


When Your ERP Isn't 
Failed — But Isn't 

Working Either
Moving from Quiet Underperformance 

to Measurable Success



Heidi Smith

• Champion of continuous improvement
• Connector of teams, strategy, and results

Connect with me:

Head of Global PMO



Audience Poll

Transformation Status

Not there yet Already Live with 
D365

Just here for the 
swag



Intro video



Audience Poll

Satisfaction with Transformation meeting Business 
Objectives?

Hit the jackpot! Down to your last 
chip

Not Failed, But isn’t 
“working” either…



The Silent Majority

70%
ERP initiatives fail to meet business goals* 

25%
Considered catastrophic failures.*

YOU ARE A WINNER!

*Latest Enterprise Resource Planning (ERP) Insights | Gartner



Your ERP isn’t Failed… But isn’t working either.. 

You’re live...

*Latest Enterprise Resource Planning (ERP) Insights | Gartner

What leadership sees

What teams experience daily

What your data is saying



Five Warning Signs

Shadow System
Excel trackers and side databases/systems e

Workaround Culture
Teams develop 'the way we really do it' versus 

documented or designed processes

Data Quality Erosion
Reports show inconsistencies, users question 

accuracy

Adoption Gaps
Training completion high but actual usage low

Friction Points
Simple tasks require excessive clicks or 

approvals



● Replicate legacy workflows 

● IT led Projects without operational 
nuances of actual daily work accounted 
for

● Go-live becomes a finish line when it 
should be a starting point

Why this happens… 

70% 
moderate to major misalignment with initial goals 

and strategies



The Health-Check Framework

Data Integrity

Process Alignment

User Adoption

System Performance

Business Value



Lightweight, not disruptive

The health check is not a one-time event

Quarterly by design

Build a COE

Feedback into Results

Make ERP health objective, repeatable, and visible



Leaders need to see things differently

Training ≠ Adoption Process ≠ Reality Data ≠ Trusted

Change ≠ Accepted Ownership ≠ Clear



Warning Signs: Matching Game

Business Value

User Adoption

Data Integrity

Process Alignment

System Performance

Data gets entered after the fact instead of driving 
decisions, so the system becomes more of a record 
keeper than something that actually helps run the 

business

Users fall back to Excel or manual workarounds 
because the ERP feels slower or harder than what 

they’re used to

Data is messy, duplicated, or missing, so teams don’t 
trust reports and end up double-checking everything 

before making decisions

Processes don’t really fit the business, so teams create 
workarounds or do things differently, leading to 

inconsistency and inefficiency

The system is slow or laggy, which frustrates users and 
makes it feel like a blocker instead of something that 

helps them get work done

Question 1 
of 5

Question 2 
of 5

Question 3 
of 5

Question 4 
of 5

Question 5 
of 5

→ Business Value→ User Adoption→ Data Integrity→ Process Alignment→ System Performance



Conducting Your Health Check

Keep Asking.. Why, Why, 
Why

Actually Listen

Talk to the Users

• Interview power users, frustrated users, and quite 
users to understand gaps in workflow design

• Map actual process flows to identify drift from 
original requirements

Look at the Data

• Pull system usage reports analyzing login 
patterns and transaction error rates​

• Look at cycle times pre and post system across 
departments

Analyze Patterns

• Categorize findings by impact and 
implementation effort

• Label configuration issues, from process 
design gaps, from user training needs
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Moving to Measurable Success

80% +
Active module usage by 

intended users

15-25%
Process cycle time reduction

90% +
Trusted single source of truth

• User adoption metrics
• Process efficiency gains
• Business impact measures
• Cultural shift
• ROI realization

Month 1
Execute quick wins and establish 
governance

Months 2-3
Pilot process improvements 
with champion user groups

Ongoing
Quarterly health checks and 
continuous refinement



How to Use This on Monday Morning

Start small. Stay focused. Create momentum.

Pick ONE process
• Choose a high-volume, 

high-friction workflow that 
is low effort

• Focus on One team, one 
function, and produce one 
outcome

Look at evidence, not 
opinions
• Cycle times

• Error rates, rework, manual 
adjustments

• User Satisfaction

Ask the right questions
• Where do people process outside 

the ERP and why?

• What workarounds exist that 
leadership doesn’t see?

• Where does data get fixed after 
the fact?

Fix what matters first!



Thank you!
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