Ten Lessons from the Trenches: |

Delivering Four Dynamics 365 F&O
Implementations in One Year




About Me

- Serving as a Solutions Architect at IES Holdings

- More than ten years of expertise in Dynamics 365 Finance
and Operations

- Professional background in Retail and Merchandising

- Skilled in both technical and functional aspects of the
business

- Based in Madison, WI

Enthusiast of live music, dogs, and enjoying a good dessert



The Reality of Four Implementations

- Not four separate projects—it’'s one continuous test of
discipline, decision-making, and scale.

- Timelines overlap, resources are shared, and every
choice made on one implementation carries

consequences for the others.
- There is little tolerance for rework or indecision.

- Success depends on standardization, clear

governance, strong reporting, and relentless focus on
what truly matters.




About the Four Implementations

- Four construction companies

- Each using distinct legacy systems

- Located across various cities and states

- Reporting to the same corporate organization

- Operated by four separate, autonomous teams and
workflows

- Varying degrees of technology knowledge and use
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Ten Lessons Learned




Lesson 1: Data Migration

- Data quality and cleanliness always requires clean-up

- Legacy systems contain duplicates, phantom tables
and inconsistencies

- Business often assumes IT owns the data

- Start cleansing early
- Run multiple mock migrations using full sets of data




Lesson 2: Project Scope

- Scope creep happens quietly

- Late stakeholder input adds complexity

- Small requests multiply quickly

- Maintain a visible change log

- Clearly Document and Report on a RAID Log
- Make trade-offs transparent




Lesson 3: OOB vs Customization

- Customization increases upgrade and testing
complexity

- Challenge requests that recreate legacy processes
 Ask if the process can change instead
- Stay standard whenever possible




Lesson 4: Resourcing

- ERP projects require heavy business involvement
- SMEs still have day jobs

* Protect SME time on the project

- Plan backup resources

- Expect fatigue during UAT and go-live




Lesson 5: Leadership & Positivity

- Strong leadership keeps teams aligned

- Remove blockers quickly

- Celebrate milestones

- Transparent communication builds trust

- People implement systems

- Leadership visibility makes all the difference




Lesson 6: Testing

 Testing is where projects quietly succeed or fail
 Test real business processes end-to-end

- Use real scenarios

- Track defects aggressively

 Give UAT enough time

- Reporting should start in design phase




Lesson 7: Reporting

- Familiar reports ease the transition to a new system

 Providing reports early builds confidence in the new
system

* Clear, intuitive reporting helps users understand how
the system supports their day-to-day work

- Reporting connects transactions to outcomes, helping
users grasp why data entry matters and how their
actions impact downstream results




Lesson 8: Training

 Training should start earlier than you think
- Role-based training works best

- Hands-on exercises improve retention

- Quick reference guides help adoption

* Focus on practical tasks

- Users need to know their daily work

- Scenario-based training works best

- Use real examples and data




- Reinforcement training is critical
- Offer post go-live refreshers
* Create short training videos

- Develop internal super users

- Leaders need answers immediately after go-live
- Plan operational and financial reporting

- Consider dashboards and analytics




Lesson 10: Documentation

- Reduces dependency on individuals
- Accelerates onboarding

- Enables consistent decision-making
* Prevents rework and misalignment

- Supports auditability and confidence during testing,
cutover, and post-go-live support




What We Will Do Differently

- Establish business user needs and times well in
advance

- Kick off reporting design process sooner

- Enhance communication channels among teams
- Implement regular progress reviews

 Establish clear documentation standards

* Prioritize user feedback integration




Questions?
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