.

- The fourth factor in this process is to outline and launch all processes so no
process is omitted from the SOPs and it is also communicated to all employees so they
can follow the process(Danish, 2010). Then the stage comes where the process should
be written and reviewed so the flaws and mistakes can be eliminated. This stage will
help make improvements in the standard operating procedures.

- Another important factor that needs to be considered is to assign and automate
routine tasks as it can be exemplified that material requisition is generated from the
production department and then the procurement department takes rates from the
market and then all the rates are communicated to the finance department. The finance
department after approval of rates issues finance for the requirement and then the
purchase of materials is done. So it can be said that these routine tasks are made a

standard operating procedure and then needs to be followed by all employees.
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- The last factor which needs to be considered is maintaining the whole process
that no one should be allowed to bypass this whole process. The standard operating
procedure also defines the signatories of the process that who will sign what documents
to be held responsible for this all(Ayala, 2010).

All these factors are important for making a standard operating procedure and
after making a standard operating procedure it becomes the responsibility of the top to
lower-level management that they ensure the implementation of standard operating
procedure and no one is allowed to miss any single procedure in the standard operating
procedure. It will help in following the standard operating procedure and ensuring there
is mishandling of the raw materials or any other thing. The standard operating
procedure help ensure the safety of the company assets and maintain the quickness of
the processes.

4.2 Research the existing Framework/Practice

The current competitors in Thailand, who run the similar business for ERP
consulting service, have their own unique core values to service customer. The research
on the existing framework or practice is required to construct the ideas and selling
points of the ERP implementation service project. The research on website of
competitors is the best method for study due to confidential of their services. The first
company, KPMG is the one of big four company in accounting consultancy, has
serviced the full-looped ERP support for customer from the system selection to
helpdesk support. Typically, KPMG is dominant on the financial advisory and tax
consulting, however the ERP advisory becomes more required in market due to the
tangible price of ERP packages. From this information, It builds the core value of
KPMG that is the combining of the deep knowledge of finance, accounting with
technical ERP functionality of their employees. The knowledge of business process
with ERP applications understanding can help the customer to provide the precise
information with timely for better decision making and select the ERP functionality to
increase the business performance (KPMG, 2021). The second company, ABeam
consulting is the Japanese IT strategy and management consulting firm, has provided

the quick assessment to extract the system requirements from users to obtain the major
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current issues and system recommendation. Figure 4.1 shows the 2-4 weeks assessment

approach with IT and user departments.

Investigation of A [ i
o nalysis Report creation Reporti It
Preparation current condition ; T p— eporting results
P > opproximately 1 Dloseen] ’ (approximately 1 to 2 weeks) ’ (approximately 1 week) ’
Prepare and share Analyze need for upgrade = Summarize results of
common understanding Identify issues through based on investigation analysis and assessment
Task overview prior to starting documents and results and examine most | in a report
the upgrade assessment interviews appropriate upgrading
program method. Calculate cost
effectiveness
* Explain upgrade - Conduct interviews - Analyze interview - Create report
assessment program | results
ABeam task Croate . * Review documents I Resuits of
) - Summarize analysis uparade assessment
sheets results 5
= Scope of upgrade
i assessment
* Submit related + Participate in N/A N/A
_ documents e * Issues of current
Client fask Coainas system
|nt§rV|ehv$els * Recommended
AN S upgrading method
Subsequent task We request cooperation Depending
duration may change in investigating related on the condition of
Presuppositions | depending departments such as the interview
on the information the finance department responses, some items
given and adjustments and the IT department may not be possible to
made analyze

Figure 4.1 Five Stages of assessment in ABeam (ABeam, 2010)

The five stages of assessment are defined in Figure 4.1, the preparation stage is
set for common understanding alignment and related document preparation. The project
schedule and resources including department and interviewee list were determined in
this stage. The interview session only conducts about 1-2 week associated with main
users and departments. The remaining 3 stages are related to interview analysis and
report creation to report the result of quick ERP assessment (ABeam, 2010). The last
company, Hitachi Vantara is the IT consulting who provide the variety of IT packages
for manufacturing company in Thailand, has the full-looped ERP service from vendor
selection to helpdesk support. The core values of this firm are the expertise in several
ERP implementation which is not only ERP software but also the 10T or Industrial
Internet of Things and providing the ROI, Return of Investment, to support the decision
making for system selection (Hitachi, 2019). From this expertise, it levels up the firm

to gain more opportunities in more choices of system to implement in one organization.
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4.3 Apply the Existing Information to Create a Standard Operating Procedure
The previous sections, ERP experts’ interview and existing framework or
practice research, have contained the principles and some pitfalls in ERP
implementation project. A set of questions have been thrown to the experts who have
the deep different experiences in ERP package project. The essential contents from
expert interview session are the crucial concerns, the effective solutions, the failure
cases in ERP implementation project. The following section is current framework or
practice in the market study. Having researched the existing information from
competitors’ website, several key messages and approaches in ERP assessment were
adapted into use. These collected data will be discussed in focused group and

formulated into concrete steps.

4.4 Design the Standard Operating Procedure

Having gathered the information from ERP experts and done the current
research for ERP project management to establish the standard operating procedure, the
internal process to brainstorm and analyze the new standard operating procedure in
consulting company is also required to shape the new procedure. The participants in the
focus group consists of consultants who had the several years of experiences in ERP
implementation project in manufacturing companies. The discussion process in focus

group activity is shown as Figure 4.2 which is developed in a consulting company.
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« Compartmentalize the ERP implementation project phase

« Define the difficulties in each phase

« Create the customer journey mapping for ERP implementation project

« Share the key problems in experiences in each phase

» Brainstorm the ideas to eliminate or reduce the effects from those
problems

« Conclude the key points from focused group and adapt into new
standard operating procedure

<SCCccex

Figure 4.2 The processes of focused group activity

The focus group experience

Before starting to design the new standard operating procedure, the root cause
of the problems that happened in the project should be clarified in order to eliminate
those main causes. Figure 4.3 shows the cause-and-effect diagram or fishbone diagram
of the problem which is “Customer got troubles from new imperfect system
implementation”. The main categories are divided into 4 consisted of Man, Method,
Material and Management. Members in the focus group have been discussed and raised
all possible causes into the diagram, the most members identified that “Less experience
of consultant who interview the user” and “No concrete processes to assess customer’s
current situation” are the critical causes to generate the problem. This information will

be benefit for the development of new practice in next step.
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4.4.1 The first step in the focus group would be that team compartmentalize the
EPR implementation project phase. This action would identify the number of levels in
the ERP implementation project and clarify the scope of each level in terms of contents
and time. Figure 4.4 shows the Work Breakdown Structure (WBS) of ERP/Software
implementation project in the consulting company that focus group formulated into 3
levels of activity in the project. In the discussion, team has pointed out the phases of
ERP implementation project into 3 phases which are Pre-assessment, Assessment and
Post-assessment phase respectively. Table 4.13 shows the detail of each phase which
activity, duration, resource required and key person of each phase of ERP assessment

project for consulting company.

Level 1 ERP/Software
implementation project
Level 2 Pre-Assessment Phase Assessment Phase Post-Assessment Phase
Interview process Feasibility study for the
Scope the project - P o compatibility of new
users and owners
system
Siﬁt L orgamzatlm.l Create the Business Create the IT roadmap
chart both of consulting Al X N
X Requirement for customer
and customer
Level 3
Prepare the related
document for next phase
Plan the overall

timeframe of the project

Figure 4.4 The Work Breakdown Structure (WBS) of ERP/Software implementation
project in the consulting company
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Table 4.13 The details of activity, duration, resource required and key person of each

phase of ERP assessment project

Phase Activity Activity Prec_ed_lng Duration Resogrce Key person
code Activity required |from customer
Scope the 1PM - Decision
A project i 1 week maker: IT Lead,
Set the 1PM Business Lead,
B |organization A |1 week President and
chart Director
Pre- Prle[;age the 2C
assessment c [T B 1 week
document for
next phase
Plan the 1PM+2
D o_verall C 1 week c
timeframe of
the project
User interview 1PM +2 |- Process User
for gathering C - Process
the system 3-4 Owner
E ; D
requirement month - Manager
Assessment for design the
new system
Create the 2C
; 1-2
F  |Business E
: month
Requirement
Feasibility 1PM +2 (- Decision
study for the C maker: IT Lead,
G compatibility = 2 weeks Bus[ness Lead,
of new system President and
with system Director
Post- .
assessment requirements - ERP
Create the 1 PM implementor
long-term plan
H |for customer to F 2 weeks
implement the
system

Note: PM = Project Manager and C = Consultant

The initial stage of ERP implementation project focused on the preparation of

resources and document from customer side, the detail activity, the duration and key

person are shown in Table 4.13. The proper duration of this phase should be 1 month

for setting the objective, scoping the contents, establishing the core team and
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determining the milestones for overall project. The organizational chart helps know the
hierarchy of the business entity and helps in understanding the culture of the business
entity. The organizational chart is important for understanding the responsibilities of
different designations. It is also helpful in knowing about the persons who are
responsible for different departments and chains of command. The organizational chart
is helpful for the employees to know about the team leaders and their roles in the team
as no one can better perform if he doesn’t know about his position and the persons who
are leading him(Canonico, 2010). The organizational chart helps improve the efficiency
of the business organization as everyone is responsible to someone and everyone has to
answer for his responsibilities. A project can be better managed through an
organizational chart as is shown below.

John Smith
Project Sponsor

l

Edoardo Abeid
Project Manager

I
1 | 1

Claire Jay Will Taylor Clay Bourne
IT Team Lead Marketing Lead Training Manager
Development Web Agency
Team Team

e Testing Team

Figure 4.5 Example of organization chart (Harrin, 2017)

Figure 4.5, project organizational chart is more helpful in understanding the
organizational chart as the project sponsor is leading the whole team especially the
project manager and after this, the project manager is responsible for managing the
whole team including three main team leaders who are directly reporting to the project
manager. These three team leaders are responsible for their teams and getting all the
tasks done by the team. It can be said that the organizational chart is helpful in

understanding who is reporting to whom and who is responsible for what tasks in the



45

project. The organizational chart is considered to be very important as it helps in easing
long-term planning, the organization can be restructured with ease, and it is also helpful
in knowing about the reporting of all tasks to the leaders, project manager, and project
sponsor. The organization can achieve its goals as all employees are conveyed goals of
the business entity and they all put efforts to achieve organizational goals(Aubry, 2018).

The project completion is very important and for this purpose, planning plays
an important role as every stage needs proper planning of resources, labor, time, and all
activities. The planning of all stages of the project helps in being very clear about
organizational objectives from the project as it can be the objective of a business
organization to increase its efficiency up to 90% and reduce wastage of resources so
the clear objective will help in motivating the project team to put more effort to achieve
the organizational goals. The planning of the project will help increase the chances of
hitting milestones as the planning provides guidance at every stage and if the
performance is not up to the mark then actions can be taken to make improvements.
The planning is also helpful in assessing different risks associated with the project as it
can be completing the project after the completion data so the efforts can be put to
increase the speed of work on the project site and the project can be completed before
time as it will help in saving more organizational resources and increasing the
profitability(James, 2020).

The planning is also crucial for identifying task dependencies as which task
needs to be completed first and which will be completed afterward. It will help in
assigning all the project tasks to the project team in a sequence and will lead to the
timely completion of the project. The planning of the project activities helps make
better communication with the project team in conveying the importance of all project
activities. It can be said that the planning has more important for the project because a
project can’t be completed without effective planning and the business entity will not
be able to earn some good revenue from the project in absence of project planning so
the planning in a project should be given more importance(Balta, 2015).

Moving on to next phase of ERP implementation project, it is called as
Assessment phase. In this critical phase mainly concentrated on user interview session
to gain the data which is called the system requirement or user requirement. The
duration of this phase might vary from 3 to 6 months which related to size of the
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organization and scope of the project. The final stage of ERP implementation project is
post-assessment phase which focused on customer support for feasibility study and
creating the long-term plan. The duration of this phase is planned about 1 month for
doing those activities. The third party, ERP implementor company, would participate
in this phase for sharing the ERP comprehensive and capability to establish the IT
roadmap or long-term plan for customer.

The information technology roadmap is a way used by the business entity to
reach a specific organizational goal related to IT as it can be the organizational goal to
implement IT in the whole business entity, it can also be the business goal to shift the
company’s data to a cloud system or any other business goal. The IT roadmap will help
in taking to the destination through making a roadmap and then planning in the same
steps to reach the business goal. The IT roadmap is a strategic level plan for taking
initiatives related to IT as implementing ERP systems in the business entity or any other
business goal(Productplan.com, 2020). The importance of the IT roadmap can be
described through the benefits it is providing to the business entity in this modern age
of technology. IT roadmap helps make IT initiatives and then being successful in the
IT operations. The IT roadmap helps in saving money and other precious resources of
the business entity as the roadmap will help in moving step by step towards the goal so
no activity will be useless in this regard.

The following figure describes the IT roadmap in detail and helps in
understanding it easily. The IT roadmap helps run the technology systems of the
business entity smoothly and providing ease of use for all the concerned personnel. The
IT roadmap helps increase the speed of operations and improve the efficiency of
business operations. The IT roadmap will help in improving the planning of the
business operations and increasing the effectiveness of business operations. The IT
roadmap is crucial for planning the assignments in the business entity and getting the
assignments done within due time. The IT roadmap is also helpful in knowing about
the future needs of the business entity related to information technology (Calegari,
2015).



47

(0z02Z ‘wo2 uejdionpoid) dewpeou || Jo ajdwex3 9y ainbi4

sianuBug poddng umi)

veddng jeuoijeisdg) A

|
P

(407 WH) Aianosay saysesiq] § Ayjqeieay yBiH A

(anej-01-aa)) sanyqede] A

(onei-sni) soyiqede) A

2q AoN =) dos finy Inf unf ._ byt 94 uer
(it



48

4.4.2 The second step would be that team defines the difficulties in each phase
of ERP implementation project. Knowing the challenges of each phase could help
consultant to predict the possible problems that might face during the project and
readily solve the difficulties on time. The detail of difficulties of each phase is shown
in Table 4.14. The category of difficulties could be divided into 3 dimensions which
are process, people and documentation issues. Moreover, the difficulty’s level is
measured by high, medium and low to prioritize the importance of each dimension to
put the effort in those categories.

Table 4.14 The difficulty level for each phase in three dimension

Document
Phase Process (Method) People (Man) )
(Material)
Pre-assessment Medium High Low
Assessment High Medium Low
Post-assessment Medium Low Medium

Pre-assessment phase requires the strong support from people who is the
decision maker in the project because this phase concentrated in project management.
Timeframe and contents should be constructively defined coordinating with customer
in order to prevent the extra job and unsatisfaction issues from customer. It is greatly
important to have the decision maker from customer company attending in the meeting.
Those people would possibly be IT section, business strategy section, production
section that it depends on which department dominated in that company. Having these
empowered people in the first phase, the project would smoothly proceed in terms of
scope and direction from the beginning.

Assessment phase is the part of gathering the user requirements associated with
having the interview session. The effective user requirements must be concise and
directed to customer’s pain points. To acquire those user requirements, the processes of
assessment phase are required to well formulate for interview session. Not only

collecting the requirements from customers, but the confirmation should also be
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proceeded regularly. The approval person could be the leader of those jobs or related
departments who share the operation. Having habitually performed the confirmation
step, the uncleared points during the project will significantly decreased.

The feasibility study and creating of IT roadmap are the major tasks in post-
assessment phase. The evidence which could be the paper or files in computer need to
be systematically stored for using as a reference and the confidential of this evidence is
the one important consideration in this phase. Comparing the advantages and
drawbacks of the system choices might be difficult if there is no session to discuss with
system implementors. Therefore, the discussion of system capability with each
implementor vendor is a must event. Another issue is a process to communicate with
customer about the long-term plan. The explanation session is required to clarify the
cause and effect in particular milestone in long-term plan. Having done these activities,
the last phase of ERP implementation project will possibly be ended with high
appreciation.

4.4.3 Create the Customer Journey Mapping for ERP implementation project

The customer journey map is a visual display of customer engagement with the
business entity. It can be further explained that a customer map is the interaction of the
customer with the products, services, brands, and the mode of interaction through a
physical store or online store. The customer journey mapping helps in knowing more
about the customer and his interaction and allows the business entity to work on the
areas which lake focus of the business entity and can be improved. It also enables the
business entity to see the area where it is doing good and the customer appreciates it so
it can be said that doing good attracts more customers and increases the business
revenue(Delighted.com, 2021)
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Figure 4.7 Example of Retail customer journey mapping (Delighted.com, 2021)
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Figure 4.7 shows all the points which customer faces while making interaction
with the brands and products. The customer journey mapping shows all the touchpoints
that the customer considers while interacting with the company products as to how the
customer heard about products and services of the company and the customer has
interacted with the business entity. Customer mapping has several benefits which
include the business entity shows empathy with the customers as it knows about the
pain points of customers. The customer journey is completely viewed and the flaws and
mistakes are tried to eliminate(Andrews, 2013). The gaps between the customer and the
business entity are decreased and efforts are made to improve the customer experience
so the business entity can increase its business revenue. The customer mapping helps
in predicting the customer behavior as to what products the customer will like and buy
shortly so the business entity can decide accordingly. The business entity can focus on
the customer requirements and can eliminate the pain points of the customer so the
customer feels good while interacting with the business entity as it will help in
increasing the business profitability of the company(Micheaux, 2019).

To deeply understand the touchpoints of customer actioned with ERP
implementation project, the customer journey mapping is established to know the
customer’s pain points in the process. Figure 4.8 shows the customer journey mapping
of ERP implementation project described the customer experiences and customer needs
in each step which is beneficial for standard operating procedure development.
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4.4.4 Share the key problems in experiences in each phase

Table 4.15 The key problems of each phase from focused group experience

Phase Key problems

Pre-assessment - Set the insufficient resource for the project

- Overdue of schedule from lack of organization chart

Assessment - Cannot interview to receive the user requirement or
missed some user requirement

- Possible to get wrong information from user

Post-assessment - Unable to close the project due to unclear issues
remained
- Low satisfaction level from ambiguous customer’s

understanding

Most of the key problems in each phase are familiar with previous section that
shared by ERP experts about the failure cases. In the initial phase, the critical problems
would be the project management issues which is related to planning and team setting
for ERP implementation project. The effect from these problems can be observed to the
final result. Moving to the assessment phase, the possible failure would associate with
the process of getting the information from user which is the most crucial in the
implementation project. The root causes of the problem might be the capability of
interviewer and their interview skills which required a lot of experiences and expertise
in specific area. The final phase, post-assessment phase, is related to customer
satisfaction building. The difficulty of this phase is uncleared customer’s understanding
from the beginning until this phase which generate the communication problem. The
communication between ERP consulting and customer should be enhanced to have the

proper scheme and route for discussion.
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4.4 .5 Brainstorm the ideas to eliminate or reduce the effects from those

problems

Table 4.16 The solutions of each phase of ERP implementation project

Phase Key problems Solutions
- Set the insufficient resource | - Have the proper meeting
for the project with decision maker to set
- Overdue of schedule from the direction and accurate
Pre-assessment | lack of organization chart resource including

organization chart and
responsibility of each person

in charge

- Cannot interview to receive - Enhance the interview

the user requirement or missed | techniques in session for

some user requirement effective getting the

- Possible to get wrong information from users
Assessment _ : _

information from user - Confirm the system

requirements regularly with
users to ensure the receiving
data

- Unable to close the project - Have the regular

due to unclear issues remained | confirmation meeting with

Post-assessment | - Low satisfaction level from customer to clarify some
ambiguous customer’s uncleared points and manage

understanding the expectation of customer

4.4.6 Conclude the key points from focused group and adapt into new standard
operating procedure

The focused group has revealed the main structure of ERP implementation
project and its caution of each phase in the project. The constructive pattern in project
was formed and divided into 3 phases which are Pre-assessment, Assessment and Post-

assessment phase. The business activities in each phase are established and clarified
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step by step. The proper duration of each phase was discussed to determine the time
based on activities and size of project in the organization. In the assessment phase, the
main problem was clarified that the interview step to gain the user requirements is the
difficult process. The interview techniques were utilized to solve this difficulty in order
to acquire the sufficient data from users. Additionally, the last phase of the project
associated with creating the customer satisfaction was formulated to have clear
operations or specific meetings. The following section will be explained about new
standard operating procedure structured on experts’ interview, existing framework

research and focused group execution.

4.4.7 Design the Standard Operating Procedure

Having gathered and digested the key points from ERP expert interview and
focused group discussion, the standard operating procedure of ERP assessment process
will be established as following paragraph.

The steps of ERP assessment process can be divided into 3 phases which is Pre-
assessment process, Assessment process and Post-assessment process respectively.
The standard operating procedure for ERP implementation project will be

accomplished in the following paragraph.

4.4.7.1 Pre-assessment phase

The pre-assessment process is set for resource and document preparation before
starting the assessment process. The objectives of this phase would be team setting and
planning for the whole project from the beginning to the end of the project. Figure 4.9
shows the keyword of this phase is 4S which mean Scope, Set, Stand by and Schedule.

3. Stand by 4. Schedule

Figure 4.9 Keywords process of pre-assessment phase
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As shown in Figure 4.9, starting with Scope keyword, the contents and areas
implemented ERP in organization have to be concretely scoped by discussing with the
decision makers of the customer in the project. The key persons of customer would
possibly be business transformation department, IT department and production
department which depends on who dominant in that organization. The approach way to
contact the key persons is E-mail because it can be delivered to all related persons to
acknowledge this information at the same time.

Next step is Set, the organization chart and responsibilities for both of customer
and ERP assessor company have to be constructively set for determining the roles of
team members. Having clarified the person in charge for each party, the communication
between customer and ERP assessor company will be highly effective and on point.
Phone number and e-mail of each person in charge need to be informed in the place
where everyone can access such as Sharepoint, Cloud or other trusted platforms.

Moving to Stand by, some evidence in actual working need to be declared
during the Assessment phase. Basically, the daily routine document, daily report and
the document which have the issues or problems in operation are required to declare to
ERP assessors for better understanding in detail. This action will help reduce the time

for preparation in interview session.

Table 4.17 Topics for material preparation before starting the Assessment phase

) ) Overview
Interview o Interview ] ) Request
No. ) Participant Discussion
Session Date ) Documents
Topic

The example of material preparation before starting the assessment phase is
shown in Table 4.17. This template table consists of participant who will join in the
meeting, the main topics what will be discussed and the document requirement from
customer for more convenient to visual the current working condition.

Last keyword is Schedule, the overall timeframe of the project including time,

events and people who involve in the project should be defined in each milestone, for
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example, assessment step, confirm step and conclusion step. The reasons behind this

action are visual monitoring the activities in the project and systematic task follow up.

Month 1 Month 2 Month 3 Month 4

Phase Key Activities
2w 3w 4w W W w 8W aw 10W 11W 12w 13wW 14W 15W 16W

Pre-assessment [ |

m Vv

Assessment _
Y
0
Il v
I

Post-assessment -

B ERP Consulting Task Ml Customer participation required W Internal Team Meeting Project Steering Committee Meeting

Figure 4.10 The example of schedule in the ERP implementation project

Figure 4.10 illustrates the timeframe for overall project consisted of phases of
the project, key activities, and symbol of each meeting type, for instance, internal
meeting and committee meeting with customer which can be designed depended on
situations. This timeframe template would be benefit for both of customer and ERP

assessor company to utilize it as a tool for monitoring the key activities.

4.4.7.2 Assessment phase
The assessment phase is a major part of the ERP implementation project
because this part can provide the information from customer’s interview. The following

paragraph will be described the steps of this critical phase.
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- Compartmentalize into significant departments of customer, for instance,
product design, production planning, purchasing, procurement, production control,
production management, quality control, quality assurance, shipping, logistic, sale,

marketing, accounting, human resource, training and so on.

/ Support department \ @0‘1““0“ departmem / Back-office department \

' N M R s N B
Pl Maintenance Production Purchasing Human
design management resource

J | J \ / \ vy \ S
Producti (" vaterial ) (o) ( N ( Y
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Figure 4.11 The typical departments and its grouping in manufacturing company

The typical departments in manufacturing company in Thailand were shown in
Figure 4.11. The groups of departments are divided into 3 categories consisted of
support department, production department and back-office department. This activity
would help distinguish the departments in customer company to manage all interview
sessions and properly assign key persons from each department for assessment process.

- Clarify the group of operations in each department, the Figure 4.12 shows the
example of production planning department. Normally, the process groups of all
departments consist of master set up for work center, unit, item code, item name, etc.,
create the job, edit the job, and issue the report for next departments utilization. Some
companies have their own sections in each department which is the alternative method

to define the major operations by using the sections as a reference.
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Create long
term
production plan

Create daily Revise
production production
plan plan

Set master data Create monthly Generate the

production plan

for planning report

Figure 4.12 The example of production planning department

- List the major tasks in each group of operations by using MECE concept which
is Mutually Exclusive Collectively Exhaustive. The idea of this concept is trying to
raise all main tasks in each operation group without overlapping. The tasks listed can

possibly be an action or a pattern of work which depends on the users’ familiarity.

Set master data for Create long term
planning production plan

Create monthly
production plan

Create daily Revise production

production plan plan Generate the report

Determine the
standard value
for planning

Determine the
calendar
master

Determine
purchase
period

Determine
shipping period

ProductA
pattern

ProductA
pattern

ProductA
pattern

Revise long
term plan

Release the
production plan

Product B
pattern

Product B
pattern

Product B
pattern

Revise monthly
plan

Release the
purchasing
plan

Product C
pattern

Product C
pattern

Product C
pattern

Revise daily
plan

Release the
shipping plan

Release the
manpower plan

Figure 4.13 The example of process list in production planning department

- Assign the involved users to narrate the current operations and main problems
in their tasks based on previous sections. Users who provide the information should be
in operation and supervisor level because operators can explain the element of
operations and the difficulties of routine operation neatly and supervisors can confirm
the high level of concerns and operations. It is more efficient, if the managerial level
could be participated in the session because this user level can provide the impact and
requirements which related to their department and other departments.

- The core session of assessment phase is the workshop with customer users by
interview and observing the actual operation. This activity associated with the
information gathering from users requires the experiences and skills of ERP assessors

who interview the users in the session. The interview techniques and tools will increase
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the efficiency of this activity especially ERP assessors who have a few years of
experience. At initiate step, the preparation of question list is strongly required for
having the conceptual information of the process in the organization. Table 4.18 shows
the example of a question list that will be used as a base question for interview session

of all departments.

Table 4.18 The main question list for interview session

Question o
Question list
group

- What kind of master data maintained in the system?
Master - How to record/edit/control the master data?

- Who are the responsible persons for master data management?

- What kind of data been used for planning? And what
departments?

Planning - How many patterns of planning in department?

- How to create the plan/forecast document?

- Who are the planners in the department?

- What is the required document/order for execute the operation?
- How to create the work order/operation in the system?

) - How many patterns in operation of the department?

Operation ] o
- How to record the operation result and detail in the system?

- Who are the responsible persons for operation management in

department?

- What is the required data/document for generating report?
- How to create the reports in the department?

Report - How many the types of report in department?

- How often to generate the report? Period or request?
- Who are the responsible persons for report creation in

department?

Other - What is the main problem that facing frequently?
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Question o
Question list
group

- How often the main problem occurred? And how long to solve
it?
- What the document looks like?

- How to promptly solve the problem from daily routine?

The question list which is shown in Table 4.18 would be utilized to ask the
interviewees in the session. Trick for ERP assessor of asking is 5W2H which stands for
“What”, “Where”, “When”, “Who”, “Why”, “How” and “How many”. The smooth
flow of conversation between assessor and user is also greatly important to gather all
user requirements. Consequently, the question sets thrown to users are required to be
seamless, the trick of 5W2H is necessary in difficult time when the interviewers got
blank.

Not only techniques for asking the question to users, but the analysis of
narration from users is also important for some interview benefits. Basically, the basic
question was thrown to users for allowing them to narrate or express the detail of
operation. Having listened the narrative from users, ERP assessors have to analyze all
wordings and digest into core message which is exact user requirement. The outcomes
from narrative would be the habitual practice associated with imperfect system that
users usually do on their routine. The explanation is also applied to describe the cultural
context and how users solve the problem step by step. ERP system is the unique
integrated system which related to several sections both of material and information
flows (Alvarez and Urla, 2002). Consequently, narrative style is required to tell the
story and ERP assessors need to clarify each step of operation by investigating with
more asking and proofing by the evidence both of document and system’s screen.

Another technique to extract the data from users would be whiteboarding, this
equipment will help visualize the user’s thought into the same image among the
participant. The figures written on the whiteboard could possibly be flow chart, mind
mapping, process flow, matrix, message and so on (Browne and Ramesh, 2002). This
method is the part of 2-ways communication between ERP assessors and users, the
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participation of users in the session and the willing to add the benefit information
related to current situation will gradually increase.

- ERP assessors design the user’s requirements based on the ERP’s capabilities
aspect. The answers from interview sessions will be developed into user requirements

which is the needs of customer in terms of technical wording related to ERP capability.

Table 4.19 The example of user requirement worksheet

) ] User
Operation Function ) ]
No. Title requirement MSCW
group name o
description

Table 4.19 shows the example of user requirement worksheet for ERP assessor
to constructively establish the overall user requirements. The highlights of this
worksheet would be function name and MSCW. The function name is the description
of what system function run because it will reflect the solutions that could fix the
problems for customer. Another highlight is MSCW, stands for MoSCoW prioritization
method, it will help to visual the importance of user requirements. MSCW can be
divided into 3 groups which are Must have, Should have and could have. The
description of MSCW type is mentioned in Table 4.20.

Table 4.20 The description of MSCW type
MSCW Description

Must have The main function required (strong recommended)

Should have | The support function required, help operate the main function

(medium recommended)

Could have Not necessary for main function (low recommended)

- EPR assessors reconfirm with users about their needs of system requirements.

Summarization of user requirements and system solutions should be comprehensively
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reviewed and confirmed by key persons before going to the next step. This action can

be repeated until the explanation of user requirements to key persons were clear.

4.4.7.3 Post-assessment phase

- Discuss with ERP implementor parties about system requirement details. The
issues of system requirement are the percentages of ERP support based on existing user
requirements and the solutions from EPR functions that can solve the problems for

customer company.

Table 4.21 The example of user requirement for ERP vendor feedback

User
- - - - ERP
No | Operatio | Functio | Titl | requireme | MSC Module/S
suppor Comment
ngroup | nname| e nt w . ystem
description

Table 4.21 should be delivered to ERP implementor companies for fill-in the
column EPR support, Module/System and Comment. The ERP support column can be
filled the following words, “Fully support”, “Partial support”, “Customization”, “Not
recommended” and “Not support”. The wording of Customization means the system
can support but need to write the program by custom. Another wording is Not
recommended which means the system can support but it is too complicated to put it in
the system. All of these wording will be inputted by ERP implementors to estimate the
capability of the systems.

- Having received the feedbacks from ERP implementors, the conclusion of
ERP capabilities that how much system can solve the major current problems of
customer should be established to observe the possibility of each ERP option. The
summary worksheet could be an easy table in Excel or PowerPoint file to visualize the
basic data to customers.

- The comparison of ERP options will be summarized to report to customers.

The details of percentages of system support, ability to correct the problems including
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price should be summarized for doing the decision making from customer’s
management team. The aspects of comparison would be Technical, Tactic and
Commercial evaluation. The Technical evaluation is associated with technical
capability including system functions, user friendly, technology, solutions, industry
understanding, etc. Secondly, the Tactic term is the evaluation regarding tactical
capability including project management, approach, methodology, team capability, etc.
The last aspect is Commercial evaluation associated with cost competitiveness, Return
of Investment, benefits and so on. These three dimensions can be adapted for ERP
option comparison to visualize the overall picture of system in the organization and
establish the long-term strategic plan in the future.

- The last task of post-assessment phase in the project is Technology roadmap
for customer’s system. The objective of this task is to conceptualize the period of
implementation the system or ERP in the organization. The benefit from this technology
long-term plan would be the effective IT management for customer company, the
consequence of the programs or system will be correctly aligned with the other business

perspectives.



65

Vision Year 1 Year 2 Year 3 T s
BT 7 o P TIRee L4
Industry-leading P Tl Ty < Remaining "~ e T o MewDEM T
rd Product Support I Key Customers By Customers — Al OEM Segments. S 5 _,)"*
! E ~——__ _Segmentl b Segment 1 4 e ___,_.-‘-’\ L g
Inghstry-leading R e
i R D::g.ﬂ,‘a ¢ ConmactDesigné& = =
Dlevelopment e _P_;E:Efwrr!-'i Seemer! —
Eix 2477 Cust, Field. Support Field. Support Diesin-
g Froblems Senice Engineers Engmeers Servce!
b Lower Supply Chain Speure Oniing RoHS
= ] Costs Optimization Ordering EDI Certiication
‘8§ 3| | aa Rapid Response, REACH Produd
£ alue 1o Team Order delivery Cerification Authentcdy
l Froduc Improve tracking Conflict Traceabity
Documentation Minerais
e 3 Custorn Co-
i Build R&DLab ] Design »  Development
Sve R&D Azia Senvces Senvices
3 3 8| | Baseu
2 g Cuatnar Engineanng
2 Relationship NEEN] e - ———— | Sustainabsy
? Crun.u.llng Engr. Services
1 Serices
e from Engneered
Evolve fro cor:r:ﬂms ,_'l h;;guruatc:: |>—4D{ Systerns Products |——b| PWP(I!I;I'"I Software | Future Products |
and modues <y 7
Clean
Low Energy g Weless Smart TechSustanatie Eurstom Products
Froducts Sensors Dezign Products
Customer Updste l Development |
@ AL TuEre Support Suppdy chain M%"” Tools
3 Techralogy infarmation Managernent ok Technologas v
3 To Support System System Ll Desayr
Senace
2 Developrment update Supply Chain Bakes bt Pt
3 RSP Tracesblity rd
o Identify Key Hire Service Separate Asia
A Organizatonal Dev. Mgr Senace Engineering
Needs to o e Hies Office of Sustanatie
reate Field sk Diesign &
Eng;nng Enq;unm Manufacturing
” mes

Figure 4.14 The example of technology roadmap and its activities (Harmon, 2012)

The example of technology roadmap is shown in Figure 4.14, the technology

activities will be planned in the overall activities in the organization. Not only the

technology activities will be set in the long-term plan of company, but business aspects

including organization, policy and external drivers also need to be considered in the

technology roadmap. The plan could be established in annual or quarter basis, Figure

4.15 illustrates the example of technology roadmap in quarter basis.
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Figure 4.15 The example of technology roadmap in quarter basis (Malhotra, 2018)

The core value of this activity would be efficient planning for all system in the
customer company, the flow of system installation aligned with other perspectives can
prevent the waste cost and resource in the organization. The format of roadmap is not
limited to previous examples, it depends on design of ERP assessors who execute in
this task. Sometimes, technology roadmaps are not required for typical ERP assessment
project, however the appreciation of customer will possibly rise from effort on this

activity.

4.5 Review the Standard Operating Procedure From Failure Cases Recovery
Regarding to 2 failure case studies, first case is the uncompleted collection of
user requirements, and second case is about the unknown of business nature which lead
to extra investment for customized program and manual work for troubleshooting in
the operation. Based on the developed activities in the standard operating procedure, it
can solve these problems. The concept of new standard operating procedure for ERP
implementation project can eliminate these troubles from drafted processes in project
which construct from collecting the key messages from ERP experts and proceeding a

focus group. Figure 4.16 illustrates the relation between problems and actions in the
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new practice which proves the concept in new practice can solve the failure cases in the

past.
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Figure 4.16 The relation between problems and actions in the new practice

4.6 Create the Complete Standard Operating Procedure and ERP expert

evaluation

Having drafted the standard operating procedure, the completed version of

standard operating procedure will be established in this section. Figure 4.17-4.33 shows
the standard operating procedure of ERP implementation project from the preface to

the end.



Standard Operating Procedure : ERP/Software Implementation

Preface I Prepared by: Piyanat V.

Description

This standard operating procedure is designed for the ERP/Software implementation
project. It can be used for mstruction for all levels especially for new coming members
who has less experiences in this theme of project. Normally, the project will be
compartmentalized into 3 phases of working which it has the ultimate purpose in each

phase.

Contents
1. Instruction in Pre-Assessment phase

2. Instruction in Assessment phase

w

Instruction in Post-Assessment phase

4. Check list for project

How to use

1. Read the instruction neatly and understand the purpose of each activity

2. The format established in the standard operating procedure can be revised based
on the situation (You can think out of the box)

3. This standard operating procedure provides the main concepts of the project, and

it can be varied by the user’s experiences

©2021. All rights reserved. Page 1/17
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Standard Operating Procedure : ERP/Software Implementation

Pre-Assessment Phase | Prepared by: Piyanat V.

Objectives

1. To reserve the resource and schedule for customer organization
2. To scope the contents and working area for the project

3. To build a rapport with customer before starting the project

Process flow

Scope the contents and
working areas

Set the organization chart
and responsibilities

Stand by the document and
data

Schedule the overall
timeframe of the project

©2021. All rights reserved. I Page 2/17
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Standard Operating Procedure : ERP/Software Implementation

Pre-Assessment Phase | Prepared by: Piyanat V.

Instruction

1. Scope:

- Study the company profile and the characteristic of the company, for example, the
size, the products, the production type (make to order or make to stock) and so on.

- The contents and working areas implemented ERP in organization have to be
concretely scoped by discussing with the decision makers of customers in the project.

- The key persons of customer would possibly be business transformation department,
IT department, production planning department and production department which
depends on who dominant in that organization.

- The approach way to contact the key persons is E-mail because it can be delivered to
all related persons to acknowledge this information at the same time.

2. Set:

- The organization chart and responsibilities for both of customer and ERP assessor
company have to be constructively set for determining the roles of team members.
Having clarified the person in charge for each party, the communication between
customer and ERP assessor company will be highly effective and on point.

- Phone number and e-mail of each person in charge need to be informed in the place
where everyone can access such as Sharepoint, Share Cloud or other trusted platforms.

- The table below is the format for contact list file sharing.

Project Roles Name Position Department Email

IProject Manager
|Assistant Project
IManager

[Project
Coordinators
IProject
Coordinators
IProcess owner
[Process user

© 2021. All rights reserved. I Page 3/17
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Standard Operating Procedure : ERP/Software Implementation

Pre-Assessment Phase | Prepared by: Piyanat V.

3. Stand by:

- The evidence in actual working need to be declared during the Assessment phase.
Basically, the daily routine document, daily report, screen of program and the
document which have the issues or problems in operation are required to declare for
better understanding in detail.

- These evidence should be requested in advance for allowing time to customers
preparing. This table below is the format for document request in the session, this table

is also sent to customer for requesting the evidence.

Discussion Request

Interview Session Participant list Interview Date

Topic Documents

4. Schedule:

- The overall timeframe of the project including time, events and people who involve
in the project should be defined in each milestone. This table below illustrates the
format of timeframe for overall project consisted of phases of the project, key
activities, and symbol of each meeting type, for instance, internal meeting and

committee meeting with customer which can be designed depended on situations.

Month 1 Month2 Month 3 Month 4

W AW AW W 6w W BW  SW | W LW BW LW MW 15W 16w

Phase Key Activities

Pre-assessment

Assessment

Post-assessment

W ERP Consuiting Task Il Customer participation required W Internal Team Meeting Project Steering Committee Meeting

©2021. All rights reserved. I Page 4/17

Figure 4.20 The standard operating procedure of ERP implementation project Page 4



72

Standard Operating Procedure : ERP/Software Implementation

Assessment Phase | Prepared by: Piyanat V.

Objectives
1. To gather the system requirements from users by interviewing, observing and

discussing.

2. To create the business requirements for sharing to I'T vendors for feasibility study.

Process flow

Compartmentalize into
significant departments

Clarify the process group in
department

List the major tasks or
business pattern in process

SR

each process group to
narrate

IAssign the involved users in

Design the user
requirements

| Page s

©2021. All rights reserved.
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Standard Operating Procedure : ERP/Software Implementation

Assessment Phase | Prepared by: Piyanat V.

Instruction

1. Compartmentalize into significant departments of customer, for instance, product
design, production planning, purchasing, procurement, production control, production
management, quality control, quality assurance, shippmg, logistic, sale, marketing,
accounting, human resource, training and so on.

- The figure below is the pattern for typical departments in manufacturing company, so

it can be used as a baseline.

/ Support department \

/Pmduction departmeh

/ Back-office department \

73

Product i Production § Human
= Maintenance

[ design ] [ ] [management] [ Purchasing ] [ resource }
Production Material Quality -

[ receiving Eried] Procurement Training
Production Quality General
comor” ) “ e

N Material :
[ Shipping ] [ supply ] [ SIS LE J [ Marketing ] [ Accounting }

Safety,
Health and
Environment

Engmwmi . )

- The groups of departments are divided into 3 categories consisted of Support

L Manufacturi
Logistic

Technical
service

Supplier
quality

—
—
=]
@

/,—\
>
\-

department, Production department and Back-office department. This activity would
help distinguish the departments in customer company to manage all interview
sessions and properly assign key persons from each department for assessment

process.

©2021. All rights reserved.

| Pagesi7

Figure 4.22 The standard operating procedure of ERP implementation project Page 6



74

Standard Operating Procedure : ERP/Software Implementation

Assessment Phase | Prepared by: Piyanat V.

2. Clarify the group of operations in each department. Normally, the process groups of
all departments consist of master set up for work center, unit, item code, item name,
etc., create the job, edit the job, and issue the report for next departments utilization.
Some companies have their own sections in each department which is the alternative
method to define the major operations by using the sections as a reference.

- The figure below is the format for input the operation groups.

Master # Plan # Execute ﬂ Report

Operation group

©2021. All rights reserved. I Page 7/17
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Standard Operating Procedure : ERP/Software Implementation
Assessment Phase | Prepared by: Piyanat V.
3. List the major tasks in each group of operations by using MECE concept which is
Mutually Exclusive Collectively Exhaustive. The idea of this concept is trying to raise
all main tasks in each operation group completely but without overlapping.
- The tasks listed can possibly be an action or a pattern of work which depends on the
users” familiarity. The figure below is the format for input the action or pattern of each
operation group.
Process group
g
5 E
gq &b
s N | N N | N
. S . S . S . S
s s
E . v . S . S (N S
g
~
i
Q
5 | J . J/ | J . J/
S e s N | s ~\
<
. J . J/ . J . J/
s s ™
L S . S L S . S
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Standard Operating Procedure : ERP/Software Implementation

Assessment Phase | Prepared by: Piyanat V.

4. Assign the involved users to narrate the current operations and main problems in
their tasks. Users who provide the information should be in operation and supervisor
level because operators can explain the element of operations and difficulties of routine
operation neatly and supervisors can confirm the high level of concerns and operations.
- It 1s more efficient, if the managerial level could be participated in the session
because this high level can provide the impact and requirements which related to their
department and other departments.

5. The core session of assessment phase is the workshop with customer users by
interview. At initiate step, the preparation of question list is strongly required for
having the conceptual information of the process in the organization. The table below

describes the main question list that will be used as a base question for workshop of all

departments.
Question group Question list
- What kind of master data maintained in the system?
Master - How to record/edit/control the master data?
- Who are the responsible persons for master data management?
- What kind of data been used for planning? And what departments?
. - How many patterns of planning in department?
Planning yp P & p

-How to create the plan/forecast document?

- Who are the planners in the department?

- What is the required document/order for execute the operation?

- How to create the work order/operation in the system?

Operation - How many patterns in operation of the department?

- How torecord the operation result and detail in the system?

- Who are the responsible persons for operation management in department?
- What is the required data/document for generating report?

- How to create the reports in the department?

Report - How many the types of report in department?

- How often to generate the report? Period or request?

- Who are the responsible persons for report creation in department?
- What is the main problem that facing frequently?

- How often the main problem occurred? And how long to solve it?
- What the document looks like?

- How to promptly solve the problem from daily routine?

Other

Note: Trick for an assessor of asking is SW2H which stands for “What", “Where”, “When", “Who”, “Why",
“How” and “How many”. Consequently, the question sets thrown to users are required to be seamless, the
trick of SW2H is necessary in difficult time when the interviewers got blank.

©2021. All rights reserved. I Page 9/17
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Standard Operating Procedure : ERP/Software Implementation

Assessment Phase | Prepared by: Piyanat V.

- Having listened the narrative from users, an assessor has to analyze all wordings and
digest into core message which is exact user requirement. The outcomes from narrative
would be the habitual practice associated with imperfect system that users usually do
on their routine. The explanation 1s also applied to describe the cultural context and
how users solve the problem step by step. Consequently, narrative style is required to
tell the story and an assessor needs to clarify each step of operation by investigating
with more asking and proofing by the evidence both of document and system’s screen.
- The whiteboarding, this equipment will help visualize the user’s thought into the
same image among the participants. The figures written on the whiteboard could
possibly be flow chart, mind mapping, process flow, matrix, message and so on.

- The figure below is the basic pattern on whiteboard that can be applied into use.

Date: Department: Participant:

Discussion area: Issues:

Reconfirm points:

Next actions and requests:

Note: Use the color to more visualize, by work status: blue = onplan, green = completed, red = delayed OR
By work type: = Maintenance, green = Light repair, red = Heavy repair.

©2021. All rights reserved. I Page 10/17
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Standard Operating Procedure : ERP/Software Implementation

Assessment Phase | Prepared by: Piyanat V.

- These figures below show the example of visualization with the purpose that an

assessor can adapt the ideas into actual case.

AP Crysen Suspensicn . inteed
L1 Ex1.Ideaslistuptofindas | Ex 2. Draw chart to show —
many ideas as possible pattern of problem
Massayny Mograart Trbownd Marvatoy  Vieesd $v0ryPatiey
e e
& 4 (o] :
e ll: L
L] Ex3.Draw processflowto | L] Ex4. Draw machine picture to
understand the current situation understand mechanism
(ANSE |\ EFFE(CT WHy ?
gt ol § Wiy? e
qup ! Poor Produet Ovegn e
) St ivot busget
i P/o biem _— Inadequete Prometion " (L e
: oy Ineflective Distribution Lt in market
P ' ouf(one — Cant find right channets
s I‘ Hogh manut cost
hﬂk'\.ﬂls PVD(A.<5 ; Fail o identfy Target Market
| Ex5. Fishbone diagram tofind [ | Ex 6. Why-why chart to find
causes of problem/outcome cause of problem
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Standard Operating Procedure : ERP/Software Implementation

Assessment Phase | Prepared by: Piyanat V.

6. Design the user’s requirements based on the ERP’s capabilities aspect. The answers
from interview sessions will be developed into user requirements which is the needs of
customer in terms of technical wording related to ERP capability.

- The table below 1s the format of user requirement worksheet for an assessor to
establish the overall user requirements.

- The highlights of this worksheet would be function name and MSCW. The function
name is the description of what system function run because it will reflect the solutions
that could fix the problems for customer. Another highlight is MSCW, stands for
MoSCoW prioritization method, it will help to visual the importance of user
requirements. MSCW can be divided into 3 groups which are Must have, Should have
and could have. The description of MSCW type is mentioned in Table 4.20.

Operation User
No. P rou Function name Title requirement MSCW
group description

- The function name is the description of what system function run because it will
reflect the solutions that could fix the problems for customer. Another column is
MSCW, stands for MoSCoW prioritization method, it will help to visual the
importance of user requirements. MSCW can be divided into 3 groups which are Must

have, Should have and could have.

Noter|  MSCW Description

Must have The main function required (strong recommended)

The support function required, help operate the main function
Should have ]
(medium recommended)

Could have | Not necessary for main function (low recommended)

©2021. All rights reserved. I Page 12/17
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Standard Operating Procedure : ERP/Software Implementation

Post-Assessment Phase | Prepared by: Piyanat V.

Objectives

1. To collect and solve the remaining issues or uncleared matter from previous

phases.
2. To support customer to set the plan for technology roadmap n the long term.

Process flow

Study the capability of ERP
with user requirement

Compare the options of

system by cost and percent
of solvable issues

Create the technology
roadmap for customer
company

| Page 1317
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Standard Operating Procedure : ERP/Software Implementation

Post-Assessment Phase | Prepared by: Piyanat V.

Instruction

1. Discuss with outsource ERP implementor about system requirement details. The
issues of system requirement are the percentages of ERP support based on existing
user requirements and the solutions from EPR functions that can solve the problems
for customer company.

- The table below is the format for ERP implementor to full in the information and

feedback to an assessor.

ERP Module/

support| System Comment

- ERP implementors have to fill-in the column EPR support, Module/System and
Comment. The ERP support column can be filled the following words, “Fully
support”, “Partial support”, “Customization”, “Not recommended” and “Not support”.
The wording of Customization means the system can support but need to write the
program by custom. Another wording is Not recommended which means the system
can support but it is too complicated to put it in the system. All of these wording will

be mputted by ERP implementors to estimate the capability of the systems.

©2021. All rights reserved. I Page 14/17
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Standard Operating Procedure : ERP/Software Implementation

Post-Assessment Phase | Prepared by: Piyanat V.

2. The comparison of ERP options will be summarized to report to customers. The
details of percentages of system support, ability to correct the problems including price
should be summarized for doing the decision making from customer’s management
team.

- The table is the format for vendor comparison with several aspects.

Total (100)

Technical score (40)

Tactical score (30)

Commercial score (25)

Recommendation

Strengths

Weaknesses

- The aspects of comparison would be Technical, Tactic and Commercial evaluation.
The Technical evaluation is associated with technical capability including system
functions, user friendly, technology, solutions, industry understanding, etc.

- Secondly, the Tactic term is the evaluation regarding tactical capability including
project management, approach, methodology, team capability, etc.

- The last aspect 1s Commercial evaluation associated with cost competitiveness,

Return of Investment, benefits and so on.
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Standard Operating Procedure : ERP/Software Implementation

Post-Assessment Phase | Prepared by: Piyanat V.

3. Establish the Technology roadmap for customer’s system. The objective of this task
is to conceptualize the period of implementation the system or ERP in the organization.

- The format for technology roadmap is shown in table below.

Information
Technology

Business
development

Strategic
management

Human Resource

Policy

Infrastructure

Note: [ Activity . Meeting/Decision point

- The technology activities will be planned in the overall activities in the organization.
Not only the technology activities will be set in the long-term plan of company, but
business aspects mcluding organization, policy and external drivers also need to be

considered in the technology roadmap.
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Standard Operating Procedure : ERP/Software Implementation

Check list | Prepared by: Piyanat V.

Check list for ERP implementation project

This table is used for follow up all activities in the project

Activity Check box

Scope the contents and working areas

Set the organization chart and
responsibilities

Stand by the document and data

Pre-Assessment

Schedule the overall timeframe of the
project

Compartmentalize into significant
departments

Clarify the process group in department

List the major tasks or business pattern in
process group

Assign the involved users in each process
group to narrate

Assessment

Interview the users

Design the user requirements

Study the capability of ERP with user
requirement

Compare the options of system by cost and
percent of solvable issues

Create the technology roadmap for
customer company

Post-Assessment

©2021. All rights reserved. I Page 17/17
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Having established the completed standard operating procedure for ERP
implementation project, the evaluation from ERP experts is required to confirm that
this practice ready to use in actual work. Figure 4.34 shows the format of evaluation for
ERP experts. The categories of evaluation are divided into 4 aspects, Contents,
Realization, Format/Pattern and Relevant to goals. 3 ERP experts will response this

sheet and express their comments about this developed standard operating procedure.

Evaluation table

Aspect Good Acceptable Need to improve

Contents

Realization

Format/Pattern

Relevant to goals

Comment:

Figure 4.34 The evaluation form for SOP development

Having collected all feedbacks and results from 3 ERP experts, the evaluation
result is summarized in Figure 4.35. The result of SOP development for ERP/Software
implementation project shows that no aspect needs to improve. Realization and
Relevant to goals aspect got the good score from two ERP experts and Content aspect
mostly received an acceptable level from all ERP experts. In conclusion, developed
standard operating procedure can pass the evaluation from ERP experts without any

aspects need to improve.
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Number

Good T
E Contents

E Realization

B Format/Pattemn
Acceptable

Level

mRelevant to goals

Need to improve

Figure 4.35 The evaluation result of SOP development for ERP/Software

implementation project

The evaluation form consists of given comment from ERP experts to express
their opinions to new standard. Some ERP experts used to be one of stakeholder in the
ERP implementation project and have the experiences in another consulting firms.
Therefore, the evaluation and review from ERP experts can prove that new standard
operating procedure will be valid for using in the actual situation. The comments from

ERP experts have been summarized by person and by phase of project in Table 4.22.
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Table 4.22 The comments from ERP experts after evaluation the standard operation

procedure

Phase ERP Expert Comment

Hold the Management and Business orientation,
A this meeting will gain the direction, strategy, long

time activity from management’s point of view

B No comment

Pre-assessment Inform the related persons to notice about this
change, set the meeting with working team to

C inform the main activities, question list, document
and data requirement before going to next phase

for preparation

Set the Management interview to align the
business perspective with actual operation

Create the hearing memo or conversion log to

B recap all issues that affect to user requirement, it
Assessment _ ) _
would be note or audio or video recording

Tips for interview, not ask the interviewees to
C describe all of details but need to ask only points

that related to system for effective time usage

It is not the mandatory process, so it requires short

time to prepare or execute.

Post- B No comment

assessment The sequence in IT roadmap needs to confirm
C with ERP/software vendors about the relation and

connection in several systems

Most of feedbacks are the recommendation in the process, for example, the
management interview in Assessment phase from expert A is the add-on activity to
acquire the business perspectives from high management and the expectations in this
implementation project. Another point is IT roadmap activity comment from expert C

which advise to confirm with IT vendors about the connection and correct sequence of
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several system implementation in the organization. The effective installation of several
system can reduce the cost and time of customer firm and it is the great information that

customer needs to know from a consulting company.



Chapter 5: Discussion and Conclusion

5.1 Discussion of Research Results
5.1.1 Developed Processes in ERP/Software Implementation Project

According to the results of research, the concrete processes in ERP/Software
implementation project of a consulting company are developed into practice. The
project is divided into 3 phases which are Pre-assessment, Assessment and Post-
assessment with activities included in each phase.

The preparation activities are included in the first phase of the project called
Pre-assessment phase. The main purpose of this phase would be building the contents
and core working team to align the business direction from top to bottom of the
organization. The study of company profile is proceeded to know the characteristic of
the company, for instance, the size of organization, the products, the production type
(make to order or make to stock) and so on. Additionally, the trust from customer will
be built in this phase by making a rapport. The planning of business processes in ERP
implementation project will help in preparing the employees to be in an innovative
organization (Hailu, 2012). The successful project will relate to the project sponsor of
customer company, the preparation meeting will invite all key persons who are the
decision makers in the organization to attend from the beginning. In typical
manufacturing industry, the production planning department is the most influencer in
business affair from sale to purchase (Strandhagen, 2017). In this phase, these key
persons will be invited into process to monitor in overall project and consulting
company can manage the expectation in the ERP/Software implementation project.

The crucial Assessment phase in the project, the interview and observation will
be executed between users and ERP assessors. The ultimate goal of this project is to
gather all requirements and problems from customer company, several techniques are
formulated into practice. The question list is prepared for letting the interviewees know
what they will be asked in the session. The narration analysis is applied for explanation
of ERP system which related to integration of data in the organization. The cultural
context and basic troubleshooting will be described by user that is what the ERP
assessors require (Alvarez and Urla, 2002). Also, the visualization on the whiteboard

or tablet is utilized to make the image that everyone can see in the same story.
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The Post-assessment phase is the last step of ERP/Software implementation
project, it is a support activity to enhance the system implementation in the
organization. The technology roadmap will be produced to long-term plan the
technology implementation in the organization, this will help to know the future needs
of the business entity related to information technology (Calegari, 2015). Some
organizations have the unhappy experience with technology implementation, the
unplanned sequence of installation will lead to several problems such as manual work,
re-installation and so on. So this phase will eliminate those difficulties and help

customer to plan their master plan.

5.1.2 Benefits for a consulting company

The developed standard operating procedure will be beneficial for a consulting
company in 3 dimensions as below.

Firstly, standard practice aspect, this standard operating procedure provides the
structure of processes in the ERP/Software implementation project. The efficient time
and resource will be acquired from this development.

Secondly, self-development for consultant will be gradually increased by
utilizing this standard as a primary knowledge and this will also help to enhance the
soft skills of consultant.

Finally, the objective of this research is to standardize the procedure in the
consulting company. The benefit will be for an organization to have the concrete steps

and practical process to execute in the project.

5.2 Conclusion

The main purpose of this research is developing the standard operating
procedure for ERP/software implementation project focused on manufacturing
industry. The processes of research started by online studying of current procedure or
approach from competitors in the market. The interview sessions with ERP experts and
focused group execution with colleagues are the next steps in the process of
development. The standard operating procedure had been created from the scratch from
these activities. Having established the standard operating procedure, the feedbacks and

recommendations from ERP experts to evaluate the procedure are required.
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The result of outcome which is the standard operating procedure of EPR
implementation project shows the 3 phases of the project. The first phase, pre-
assessment phase, is the preparation phase for setting the organization chart, scoping
the project, and scheduling the overall project. The significant importance in this first
phase would help to shape the core of the project. The assessment phase is the second
phase of the project which is the user interview session. In this phase, the techniques of
interview are applied into use, for instance, question list preparation, narration analysis
and whiteboarding techniques. The post-assessment phase is the last phase of the
project, it will help increase the customer’ appreciation. The comparison of system
options and technology roadman or long-term plan are the main activities in this last
phase. It is evident that the failure cases also can be solved by using this new practice
based on several developed activities. The reviews from ERP experts are added into
this standard operating procedure as well, the management alignment meeting, the
check list of the processes and the hearing record in the session are the examples of the
recommendation. Moreover, the evaluation result from ERP experts who used to be the
stakeholder of the ERP implementation project and experienced in another consulting

firms shows that this procedure can be valid into actual use.

5.3 Limitations of the study

The main limitation which should be addressed in this study would be the time
of demonstration in this standard operating procedure. Normally, the ERP
implementation project proceeds around 6-12 months of operation which takes a long
period compared with this study. Therefore, the actual result from using this standard
operating procedure is not included in this study. However, this development has been
reviewed and evaluated by ERP experts who have the several experiences in this field.
The overall feedbacks show that this developing procedure can utilize into project

management in ERP/software implementation.

5.4 Suggestion for future development
There are further studies for enhancing the process of ERP implementation
project in consulting company to increase the quality of information gathering from

users, which include:
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a) Utilize the developing standard operating procedure in the actual project. The
expected outcome from real case would reflect the processes of implementation to
visual the obstacles and difficulties in the procedure. This information will be utilized
in improvement to the new version of standard operating procedure.

b) Study in another industry implemented the ERP system in their organizations.
Each industry has their own characteristic and unique which involved with process,
people and product. This study associated with manufacturing industry reveals the
typical departments, major tasks and system landscape which is different with other
industries. The future study should concentrate to seek the unique points and nature of
business of selected industries and applied the procedure as a base model to develop

the specific procedure for each industry.
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7. How to lead the interview session to gather the requirements from customer? What
are the key points or effective steps to run the session?
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Question list for ERP experts interview

1. What is the key success factor to implement ERP system in manufacturing company
in Thailand?
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7. How to lead the interview session to gather the requirements from customer? What
are the key points or effective steps to run the session?
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