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ABSTRACT

This research paper shed a light on the challenges faced during the implementation of an Enterprise
Resource Planning (ERP) system in an organization, with a specific focus on project management and
project monitoring. This paper also presents a case study of a company in Viethnam that experienced
difficulties during the go-live phase of their ERP implementation due to poor project monitoring. The
objective of the research is to identify these challenges and propose a solution to resolve the ineffective
project monitoring. By doing that, the paper highlights the importance of effective project monitoring in
ensuring the success of ERP implementation projects. The results of implementing the proposed solution
are promising, as demonstrated by a reduction in completion time, elimination of late delivery days, and
effective management of resource deviation. These outcomes illustrate the potential for improving project
efficiency, reducing costs, and ensuring successful ERP system implementation. Overall, this research
provides valuable insights and best practices for organizations embarking on ERP system implementations,

offering guidance on overcoming challenges and achieving a smooth and successful go-live phase.
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1.INTRODUCTION

Enterprise Resource Planning (ERP) is an
integrated system implemented by businesses to
improve internal business processes in various
departmentsin order to provide greater efficiency,
increased automation to its processes, and
improved communication across the business [1].
The enterprise resource planning (ERP) market in
Vietnam has seen significant growth in recent
years, driven by the country's expanding economy
and increased adoption of digital technologies.
Accordingto areport by Technavio, the ERP market
in Vietnam is expected to grow at a CAGR of over
9% during the period 2018-2022 [2]. This growth is
being driven by a number of factors, including the
increasing demand for ERP solutions from small
and medium-sized businesses (SMBs), the growing
need for integration and automation in business
processes, and the government's focus on
promoting the adoption of digital technologies. In
terms of the S&M business segment, Viethnam's
SMBs are increasingly recognizing the benefits of
implementing ERP systems to streamline their
operations and improve efficiency.

Enterprise resource planning (ERP) is software
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designed for organizing and managing business
processes (core and administrative) by sharing
information across functional areas. Core
processes include production planning and
control, inventory management, purchasing, and
distribution; administrative processes include
accounting (cost control, account payable and
receivable, ect.), and human resource
management [3]. This can help SMBs make
better-informed decisions, reduce costs, and
improve their overall competitiveness. Overall,
the ERP market in Vietham has strong potential
for growth, especially in the S&M business
segment. As Vietnam's economy continues to
expand and the adoption of digital technologies
increases, more and more SMBs are expected to
turn to ERP solutions to help them manage and
grow their businesses.

Most multinational firms are using ERP and that
more small and midsize companies have begun to
adopt ERP. Despite ERP's promises to benefit
companies and a substantial capital investment,
not all ERP implementations have successful
outcomes. ERP implementations commonly have
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delayed an estimated schedule and overrun an
initial budget [4]. With no specific plan or detailed
procedure, the company may spend a great deal of
resources, and time on ERP implementation but
may not enjoy a bit of the benefit the ERP system
should have brought out. ERP is a management
mode or techniques. Many companies regard ERP
system implementation as a project management
[5]. Effective project management is crucial for the
success of any ERP implementation, as it helps
ensure that the project stays on track, on budget,
and on schedule. Poor project monitoring can have
serious consequences for an enterprise resource
planning (ERP) implementation, as it can lead to
delays, cost overruns, and a failure to achieve the
desired benefits. A typical successful ERP
implementation project has the advantages of cost
and time reduction and high system quality. But
besides the technical perspective, the
management part of the implementation process
is also a vital part contributing to the general
success of the ERP system provider.

In this research paper, we present a case study of
an organization that was facing a number of
challenges during the implementation process,
mainly arise from poor monitoring. These issues
contributed to delays in the project and increased
costs. To address these challenges and cut down
the project time, we propose a solution that
focuses onimproving project monitoring.

2. THEORETICALBASIS AND METHODOLOGY
2.1.Theoretical Basis

2.1.1. Enterprise Resource Planning (ERP)
Enterprise Resource Planning (ERP) systems are a
type of integrated software solution designed to
manage and automate various business processes
across an organization. These systems provide a
centralized platform for managing and
coordinating key business functions such as
accounting, inventory management, human
resources, customer relationship management,
and supply chain management. The primary
objective of ERP systems is to improve
organizational efficiency and decision-making
capabilities by providing real-time access to
accurate and comprehensive business
information.

ERP systems integrate with an organization's
existing systems and databases and can be
customized to meet the specific needs of the
organization. They are widely adopted by medium
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to large businesses and organizations across
various industries, including manufacturing, retail,
healthcare, and government. ERP implementation
is a complex and challenging task, requiring
significant resources and careful planning. The
success of an ERP implementation project
depends on several factors, including the
alignment of the ERP system with the
organization's business processes, the level of user
acceptance and training, and the effective
management of the implementation project.

A modern ERP system connects all business
processes across accounting and finance, risk
management, enterprise performance
management (EPM), and more, providing a single
source of truth for data [6]. However, ERP
implementation projects can also encounter
significant challenges, including resistance to
change, insufficient resources, and poor project
management. Therefore, it's essential for
organizations to carefully plan and execute ERP
implementation projects to maximize the chances
of success.

2.1.2. Project Management

Project management is the use of specific
knowledge, skills, tools and techniques to deliver
something of value to people [7]. It is a
multidisciplinary field that draws on theories and
best practices from various disciplines, including
management, engineering, and computer science.
ERP implementation project management refers
to the process of planning, executing, monitoring,
controlling, and closing an ERP implementation
project in order to achieve specific goals and meet
specific success criteria. It involves a wide range of
activities, including project planning, project
execution, project monitoring and controlling, and
project closing.

One of the key theories in ERP implementation
project managementis the project life cycle, which
describes the stages an ERP implementation
project goes through from initiation to closure. The
project life cycle typically includes the following
stages: initiation, planning, execution, monitoring
and controlling, and closing.

Another important theory in ERP implementation
project management is the ERP implementation
methodology. ERP implementation methodology
is where the company declares their strategic
decisions regarding how to conduct the
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implementation, and selects a focused path for
ERP deployment [8]. There are several ERP
implementation methodologies available, such as
the traditional Waterfall model, the Agile model
and the Hybrid model. Each has its own
advantages and disadvantages, and the choice of
methodology depends on the specific needs and

constraints of the project.

2.2. Methodology

The methodology employed in this study is
outlined in the diagram below, providing a
comprehensive overview of the research design,
data collection, and analysis methods utilized.

Goal: Learning about the Object
Method: Observe and Collect the Date
Output: Object’s information

\ 4

Goal: Identifying the current situation
Method: Collect the Data, using Fish Bone
Diagram

Output: Object’s Problem

v

Goal: Finding the Solution for the defined
Problems

Method: Study about the existed case-studies,
other research.

Output: Specific implementation steps

\ 4

Goal: Setting Project s Goals, Allocate the tasks
Method: WBS, RAM

Output: RAM (Responsibility Assignment
Matrix)

Approach the
Object
Identify the
Problem
Analyze the
Problem
Propose the
Solution
Establish the
Project Plan
Buildthe | |
Solution

\ 4

Conduct the
Project

Goal: Allocating Project s Resources
Method: Gannt Chart, Pert/CPM, AON network.
Output: Project Scheduling Result

A\ 4

Control/
Monitor the
Project

Goal: Controlling and Monitoring the Project s
Progress

Method: PERT Methodology

Output: Project’s Probability of Completion time

A 4

Evaluate the
Result

Evaluate the
Result

Goal: Evaluating the Result
Method: Comparing, Benchmarking
Output: Evaluation Result

Figure 1. Approach Methodology
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3. CASE-STUDY

The implementation of an ERP system is a
significant undertaking for any organization,
requiring careful planning and execution to
ensure a successful outcome. The go-live phase
(which in this company's situation belongs to the
“Evaluate the result” phase”) is particularly
critical, as it marks the transition from testing and
development to live operation, and any issues
that arise during this phase can have a significant
impact on the overall success of the project. This
case study endeavors to analyze the experiences
of a firm that recently integrated an Enterprise
Resource Planning (ERP) system. Similar to
numerous other organizations in Vietnam, this
company encountered difficulties with
monitoring during the implementation phase,
leading to an increase in costs and time. The
objective of this study is to examine the project
management challenges encountered during the
go-live phase and provide recommendations for
effective monitoring steps to overcome these
obstacles. The aim of this case study is to impart
valuable insights to organizations embarking on
an ERP system implementation, highlighting
potential challenges and offering best practices

forensuring asuccessful go-live phase.

3.1. Problems Identification

In this case study, the term "delaying in the go-live
phase" refers to any deviation from the project
timeline that results in a completion time longer
than the allocated 5 days, or any deviation from
the expected quality of the final product that does
not meet the specified requirements. This could
include issues such as system downtime, data
migration errors, or user training difficulties that
impede the smooth transition from testing and
developmentto live operation. "The data collected
from recent ERP implementation projects at our
company indicates that a staggering 70% of our
customers have experienced delays during the go-
live phase. Thisis a concerning trend, as it suggests
that a significant proportion of our ERP
implementation projects are not meeting their
expected timelines or quality standards. A
fishbone chart will be used to identify and analyze
the main factors that led to deviation in the
completion time of an ERP implementation project
at an agricultural company. The chart will focus on
four main factors: Manpower, Method, Risk
Management, and Milieu.

Method

Lack of effective Lack of Lack of valid/ Ambiguous contract
comunication experience proper process
3
. Ineffective <
Shortage in HR g
resources =
. !
allocating ®,
w
[¢]
=
B
o
wn
Late responses to o)
[¢]
changes &
Lack of data o/
. Highl
Changes in Customzigzat};on in
Customer’s Data Lack of Scenarios
Product

Milieu

Planning

Risk Management

Figure 2. Facts that may affect the ERP project's performance

In case of this company, one of the main
challenges encountered during ERP
implementation is the presence of poor project
management methods. This leads to a range of
issues that hinder the successful deployment of
ERP systems. Insufficient planning, ineffective
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execution, and inadequate monitoring and
control of the implementation project result in
delays, cost overruns, and a failure to meet
desired outcomes. In this research, we will
address these challenges by focusing on a specific
case study where a company poorly planned their
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ERP implementation. By analyzing this case, we
aim to identify the root causes of the problems
stemming from poor project management and
propose effective solutions. Through this
research, we will provide valuable insights and
recommendations to help SMBs avoid or
overcome similar challenges and improve the
success rate of their ERP implementation projects.

3.2.Solution Proposing

This part will focus on the implementation of a
typical monitoring method for an ERP
implementation project at a company. The method
being introduced is designed to improve the

Table 1. Project's Work Breakdown Structure

efficiency and effectiveness of the monitoring
process which will lead to solve the problems of
delayin go-live phase.

3.2.1. Project Planning

This part will outline the initial stage of the project,
including the determination of project goals, the
construction of a work breakdown structure, and
the creation of a task deployment matrix for each
team of personnel. This project comprises several
stages in the implementation process, including
the creation of key deliverables represented by a
work breakdown structure (WBS). Here is the WBS
of this project.

No WBS Task name
1 1.1 Project Preparation
2 1.2 Planning
3 13 Analyzing and Solution Designing
4 14 System Configuring
5 15 Testing
6 16 Transition
7 17 Operating

3.2.2. Project Scheduling

In this section, we will present the initial plan to
implement the project. All of the specific
information related to each task will be provided in
the form of an attachmentin the appendix 2.

Utilizing this information, we will construct an

Activity-On-Node (AON) network diagram in order
to graphically depict the project schedule and
subsequently calculate the estimated project
completion time. This method allows for clear
visualization of the project's interdependencies
and dependencies between tasks, enabling
effective project planning and scheduling.

16 21

Feasibility
Analysis
0 10 » 10 12

0 10 10 12

3 | Project Kick-Off

A

Project
Preparation
0 7 12 16

3 10 12 16

4 As is Process
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16 21
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Based on the AON the Project completion time is: 190 days
Another the key components of an ERP im-
plementation project is the human resource
element. The initial human resource plan for the
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Figure 3. Project's Activity on Node network

required fo

rthe project.

project should include a clear definition of the
roles and responsibilities of each team member, as
well as the necessary skills and qualifications
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Figure 4. Initial Performance

The human resource plan should be reviewed and
updated regularly throughout the project to ensure
that the team has the necessary resources and
support to meet the project's objectives. This is
important to ensure that the project is completed
on time, within budget, and to the required quality.

With this plan, it will take 190 days and
1,121,000,000 VND to complete this project.

3.2.3. Project Monitoring

In this section, we will implement effective project
scheduling and monitoring techniques to ensure
that the project is aligned with the most suitable
plan, making adjustments as necessary.

We adjust the plan of this project along with
personnel factors. The result is presented in the
below chart.
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Figure 5. Project's Performance after Monitoring

Effective monitoring of the ERP project has ledto a
significant improvement in project performance.
The completion time of the project was
successfully reduced by 17 days, from an original
190 days to 177 days. Furthermore, the project
implementation was completed within the
scheduled time frame, eliminating any late
delivery days. Additionally, the resource volatility
was also effectively managed, resulting in a
reduction from 8 people to 7 people, with a
minimum resource usage level of 3 people and a
maximum of 10 people. The company also save up
to 7% of its project budget.

4. CONCLUSION

In conclusion, the findings of this research have
demonstrated the significant impact of effective
project monitoring on the completion time and
cost of ERP implementation projects. By addressing
the challenges faced during the go-live phase and
implementing a solution focused on improving
project monitoring, remarkable improvements
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were achieved. The implementation of the
proposed monitoring method resulted in a
reduction in the project's completion time by 17
days, highlighting the effectiveness of the
approach in streamlining processes and ensuring
timely project delivery. This reduction in
completion time not only enhances operational
efficiency but also allows organizations to realize
the benefits of the ERP system sooner, enabling
them to make better-informed decisions and
improve overall competitiveness.

Moreover, the implementation of effective project
monitoring techniques led to substantial cost
savings, with up to 7% of the project budget being
saved. By closely monitoring task progress, managing
risks proactively, and optimizing resource allocation,
organizations were able to minimize cost overruns
and ensure efficient resource utilization throughout
the implementation process. These results highlight
the importance of project management and
monitoring in ERP implementation projects,
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particularly during the critical go-live phase. By
carefully planning, coordinating, and tracking project
activities, organizations can effectively address
challenges, reduce delays, and control costs,
ultimately leading to successful project outcomes. As
organizations continue to adopt digital technologies
and embrace ERP systems to streamline their
operations, the findings of this research serve as a

valuable guide for organizations embarking on
similar implementation journeys. By applying the
recommended project monitoring techniques,
organizations can optimize their project timelines,
control costs, and maximize the benefits derived
from ERP systems, ultimately driving business growth
and success in the increasingly competitive
landscape.
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Xay Dwng Mo Hinh ERP Cho Cong Ty S& M Viét Nam

TOMTAT

Lé Plrc Pao va Tran Xuan Khanh

Nghién ctru nay trinh bay vé cdc vén dé gdp phdi khi trién khai mét hé théng quan ly ngudn luc doanh nghiép
(ERP) tai mét té chire, qua viéc tép trung vao viéc qudn ly va diéu chinh dw én. Nghién ciru ndy ciing trinh bay
mét case study cdia mdt céng ty tai Viét Nam, cong ty ndy géip nhitng khé khén trong qud trinh go-live khi trién
khai dy an ERP do viéc quan ly va diéu chinh dy dn khéng hiéu qud. Muc tiéu cda nghién ciru nay la xdc dinh
cdc khd khdn va trinh bay cdc gidi phdp dé gidi quyét cdc van dé gdp phdi tir viéc qudn ly va diéu chinh dv dn
khéng hiéu. Két qua cta nghién ctru khd tiém ndng khi dé gidm duoc chi phi, giam thoi gian hoan thanh dy
dn, va gigm suw bién déng nhén lwc. Chung quy lai, nghién ciru ndy d& mang lai cdi nhin gid tri, cdc bai hoc
trong viéc trién khai du dn ERP, cung cép gidi phdp dé vurot qua cdc khé khdn va dat thanh céng trong qud
trinh go-live.

Tirkhéa: quan ly dw dn, trién khai ERP, kiém sodt du dn
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