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How to design the reporting hierarchy, build self-service analytics, use the chart of accounts as a
reporting instrument, and govern reporting quality as the business evolves
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WHAT YOU WILL LEARN AND WHY IT MATTERS

Most organizations significantly underutilize the reporting capabilities of their ERP system in the first two to
three years after go-live. The system is live, the data is accurate, and the analytical dimensions required
for sophisticated management reporting are present in the chart of accounts — but the management
reports that the finance team produces are substantially the same as those produced on the legacy
system, because the reporting architecture was never designed to take advantage of the new system's
capabilities, or was designed but never fully implemented amid the competing demands of the stabilization
period.

This reporting underutilization is one of the most significant value gaps in ERP implementations, because
the visibility and decision-support value category described in the business case in Part Two is among the
largest potential value drivers — and it is the one most dependent on deliberate post-go-live investment in
reporting design and delivery. The efficiency value of automated processes is realized largely at go-live;
the visibility value of better financial intelligence requires the additional work of designing, building, and
deploying the reporting architecture that makes that intelligence accessible to the decision-makers who
need it.

This part covers the reporting transformation work that realizes the visibility value of the new ERP: the
design of the management reporting hierarchy, the development of the specific reports that the finance
function and the business need, the implementation of self-service analytics capabilities, the use of the
chart of accounts structure as a reporting design instrument, and the governance processes that maintain
reporting quality as the business and its reporting requirements evolve.

THE MANAGEMENT REPORTING HIERARCHY IN THE NEW SYSTEM

The management reporting hierarchy organizes the financial reports produced by the ERP into three tiers,
each serving a different audience and a different management purpose, each operating at a different
cadence and at a different level of analytical detail. Designing the three tiers explicity — rather than
allowing reporting to develop organically as individual requests accumulate — produces a reporting
system that is coherent, efficient to maintain, and genuinely useful to the audiences it serves.

The operational dashboard tier provides daily or weekly metrics to the functional managers who need
current data to manage their areas of responsibility. Operational dashboards in the ERP context typically
include the AR aging and collections status for the accounts receivable team, the AP aging and payment
schedule for the accounts payable team, the expense variance by cost center for department managers,
and the revenue recognition status for the revenue accounting team. Operational dashboards are
generated directly from the ERP's transaction data and should not require manual data assembly — they
should be available at any time through the ERP's reporting interface or through a connected Bl tool.
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The management review tier provides monthly financial performance reporting to the senior leadership
team — the CFO, the controller, the FP&A; team, and the business unit leaders. The management review
tier is the equivalent of the monthly business review described in the FP&A, series, and its design should
support the analytical needs of that review: the actual versus plan variance analysis at the segment,
product, and cost center level, the key metrics trending over trailing periods, and the forward-looking
update to the near-term forecast. In a well-designed ERP reporting environment, the management review
tier data is generated automatically from the system at close completion, without the manual data
assembly process that was required on the legacy system.

The board reporting tier provides the financial information that boards and institutional investors need to
fulfill their governance responsibilities. Board reports should be produced from the same ERP data as
management reports — not from separately maintained spreadsheets that require reconciliation — using
the management reporting data as the source and applying the additional narrative and presentation
formatting that board communication requires. The reconciliation between management reports and board
reports — the assurance that board members and management are working from the same financial data
— is a control requirement that automatic report derivation from a common data source satisfies
completely and manual report assembly only partially.

DESIGNING REPORTS THE BUSINESS ACTUALLY NEEDS

The most common failure in ERP reporting design is producing the reports that the system can easily
generate rather than the reports that the business actually needs. Modern ERP systems have extensive
standard report libraries that provide comprehensive coverage of accounting and financial operations
reporting — but the management decision support reporting that the FP&A; team and the business
leaders need is typically not in the standard library and must be designed and built.

The report design process begins with the same stakeholder engagement as the requirements gathering
process in Part Four, but focused specifically on reporting requirements: what financial information do the
members of each stakeholder group need to make the decisions they are responsible for, and in what
format do they need it? Finance leadership needs the profitability analysis by segment, customer, and
product that supports capital allocation decisions. FP&A; needs the variance analysis data in the
price-volume-mix format that enables the analytical decompositions described in the FP&A; series. The
board needs the scenario-tested financial trajectory that supports their strategic oversight function.
Business leaders need the cost center and project-level financial data that supports their operational
management.

Each identified report requirement should be translated into a technical specification: the data sources —
which ERP modules and data objects contain the required data — the dimensions — the analytical
breakdowns the report must support — the calculations — the derived metrics that are not stored directly
in the ERP but must be calculated from stored data — and the format — the presentation structure that
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makes the report most accessible to its intended audience. The technical specification is the input to the
report development work, and its quality determines whether the developed report matches the
stakeholder's requirement or requires multiple revision cycles.

The chart of accounts design from Part Four is the most important determinant of what reports are directly
producible from the ERP. Reports that require analytical dimensions that are not in the chart of accounts
— product line profitability in a system without a product dimension, customer profitability in a system
without a customer dimension — cannot be produced directly from the ERP and require the manual data
enrichment or Bl tool configuration that the new system was supposed to eliminate. This is why the chart
of accounts design must be driven by reporting requirements, not by accounting classification
convenience.

SELF-SERVICE ANALYTICS

Self-service analytics capabilities — the ability for non-finance users to access financial data directly
through user-friendly interfaces, without requiring analyst support for every data request — are among the
highest-value reporting capabilities available in modern ERP and BI tool environments. They reduce the
ad hoc data request burden on the FP&A; team, increase the engagement of business leaders with
financial data, and improve the quality of business decisions by making financial information more
immediately accessible to the people who need it.

The implementation of self-service analytics requires three components. The first is the data access
infrastructure: the connection between the ERP's financial data and the Bl tool or reporting interface that
business users will use to access it. This infrastructure typically involves a data layer — a simplified,
business-user-friendly view of the ERP data that abstracts the technical complexity of the underlying data
model — that the BI tool queries to produce the reports and analyses that users request.

The second component is the governed data model: the defined set of metrics, dimensions, and
calculation rules that govern how self-service users can analyze financial data. Without a governed data
model, self-service analytics produces inconsistent results — different users calculating the same metric
differently because there is no common definition of what the metric means or how it should be calculated.
The governed data model defines the canonical calculations for the key financial metrics and makes them
available in the self-service tool as certified metrics that users can trust to be consistent across reports.

The third component is the user training and enablement that gives business users the capability to create
their own analyses within the governed framework. Self-service analytics training is different from ERP
transaction processing training: it focuses on analytical reasoning rather than system navigation, and it
requires practice with real business questions rather than abstract training exercises. The most effective
approach is to train business users on the specific analyses they want to perform — the cost center
analysis that the marketing director needs, the customer profitability analysis that the VP of Customer
Success wants — using their actual data, rather than training them on the general capabilities of the tool.
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REPORT GOVERNANCE

Report governance is the set of organizational practices that maintain reporting quality and consistency as
the business evolves — that prevents the proliferation of inconsistent reports, the degradation of report
accuracy as the underlying data model changes, and the accumulation of abandoned reports that
consume system resources without providing business value.

The report inventory is the foundation of report governance: a comprehensive catalog of every report in
production use, including its purpose, its audience, its data sources, its refresh frequency, and its owner.
The report inventory reveals the total scope of the reporting environment, which is typically larger than the
finance team realizes — most reporting environments contain many reports that were built for specific
one-time purposes and never deactivated, and many reports that are nearly identical but not quite
identical, producing the inconsistency problems that arise when two leaders present different numbers for
the same metric in the same meeting.

The report owner model assigns accountability for each report's accuracy and currency to a specific
individual — the process equivalent of the process owner model described in Part Nine for financial
processes. Report owners are responsible for reviewing their reports when the underlying data model
changes, updating the report design when the business requirement changes, and decommissioning
reports that are no longer used. Without assigned ownership, report quality degrades gradually as system
changes invalidate underlying assumptions and business changes make reports obsolete.

The report change control process ensures that changes to production reports — modifications to the data
model, changes to the calculation logic, updates to the filtering criteria — are tested before deployment to
prevent inadvertent corruption of the reports that business leaders depend on for decision-making. A
report change that inadvertently alters the calculation of a key metric without the knowledge of the report's
users will produce incorrect management decisions based on corrupted data — an outcome as
consequential as a data migration failure and similarly invisible until its effects become apparent.

ACTIONS TO TAKE IN THE NEXT THIRTY DAYS

The following actions will begin the reporting transformation that most organizations defer too long after
go-live.

The first action is to conduct the report requirements gathering described in this part — scheduling
thirty-minute conversations with each major stakeholder group to identify the specific reports they need
from the new system that they are not currently receiving. Focus particularly on the analytical reports that
the FP&A; team and business leaders need for decision support, rather than the operational reports that
the accounting team needs for transaction management. The analytical reports are where the greatest
value gap between current and potential reporting typically lies.
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The second action is to build the report inventory for all reports currently in production use — the complete
catalog with the purpose, audience, data source, and owner for each report. The inventory will reveal the
scope of the existing reporting landscape and identify the reports that need to be redesigned for the new
system, the reports that can be retired, and the gaps where new reports need to be developed.

The third action is to identify the two or three reporting capabilities that would most immediately improve
the quality of the management decision support the finance function provides — the specific analyses that
the FP&A; team is currently performing manually that the new system could produce automatically — and
prioritize them for development in the first post-go-live enhancement cycle. Delivering visible analytical
value improvements quickly after go-live is the most effective demonstration that the ERP investment is
paying off.

The fourth action is to evaluate whether a Bl tool integration is required to deliver the self-service analytics
capabilities the organization needs, or whether the ERP's native reporting capabilities are sufficient for the
current requirements. If a Bl tool is required, begin the tool selection process with the same analytical rigor
applied to ERP and implementation partner selection — requirements-driven evaluation, scripted
demonstrations, independent reference checks, and complete TCO analysis.
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CLOSING PERSPECTIVE

Financial reporting transformation is the activity that converts the ERP's analytical potential into the
management intelligence that justified the investment. The reporting architecture is not a post-go-live
afterthought — it is a design commitment that must be made during the implementation, executed as an
early post-go-live priority, and governed continuously as the business evolves.

The organizations that make this investment — that design the management reporting hierarchy
thoughtfully, build the specific reports the business needs rather than the reports the system easily
produces, implement the self-service analytics that expand financial data access, and govern the reporting
environment rigorously — are the organizations that realize the full visibility value of the ERP investment.
They are also the organizations whose finance functions earn the strategic credibility that comes from
consistently providing the decision-relevant financial intelligence that business leaders find genuinely
valuable.
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COMING NEXT IN THE SERIES

Part 15 — Value Realization: Measuring Whether the Investment Delivered

Part Fifteen covers the value realization framework that closes the governance loop on the ERP
investment — the metrics that measure actual ERP value, the post-implementation review that produces
an honest assessment of delivery against the business case, the common value gaps and their root
causes, and the continuous improvement discipline that extracts more value from existing systems over
time.
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