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WHAT YOU WILL LEARN AND WHY IT MATTERS

Change management is the organizational discipline that determines whether ERP users genuinely adopt
the new system and change their working behaviors accordingly, or whether they comply with the
technical requirement to use the new system while continuing to rely on familiar workarounds that
preserve the analytical limitations of the legacy environment. The technical success of an ERP
implementation — going live on schedule, within budget, with all required functionality — does not
guarantee business success if the users do not change how they work.

The most common failure mode in ERP post-go-live performance is adoption shortfall: users who have
been trained on the new system and who use it for basic transaction entry but who continue to perform
analysis in spreadsheets, continue to manage approvals through email, and continue to produce reports
through manual data assembly rather than through the system's native reporting capabilities. This
adoption shortfall does not cause the ERP to fail technically — the financial records are accurate — but it
prevents the ERP from delivering the analytical efficiency and reporting quality benefits that justified the
investment.

This part covers the complete change management framework for ERP implementation: the stakeholder
analysis that identifies who will be affected and how, the resistance model that explains why people resist
system changes and what organizational responses are effective, the training strategy that builds genuine
capability rather than button-pushing familiarity, the super-user network that sustains adoption after
go-live, and the adoption metrics that distinguish surface compliance from genuine behavioral change.

WHY CHANGE MANAGEMENT IS NOT A COMMUNICATIONS PLAN

The most common misunderstanding of change management in ERP implementations is the conflation of
change management with communications — the belief that sending regular project update emails,
posting progress updates on the intranet, and holding town hall meetings about the new system
constitutes an adequate change management program. Communications are a component of change
management, but they are insufficient on their own because they address awareness rather than the
deeper behavioral and attitudinal dimensions of change.

Genuine change management addresses the full spectrum of what is required for people to change their
behavior: awareness of the change and its reasons, understanding of what the change means for their
specific role, skills to perform their work in the new way, willingness to invest the effort required to change
established habits, and reinforcement to sustain the new behavior after the initial training period.
Communications can address awareness and understanding at a surface level, but they cannot build
skills, cannot create willingness without addressing the specific concerns that generate resistance, and
cannot provide the reinforcement that sustained behavior change requires.
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The practical implication is that change management in an ERP implementation must include activities in
each of these dimensions, not just communications activities. Skills development requires hands-on
training with the actual system. Willingness requires honest engagement with the specific concerns of
specific stakeholder groups — the accounts payable team's concern about their job security as automation
reduces their workload, the sales team's concern about the additional data entry required by the new order
management workflow, the controller's concern about whether the new close process will meet audit
requirements. And reinforcement requires management behavior that consistently models and rewards
the new working practices rather than accommodating the workarounds that undermine them.

STAKEHOLDER ANALYSIS

The stakeholder analysis identifies every group whose work will be affected by the ERP implementation,
characterizes the specific nature of the impact on each group, and assesses the likely readiness and
resistance of each group to the required changes. This analysis is the foundation of the change
management strategy — it determines where to concentrate change management investment and what
specific interventions are required for each stakeholder group.

The stakeholder groups in a typical ERP implementation include the finance operations team — the
accounts payable, accounts receivable, and general accounting staff who perform the transactional work
the ERP automates — the FP&A, team, the finance business partners, the sales and customer success
teams who interact with the order management and customer data, the procurement and operations
teams who use the purchasing and inventory modules, the IT team who will support the system, and the
executive leadership team whose reporting requirements the system must serve.

For each stakeholder group, the analysis should characterize four dimensions. The impact dimension
describes specifically what will change for this group — which tasks will change, which will be eliminated,
which new tasks will be added. The readiness dimension assesses how prepared this group is to make
the required changes — their current familiarity with the platform, their attitude toward system changes
generally, and their confidence in their ability to learn new working methods. The resistance dimension
identifies the specific concerns that this group is likely to have about the change — job security concerns
for groups whose workload will be automated, process control concerns for groups who are being asked to
relinquish manual control steps, data quality concerns for groups who distrust the accuracy of
system-generated reports. And the engagement dimension identifies the specific interventions required to
build readiness and address resistance for this group — what information they need, what training they
require, and what organizational actions would demonstrate the commitment to making the change
successful.
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THE RESISTANCE MODEL

Resistance to ERP system changes is a predictable and rational organizational response to the
uncertainty and effort that major system transitions impose, not a failure of individual commitment or a
signal of inadequate communication. Understanding the specific forms that resistance takes and the
organizational dynamics that drive them enables targeted responses that are more effective than the
generic resistance management approaches — more communication, more executive messaging — that
most ERP change programs rely on.

The most common form of resistance in ERP implementations is behavioral workaround maintenance: the
continuation of legacy manual processes alongside the new system, so that the new system is technically
used for transaction entry but the analytical and decision support work continues to be performed in the
familiar spreadsheet environment. This form of resistance is organizationally invisible in the short term —
the system appears to be in use, the financial records are accurate — but it prevents the efficiency and
analytical quality improvements that justified the investment. The effective response is not mandating the
abandonment of legacy tools but designing the new system to make the spreadsheet workarounds
unnecessary by providing the specific analytical capabilities that make the workarounds feel essential.

Job security resistance emerges in stakeholder groups whose workload will be significantly reduced by
automation — most commonly in accounts payable teams that currently perform large volumes of manual
invoice processing. The effective response to job security resistance is honest, early communication about
the actual organizational plans for the affected team — whether roles will be eliminated, redeployed to
higher-value activities, or maintained at their current level — and investment in the skill development that
enables the team members to perform the higher-value activities that the reduced transactional workload
creates capacity for.

Process control resistance emerges in stakeholder groups who are being asked to relinquish manual
control steps that they have historically used to ensure data quality — the manager who manually reviews
every journal entry before posting, the controller who manually reconciles every subledger before running
the close. The effective response to process control resistance is demonstrating the specific system
controls that replace the manual steps being eliminated — the automated matching logic, the workflow
approval requirements, the exception reporting that flags anomalies — and providing the evidence from
reference implementations that these system controls provide equivalent or superior data quality
assurance compared to the manual steps they replace.
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TRAINING STRATEGY: BUILDING GENUINE CAPABILITY

The training strategy for an ERP implementation determines whether users develop genuine capability to
perform their work in the new system or merely acquire button-pushing familiarity with the most frequent
transactions. The distinction is consequential: users with genuine capability can handle exceptions, adapt
to process variations, and diagnose problems when something goes wrong; users with only
button-pushing familiarity are dependent on individual-by-individual hand-holding for anything outside the
standard transaction path.

Role-based training design is the foundation of an effective ERP training program. Rather than training all
users on all system functionality, role-based training focuses each training session on the specific system
functions that each user role will use, the specific business scenarios that each role will encounter, and the
specific exception handling procedures that each role will need to perform. Accounts payable staff need
deep training on invoice processing, three-way matching, and payment processing workflows; they do not
need training on the revenue recognition module. FP&A; analysts need training on the reporting and
analytics capabilities; they do not need training on the vendor payment workflow.

The training delivery format should include both instructor-led training for complex processes and
scenario-based practice for building procedural fluency. Instructor-led training is most effective for the
conceptual understanding of how the new process works and why it is designed the way it is — the
context that helps users understand the system design decisions rather than simply memorizing button
sequences. Scenario-based practice, conducted in a training sandbox environment that reflects the actual
system configuration without affecting production data, builds the procedural fluency through repetition
that instructor-led training alone cannot provide.

Training timing is as important as training content and format. Training that is delivered too early — weeks
before go-live — loses effectiveness because users cannot apply the training immediately and the
procedural memory fades before it is needed. Training that is delivered too late — in the days before
go-live — does not provide adequate time for the practice and question resolution that genuine learning
requires. The optimal training timing is approximately two to four weeks before go-live for the core
transaction processing training, with refresher sessions scheduled in the first two weeks after go-live for
the exception handling and edge case scenarios that users encounter in production but that training
scenarios could not fully anticipate.
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THE SUPER-USER NETWORK

The super-user network is the organizational capability that sustains ERP adoption after the
implementation team has departed — the distributed group of expert users in each functional area who
provide first-line support, answer questions, share best practices, and identify issues that require
escalation to the finance systems team or the implementation partner. It is the most important single
organizational investment available for sustaining adoption quality over the long term, and it is consistently
underinvested in most ERP implementations.

Super users are selected from among the most capable and most engaged members of each functional
team — individuals who have demonstrated both strong system aptitude during training and organizational
credibility with their colleagues. The selection criteria should include both technical aptitude and
interpersonal effectiveness: a super user who is technically proficient but who colleagues find
unapproachable will be underutilized as a support resource. The super user role requires recognition as a
specific organizational responsibility — not an additional burden added to an existing full workload, but a
defined role with specific time allocation and specific recognition in the performance management system.

Super user training extends beyond the standard end-user training to include the configuration context
that enables the super user to understand why the system is designed the way it is, the troubleshooting
procedures that enable them to diagnose and resolve common user issues, and the escalation path for
issues that require finance systems team involvement. This additional training investment produces super
users who can handle a much higher proportion of user queries without escalation — reducing the burden
on the finance systems team and providing faster resolution for users who are blocked by system issues.

The super user community should be maintained as an ongoing organizational network after go-live, with
regular meetings that share best practices, discuss recurring issues, and provide updates on system
enhancements. Super users who feel connected to a community of practice and who have ongoing
access to system expertise will remain effective support resources over time. Super users who are trained
at go-live and then left without ongoing connection to the system expertise will lose their effectiveness as
the system evolves and their training becomes outdated.

ACTIONS TO TAKE IN THE NEXT THIRTY DAYS

The following actions will begin the change management planning that most ERP implementations defer
until too late in the implementation timeline.

The first action is to conduct the stakeholder analysis described in this part, documenting the impact,
readiness, resistance, and engagement requirements for each major stakeholder group. Schedule
thirty-minute conversations with the leader of each affected group to gather their perspective on the
anticipated impacts and concerns before the implementation design is finalized. The information gathered
in these conversations will identify resistance factors early enough to address them in the system design
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and training approach rather than encountering them as surprises after go-live.

The second action is to identify the super-user candidates for each functional area — at least one, ideally
two, per area — and begin their engagement with the project team in the design phase rather than waiting
until the training phase. Super users who participate in the design and configuration review phase develop
a much deeper understanding of the system design rationale than those who are only trained on the
completed configuration, making them significantly more effective as support resources after go-live.

The third action is to assess the training development resources available for the implementation — the
internal training team capacity, the implementation partner's training development capabilities, and the
platform vendor's training materials — and develop the preliminary training plan that specifies the training
format, timing, and delivery approach for each role group. The training plan should be developed at least
four months before the target go-live date to ensure that training materials can be developed and reviewed
before the training delivery window begins.

The fourth action is to review the change management approach of the three reference customers
interviewed in the vendor and partner selection process, specifically asking about their training approach,
their super-user network design, and the adoption challenges they encountered in the first six months after
go-live. The reference customer experience with change management is typically more candid and more
useful than the implementation partner's methodology documentation, and it provides specific, actionable
insights that the planning process would otherwise miss.
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CLOSING PERSPECTIVE

Change management is the organizational investment that determines whether the ERP implementation
delivers its projected value or simply creates a new set of technical capabilities that the organization never
fully uses. The technical implementation can be executed perfectly and still fail to deliver business value if
the people who must change their working practices to realize that value are not adequately supported,
trained, and reinforced.

The investment in change management — the stakeholder analysis, the targeted resistance management,
the role-based training, the super-user network, and the ongoing adoption monitoring — is not separate
from the ERP implementation. It is the implementation, because the system is not live until the people who
use it are genuinely operating in the new way.
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COMING NEXT IN THE SERIES

Part 12 — Testing: The Quality Discipline That Protects the Go-Live

Part Twelve covers the testing hierarchy that protects the go-live decision — unit testing, integration
testing, user acceptance testing, and parallel run — with the test script development, defect management,
performance testing, and go-live readiness criteria that make testing rigorous rather than ad hoc.
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