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This paper provides a review of five articles written about training lessons learned for implementing Enterprise Resource Planning Systems (ERP).  A synopsis of each article is provided as an enclosure to this paper.   “Enterprise Resource Planning systems (ERPs) integrate (or attempt to integrate) all data and processes of an organization into a unified system.” (Wikipedia).  I chose this topic as my current assignment is to implement a Human Resource Management (Personnel and Pay) ERP within the Army in 500 days as of 18 Nov 2006.  The articles reviewed all contribute to considerations necessary to consider prior to implementing an ERP.  The curricular and instruction required for implementing this system includes the full gamut of users (Self Service Users, Mangers, HR Specialists, and System Administrators).


The one of the expected outcomes of this course is to acquire a philosophical base and working knowledge of curricula design….  including an understanding of how desired competencies translate into curriculum design. (Restrepro, 1).  Within the first research paper for this course, I concentrated on the requirements to integrate the external impacts of fielding my ERP  (Defense Integrated Military Human Resource System- DIMHRS). (Devine, 2)  The research from this paper will focus on identifying key lessons learned from previous ERP implementations.  This information would be required to identify the mandated and discretionary curriculum and possible the best manner of delivery. 

The research I conducted basically reflected that the largest failure in implementing ERPs typically is concentrating on screen navigation as opposed to explaining why current (legacy) systems are converting to an ERP.  “Increasingly, experts reckon that they’ve found the smoking gun [to ERP implementation failures]; poor training…  not the technical training…  but the education of the broad user community of managers and employees who are suppose to actually run the business with it.”  (Wheatley, 3).    Managers see the great advantage to implementing an ERP and there are high expectations.  However, frequently implementations fail because “too little attention is paid to change management responsibilities, styles, and methods.” (Greenbaum).

Recognition of previous training failures within Hershey, Whirlpool, Allied Waste, FoxMeyer and others (Wheatley, 2) provides an opportunity to capitalize on their lessons learned.  It is obvious that the curriculum development for future ERPs need to include a better training plan.  Most importantly, senior leaders within ERP implementing organizations need to understand there is no silver bullet.  Although there is great benefit in implementing an ERP, but there is also high risk.  The high risk is significantly mitigated through training.  “Senior managers often don’t particularly want to be told that there’s a high level risk and there’s a great deal of expenditure involved in minimizing it.”  (Wheatley, 5).


The lesson learned for the DIMHRS program is that change management is key and there is a responsibility to document a requirement for education (focus on Senior Leaders) and training (focused on users).  Likewise, it is imperative that user training includes not only screen navigation, but the understanding of why conversion is happening to an ERP from current systems and how the change will impact their future business process.  

From the failures of previous EPR implementations, we also can learn that four things need to be included within training curriculum (Greenbaum):


a. Distributed Enterprise Management:  Many users and managers fear ERPs because they believe their job will be eliminated.  Within the current Army Systems there is responsibilities for actions, however due to the architecture complexity, there is little accountability.  Within an ERP (and DIMHRS implementation) the initiation of a personnel action will trigger the associated pay event.  Likewise, the accountability for the action will be evident within the system.  Each user needs to understand the full ramifications of their actions and this must be incorporated within the DIMHRS training curriculum.


b. Workflow Process Development:  ERP implementation automates many functions that are currently executed manually.  However, prior to implementation, managers need to understand the workflow required to be established within the ERP.  It is critical that in training (prior to implementation), that managers understand the workflow required in their organization.  ERP workflow is very similar to a formula in an Excel Worksheet.  One bad calculation can significantly damage your outcome.


c. E-Commerce Modeling:  Everyone associated with Human Resource (HR) support need to understand the ERP (DIMHRS) implementation.  This includes internal customers, managers, and technical personnel.  With Self Service Capabilities, the HR services in ERPs (DIMHRS) impact all assigned personnel.  Other agencies like Veterans Affairs, Department of Labor, Congressional Support and others need to understand the changes as well.

d. Collaboration:  Implementation of an ERP formalizes and increases the dependencies between different elements within the enterprise.  During Training, users need to understand the dependencies.  Failure of one party in the workflow impacts everyone.  Managers and users need to understand that they must collaborate throughout the organization.  “Integration without [trained] processes is like have a full pantry without a cookbook.”  (Greenbaum).


ERP implementation comes with a significant organizational impact.  There are significant requirements for personnel throughout the organization.  Managers and users will not fully understand the ERP impacts without proper training.  However, resources will not typically be applied to training unless the senior leaders within the organization are actively engaged within the process.  Senior leaders need to understand the investment requirement and the associated return on investment received.  


Proper curriculum development is critical to this process.  The training must be robust, but tailored to specific audiences.  Success will be contingent upon acceptance.  Users will not typically accept the changes unless the training satisfies their information needs without wasting their time.   
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1)  Training Managers for ERP-Everywhere - enterprise resource planning - Industry 

Trend or Event - Software Magazine,  Oct, 1998  by Joshua M. Greenbaum available from http://findarticles.com/p/articles/mi_m0SMG/is_13_18/ai_58352170, accessed 18 Nov 2006.
This article identified the lack of training as the specific cause for most failures in implementing ERPs.  The author specifically identifies that too little attention is paid to changes in management responsibilities, styles and methods.  He recommended four areas to emphasize:

1)  Distributed enterprise management


2)  Workflow process development


3)  eCommerce Modeling


4)  Collaboration

2)  What are the points to be kept in mind in framing a curriculum for ERP education?,  ERPwire.com, the Right Channel for ERP, available from http://www.erpwire.com/erp-articles/elements-in-erp-education.htm, accessed 18 Nov 2006
This article provides emphasizes the importance of developing a proper curriculum for ERP implementation for institutions and students.  He stresses that a balance must be achieved between book learning (business process changes) and application (actually using the system).   Resources must be applied to both as neither can stand separately.
3)  ERP Training Stinks, by Malcolm Wheatley, CIO Magazine, 1 Jun 2000, available from http://www.cio.com/archive/060100_erp.html, accessed 18 Nov 2006.
This article reviews the variety of reasons that ERPs fail.  He concludes that typically, it is not the software, but poor training.  He main idea is that failures are not due to technical training by the functionality.  He believes that users need to understand the why and the how.  He defines the why as education and the how as training.  He believes that training is treated too frequently as a check the block action and not analyzed as to what the users has learned.     
4)  How to Make ERP User Friendly, ERP wire.com, the Right Channel for ERP, available from http://www.erpwire.com/erp-articles/elements-in-erp-education.htm, accessed 18 Nov 2006

The paper speaks to the importance of proper training for employees.  It stresses that training should be specific to users and user friendly.  It stresses the importance of including employees within the ERP committees.  This participation enables them to voice their concerns.  
5)  Ysu ERP Solution Training Plan, by Donna Wainio, 5 Nov 2004, available from http://www.ysu.edu/yes/YSU%20ERP%20Training%20plan.doc, accessed 18 Nov 2006.
This document contained the training plan for an ERP implementation in 
Youngstown State University.  They broke training into three distinct areas-  Technical, Functional, and End User.  Their implementation stresses the individual learning requirements.
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Acronyms

DIMHRS:  Defense Integrated Military Human Resources System

ERP:  Enterprise Resource Planning

HR:  Human Resource
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