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Michael Burns MBA, CPA, CA, PMP, CITP

• Founder of 180 Systems , previously headed up PWC mid-

market consulting practice and part-time professor at 

University of Toronto

Gordon Hertzman MBA

• Extensive expertise in the design, development and implementation 

of technology solutions based on 25 years of service across a wide 

variety of industries

Hassan Rehman, BSc 

• Over 5 years of experience in project delivery roles. Proficient in 

collecting, analyzing, and documenting business requirements 

while ensuring accuracy

Alex Miles MBA, BEng, BA

• 6 years experience in Advisory Consulting, 

Systems Selection, and Implementation 

across Canada, USA, and Europe

Navaid Khan MBA, CCP, CMA

• 20 years of proven track record in business 

transformation strategic initiatives in 

Canada, United States and in Europe. 

180 Systems Experience
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Software Selection

Project 
Management

Business 
Process Review

Business Case

Our
Services

System Optimization
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Implementation

Start End



1. Vendor independence

2. Experienced-based advice

3. Knowledge of ERP 

Systems

4. Address change 

management

5. Integrity

Success

Why 180 Systems

6. Cut to the chase

7. Responsive

8. Fixed Fee

9. Alignment with corporate 

strategy

10.Requirements based on 

business process review

Proven Methodology
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ERP Portal

https://portal.180systems.com/portals/erp/

Top 10 ERP Systems

https://portal.180systems.com/tools/systems-analysis-tool/erp/

ERP Comparison

https://www.180systems.com/article/erp-comparison/

National Technology Forum

https://www.cpacanada.ca/en/career-and-professional-

development/conferences/2021/january/national-technology-forum-2021

ERP Expertise
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Workshops and Business Process Reviews1

Software Selection
Roadmap

Request for Proposal2

Requirements Demonstration3

Business Process Demonstration4

Contract Negotiations5

2

5

Kickoff Meeting0
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Confirm scope01.

Agenda

Confirm methodology02.

Discuss technology trends and terms 04.

Discuss schedule03.

Discuss major problems05.

Discuss Critical Success Factors (CSFs) – what 
must be done well in order to be successful

06.

Kickoff 
Meeting

Discuss key requirements which could help 
achieve CSFs

07.

Discuss measurements of success. 
Measurements of success help ensure 
alignment with corporate objectives by linking 
to CSFs

08.
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Will be discussed in more detail during the implementation discussion

Kickoff Meeting
Roles and Responsibilities
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1 2 3 4 5

Review Results of 

Kickoff Meeting

Discuss Major 

Problems and 

Requirements

Based on Kickoff 

meeting, workshops, 

checklists from other 

projects

Meeting to confirm 

and prioritize 

Requirements

RFI Word Document 

and RFI Excel 

Document

Select vendors and 

Issue RFI

Workshops Requirements 
Report

Requirements 
Meeting

RFI Documents Vendors 
Selection

6

Business case and 

qualifying vendors

Analyze Results 
and Benefits

Workshops



• Tangible and intangible benefits based on resolving 

problems identified in the workshops

• Costs of implementation based on responses to the 

RFI and anticipated internal costs

Based on Intangible 
Benefits

Business Case
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Business Case



Strategic CSFs (Critical Success Factors) Key Requirements

1. Ship products quickly to end users • Inventory Availability

• Available to Promise (Time Phased View)

• Integration with couriers

• Warehouse management including scanning and hand-

held devices, directing picking…

• Kits (could already be bundled)

• Bundle and unbundle kits (no assembly just putting 

components in a carton)

What Does Not Work Well Key Requirements

1. Inventory not accurate and don’t know costs – not using 

average costing or FIFO in Magento – just have last cost –

data is unreliable for inventory costs but is ok with 

location and qty – (add-ons needed to make this work 

which took time to implement)

• Multi-whse

• A single order can be shipped from multiple whse

• Returns

• Exchanges

What Works Well Key Requirements

1. Magento but deficient in custom reporting • Integration with Magento or equivalent

• Reporting tools

Requirements Analysis
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1 2 3 4

Documentation, interview staff, day in 
the life of interviewees 

Review Existing Processes
Improve Efficiency, Effectiveness, or 
Controls of Business Processes

Problems (Opportunities)
Problems classified as Low to Critical 
Problems categorized by:

• System

• Business Process

• Training

• Infrastructure

Impacts and Problem Types
System Requirements 
to solve business 
problems

Requirements

Business Process Review
Key Components
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BPRs uploaded online for interviewees review 

Business Process Review
Example
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Process 
Maps
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Requirements Report based 

on standard checklists and 

input from meeting and 

interviews – key and unique 

requirements defined 

unambiguously

Request for Proposal
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• Answer vendor questions

• Prepare preliminary analysis of potential 

vendors includes costs, scoring of their 

responses, and similar customers

• Select short listed vendors 

RFP Results
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Requirements
Demonstration

Script and Demonstration
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Demonstration
Evaluation
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Business Process
Demonstration
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Cost Analysis
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Contract 

Negotiations

Decision

Vendor Paid-For 

Discovery

Contract Negotiations

Business Needs 

Analysis
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Scope Estimate
Process Number of Interviews

Financials (General Ledger and Financial 
Reporting, Accounts Receivable, Accounts 
Payable, Financial Budgeting, Cash Management)

2

Asset Management 1

Forecasting 1

Order Processing 1

MRP and Purchasing 1

Inventory and Warehouse Management 1

Production – formulas, scheduling and shop floor
control

3

POS 1

Customer Relationship Management 1

HR, Payroll and Time & Attendance 2

E-Commerce / Portals 1

Total 15
25



SYSTEMS IMPLEMENTATION
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Selection

Kickoff for Success

• Defining Roles, Responsibilities & the Responsibility Matrix (RACI)

• Establishing the Project Org Chart

• Internal and Vendor Kickoffs

Governing for Success

• Building the Project Charter including defining the Scope, Phased Approach, Assumptions, Risks & Budget

• Building the RAID Log

• Review the Vendor SOWs & schedule 

• Discuss critical success factors (CSFs) and key performance indicators (KPIs) which measure 

• attainment of CSFs

• Initial Risk Assessment

• Project Budget Tracking

• Change Control Process and Sign Off

Managing for Success

• Weekly cadence with the Core ERP team, Functional 

teams, and leadership team

• Sharing experiences and helping the team to resolve 

the day-to-day project risks, issues, blockers, concerns, 

change requests etc.

• Manage all sub-plans including end user training, data migration,

UAT, and Cutover

• Manage budget and change requests

Implementation Services
180 Systems Role

Implementation

Project Planning Project Implementation

180 Systems Implementation Options
Coach to Internal Project Manager

Client Project Manager
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Vendor Approach

Implementation Lifecycle

01 02 03 04 05

Initiation Build Go-Live

Design Test

Project Management



1. Master 
Roles

2. RACI

3. Project 
Org

4. 
Names 
+ Titles

4 Step Plan
Resource Planning

Building the 
‘A’ Team

Over-
Allocated

Missing RolesBackfill + 
Temp Staffing
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1. Master Roles

Role

Project Sponsor

Role Description

• Final authority and decision-making 

body for project - scope, budget, 

timeline, resources, risks, issues and 

decisions

• Accountable to ensure a successful 

project is delivered for the business

• Accountable for all project business 

impacts - change management, 

communication, training, 

documentation etc.

• Reports to Executive Leadership 

Team

Primary Skills

Leadership Skills:

• Business expertise, big picture 

view/understanding of operations, 

representative of each major business 

area impacted

• Understand key goals of project & 

implications of outputs & risk

• Ability to select quality internal 

resources & supporters

Time Commitment

15% to 40% of time

Depends on size and 

complexity of project

Name

John Smith

01 02 03 04 05
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R

A

C

I

Person(s) who must be 

CONSULTED about a task or action 

and must provide an input. 

Consulted

Person(s) who need to be 

INFORMED about the task or action. 

They are “kept in the picture” by 

one-way communication.

Informed

This position is RESPONSIBLE that 

work is done. They are the “doers”.

Responsibility

Position with ACCOUNTABILITY to 

approve/disapprove task or action. 

The buck stops here!

One person per task is Accountable

Accountability

Defining the Responsibility Matrix (RACI)
2. RACI
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3. Project Org Chart & 4. Names + Titles
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Risks

Identify all known or 

anticipated Risks for all 

stages of the project.  

Document a clear 

mitigation plan for each 

Risk!

Actions

All Actions need to be 

planned and completed.  

They will be captured 

with a prime/due date 

and managed at the 

weekly PM meetings.

Issues

Every Issue must be 

Logged no matter how 

minor the issues are.  

Issues are managed 

weekly at the PM 

meetings.

Decisions

Capture all important 

decisions and rationale 

that supported them in 

supporting documents.

R A I D
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Project Planning
RAID Management



Initial Risk Assessment
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Low Medium High
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Risk Level: Low Medium High

# RISK DESCRIPTION RISK MITIGATION PLAN

1

New/misunderstood 
requirements identified in the 
early stages of the project could 
change scope, budget, timeline

1. ​Use the 180 Systems RFP as a checklist during 
vendor initiation and, design, and 
configuration meetings.

2. Manage change requests to ensure only 
critical phase 1 requirements are approved.

3. Implement as many work arounds as possible 
to avoid any customizations unless necessary 
to business operations.

2
Target GoLive date is extended 
from original estimate

1. Milestone schedule defined early at the start 
of the project

2. Stage Gate Exit Criteria signed off by client 
and vendor at each project stage

3. Preparation for each stage begins in parallel 
with implementation activities

4. Target GoLive range set for business
5. Critical path and slack defined early in project



Weekly Cadence
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Meeting Frequency Date/Time Topics 180 Deliverables Participants

Executive Sponsor 

Alignment

Weekly TBD - Overall schedule

- Special items i.e. deployment strategies

- Cross functional planning and resourcing

- Other Sub-Plans (i.e. Data Conversion, 

UAT, Change Management)

- Required Decisions

- Change Requests

Executive Sponsor Check-

In Deck

Superior Executive Sponsor, Superior PM

Data Migration 

Meeting

Weekly TBD - Review Data Migration plan

- Update Data Migration tasks & Issues

- Data Upload Logs

Data Migration Plan Superior PM, Data Migration Lead, Functional Team Leads 

(as required)

Training Meeting Weekly TBD - Training Content to be delivered in each 

session

- Training Agendas

- Personnel in each training session

Training Plan

Testing Meeting Weekly - Testing Script

- Testing sections and scheduling

- Unit Testing vs. End-to-End Testing

Testing Plan and UAT 

Script

Core Team Meeting Weekly TBD - Previous week’s task updates

- Current week’s tasks

- Issues an blockers

Project Plan updates Core Team, Superior PM 

Vendor Status 

Meeting

Weekly TBD - Update Project Plan & RAID

- Previous week accomplishments

- Current week’s tasks

- Current Week Goals

- *from vendor perspective

Weekly Status Report Superior PM, Implementer PM

Team Huddles Daily TBD - Actionable Items & Issues As Required Aa Required
Steer Co Meeting Monthly TBD - High level scope, timeline, and budget

- Major project decisions to be made

- Change Requests

Steer Co Slide Deck Steer Co, Executive Sponsor, Superior PM



Weekly Project Summary Report 



Today Sept-12

Project Summary 
ERP Implementation

Project Health

Cutover – Cutover Planning and Cutover 
tasks before Aug month end

Documentation – Billing process 
documentation and PFD

Reporting – Custom reports 
development including invoices

Project Current Focus

Project Timeline

Current Crystal Resource Requirements

G G G

BudgetScope Timeline

G

Overall

Low Medium High

WBS 1.2 1.3 1.4 1.5 1.6 1.7 1.7 1.9 1.10

Status Completed Completed Completed Completed Completed Completed Completed Completed In Progress

Target April 22nd May 11th June 20th July 11th July 11th July 11th Aug 1st Aug 26th Sept 12th

Description Infrastructure Business 
Analysis

Data 
Conversions

Reporting Configuration Training Core Billing 
Development

Testing Target GoLive 
Date

Next Expected Milestone

• GoLive
• Target Date: Sept 12th

Previous Week Accomplishments

• UAT Completed
• Cutover plan built and delivered

Legacy System Retirement – Contracts 
to be reviewed and terminated



Data Migration Document



Sub-Plans
Detailed Cutover Plan



SYSTEMS OPTIMIZATION

180 Systems



IDENTIFICATION WORKSHOPS GAP ANALYSIS RECOMMENDATIONS

• Identification of critical 

success factors (what an 

organization must do well 

in order to be successful)

• Identifications of the 

requirements and 

problems in achieving the 

critical success factors

• Departmental workshops 

to identify strengths and 

weaknesses/problems of 

the existing 

system/business process

• Gap analysis to identify 

the weaknesses/problems 

and their severity

• Business process 

improvement

• System enhancements by 

the vendor

• System enhancements 

utilizing automation tools

• Project management and 

change management

System Optimization

Methodology
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• Some problems can be solved utilizing system 

configuration tools

• Some problems can be solved with best of breed 

business intelligence tools

• Some problems can be solved by Robotic Process 

Automation (RPA) which automates routine tasks

• 180 Systems will either do the work required 

and/or provide training to internal resources

Automation Tools

• With some tweaking by the vendor, some 

system problems may be solved

• 180 Systems will prepare documentation for 

the vendor, who would prepare a quote and 

potentially implement the necessary changes

Vendor Customization

• Inefficient business processes that are for 

relatively standard activities should be changed

• Some processes have problems because the 

employees are not well trained or the system is 

slow and unstable

• 180 Systems will recommend changes to 

business processes, training and infrastructure

Business Process Improvement

System Optimization
How to Optimize or Rescue the ERP System



CONSULTANTS WITHOUT BIAS

180 Systems
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