
How to Fix a Failing 
ERP Project

Doing More With Less 



Welcome: Lunch and Learn 

• Fun, light and easy 

• The recording will be available 
on our website

• Introductions 



Rivervale: UAT Deadlock

Initiation

On track

Design

On track

Build

On track

UAT

Issues surface

During UAT, the Board learned of:
•  Multiple change requests
•  Time & budget overruns
•  Additional resource needs



Playpat: Custom Build Blunder

1×

3×

Original Estimate Phase 1 Revised

After 8-Months

Original Estimate Phase 1 Revised

Revealed at month 8:

3× budget
required for Phase 1 alone



Jamjin: Siloed Fracture

Finance Only

• ERP fully configured
• Finance processes mapped
• Team trained & operational

2 years later

Whole Organization

Operations   Not prepared

Sales & Marketing   Not prepared

HR / Warehouse   Not prepared

2 years of ERP implementation — nobody outside Finance was prepared to use the system



Failing ERP Project?

1

Investment > Expected 
Value

Costs far exceed expected returns

2

Bitter Relationships

Trust breaks down across 
stakeholders

3

Dead Ends

No clear path or recovery option



Failing is non-binary

Low severity Moderate High severity

1

On a Spectrum

Low severity to total collapse

2

It Is Happening

Active right now — not theoretical

3

Decisions Drive It

Every choice shifts our position



On the journey: Failure is invisible

WHAT WE SEE

Work Budget Used Checklists Ticked

——  WATERLINE  ——

WHAT WE DON'T SEE

"The roads we walk are heading to failure — we just can't see it yet"



On the hindsight: Failure is clear

1

Bad Decisions

Choices made on incomplete 
information

2

No Decisions

Inaction destroys project 
momentum

3

Lack of Governance

No oversight or accountability 
structures



5 Red Flags

1

No News

2

Governance Theatre

3

Old Foundations

4

Too Simple

5

No Accountability



6 Common Reasons

1

Wrong Product

2

Wrong Partner

3

Go-Live Rush

4

No Architecture

5

Ignore Basics

6

No Leadership



The Core Underlying Reasons!

Rivervale
UAT revealed massive scope issues

Playpat
Budget tripled in 8 months

Jamjin
2 years, zero cross-org readiness

THE COMMON UNDERLYING REASON

BAD
DECISIONS

across all ERP case studies

ERP project failure — avoidable with better decisions



Why Bad Decisions?

Stage 1

Unconscious
Incompetence

Core Problem

Stage 2

Conscious
Incompetence

Aware of the gap

Stage 3

Conscious
Competence

Skilled but effortful

Stage 4

Unconscious
Competence

Expert mastery



Consider this: Project Execution

Civil Manufacturing ERP Implementation= =



Bulletproof Checklist
TAG CHECKLIST QUESTION YES NO

WHY Do we know the reason for this ERP implementation?

WHO Have we identified all stakeholders and their roles?

WHAT Documented Scope, Business Case, Charter & Architecture?

WHICH Selected the right ERP product and implementation partner?

WHO Have we formed the right internal project team?

HOW Engaged leadership and set up proper governance?

HOW Agreed a project plan, reporting and acceptance criteria?

7 critical questions every ERP project must answer before go-live



Closing thoughts 

• Failure is happening 

• Look for red flags

• Work on the root cause  
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