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As you expand your business across the globe, it is likely that 
your in-country leadership would implement ERP solutions 
or use make-shift solutions with Excel or Microsoft Access to 
streamline operations and create the reports they need. Over 
time, different business entities and different teams across the 
business would have implemented ERP and other solutions that 
met their specific needs.

The challenge for global leadership is that such a federated 
system does not support global operations or give a holistic 
view of the business. Besides this limitation, there are quite a 
few red flags that could indicate it is time to plan for a system 
overhaul/change.

That is why businesses choose a global implementation, 
especially a cloud-based one, to build synergies across the 
business, reduce costs, and gain better visibility. A truly global 
system maximizes business benefits in all areas, from a central 
point of administration and a single system and version of the 

truth, enabling easier and more cost-effective support and 
maintenance. Organizations benefit from standardization of 
processes and a global rollout enables best practices to be 
implemented across all entities. 

5-red flags that indicate your business 
needs a new system 

Inaccurate and slow  
global reporting

Lack of real-time data  
on global operations  
and finances

Overservicing in  
some business entities and 
lack of resources in others

Client dissatisfaction and 
higher client churn rate

Manual processes and slow 
progress leading to employee 
burnout and higher attrition  
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If you are just starting on a global implementation 
journey, here are 10 steps you need to consider 
to ensure a successful rollout:

A global implementation, ideally, 
should have one solution that is 
implemented with the flexibility 
to enable customizations across 
different countries. 

Each country or business entity 
will have specific processes 
and challenges. So first, 
identify processes that can be 
streamlined, workflows that can 
be automated, and efficiencies 
that can be leveraged by having 
a more coordinated, global 
organization. Any activity that 
is manual, requires spread 
sheets or has dependence on 
specific people to generate 
reports should be considered a 
candidate for automation. 

Next, you can collate all the 
“must-have” functionalities from 
across the business. Follow 
this up by evaluating different 
solutions in the market and 
taking stock of their strengths 
and weaknesses. At this stage, 
you should also think about 
whether the solution will be able 
to cater to your future needs. A 
solution like Microsoft Dynamics 
365 in the cloud, for instance, 
gets regular updates to its 
functionality, strong support 
from Microsoft, and is backed 
by state-of-the-art security.

Choose the right software 

for implementation 

Step - 01

Identify all the essential 
functionalities required

Evaluate solutions that meet  
these and possible future goals 

Find the right processes and 
workflows for automation

Structure your software 
selection phase
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A global implementation for any business 
requires a thorough understanding of the 
processes, technologies, and people. Take stock 
of your people’s understanding of processes 
and you will begin to get a sense of how things 
should be. If you get the business process re-
engineering right, technology will become an 
enabler to help you achieve your business goals, 
be it reduced costs or higher efficiency. 

You will also need to measure how prepared the 
company is for a global implementation. Starting 

with the IT departments in different business 
entities, you can look at the different solutions 
that are currently being used. You need to 
assess which of these solutions will become 
redundant when you deploy a modern cloud 
solution like Microsoft Dynamics 365. 

The aim of this exercise will be to find ways to 
consolidate and streamline both processes and 
the technology architecture. This will help you 
get an initial understanding of how much you 
will be able to save on operational and hardware 

costs and how many man-hours you will be able 
to save to make your team more productive.

Checking the readiness to adopt new 
technologies should be an on-going process. 
You can conduct checks in the forms of surveys 
or brainstorming sessions at different stages of 
your global implementation project, and make 
course correction when necessary.

Understanding organizational readiness and  

preparing a pre-implementation plan  

Step - 02
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If you spend enough time 
and effort in the first two 
steps, preparing a document 
that explains the functional 
requirements of the business 
should be easier. It should 
sum up the business needs 
as well as product and user 
requirements.  

You can start by answering 
basic questions like which 
business entity is still using ERP 
on-premises and which entity 
is using an ERP solution other 
than Microsoft Dynamics 365. 
The needs of certain business 
entities could be an upgrade 
from legacy systems like 
Dynamics AX or NAV.

Each of the in-country teams 
or  business entities could 

come up with a functional 
requirements document, 
as each may have a list of 
customization requirements. It 
is important to evaluate these 
customization requirements at 
this stage and make sure there 
is a strong justification for the 
same. Customizations tend to 
take time to develop, and they 
may prove to be challenging 
to maintain when there are 
numerous updates that happen 
to your core systems and other 
third-party solutions that you 
may have integrated. 

Avoid customizations where 
possible and check if the 
business entity can work with 
the standard capabilities of the 
solution.

Consolidating and 

documenting functional 

requirements  

Step - 03
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Once you have an accurate functional 
requirements document, you will be able to 
understand which business entities have a 
more complex system and need more time for 
implementation as well as the countries where 
the rollout can be completed faster. 

After understanding the functional requirements 
of your business, it is time to start thinking 
about the project in terms of time and budget 
requirements. Account for the cost associated 
with essential customizations. You can either 

create the budget by business entity, per user, 
or for the business as a whole. While estimating 
the budget, be sure to take into account the 
time and cost that will go into training your 
people and the post go-live support charges.

A critical component of this estimate is the 
number of users and the kind of user licenses 
they will need. Based on these numbers, you 
will get a sense of how much it is going to cost 
you in terms of licenses and training. 

Take into account possible deviations from 
the plan due to unexpected events, which 
can range from technical challenges to 
unavailability of resources, and you should have 
a realistic figure on the budgets that you need 
to get approved. At this phase it is critical to 
set pragmatic goals, communicate these with 
transparency, and set the right expectations 
with all internal stakeholders.

Initial estimates of timelines and budgets
Step - 04
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The success of any project depends 
on the team that champions it and 
perseveres relentlessly to see 
it through till the end. A global 
implementation is no different, 
except that you need to have a 
team with members from different 
countries and different roles. 

An efficient team would be needed 
in each of the business entities 
to ensure project execution on 
the ground, and a global team 
with representation from different 
countries. The team members must 
understand the technical nuances 
(legal/tax/compliance mandates) 
that are geography-specific. The 
job of the global team would be to 
set the vision of the business and 
then support the in-country teams 
so they can follow through on that 
vision, which will help you build one, 
connected business around the 
globe. 

Considering there are multiple 
geographies involved, there should 
be a mode of secure communication 
between all teams with adherence 
to requisite compliance laws. 
You can also have a centralized 
repository of data that is available to 
relevant teams to enable seamless 
communication and collaboration 
across the process.

The benefit of having a global 
team to oversee and track the 
implementation is that any learning 
you will have at any stage of the 
rollout will be recognized, which 
will help other in-country teams 
to avoid similar mistakes in their 
implementation.

Building a strong 

implementation team

Step - 05

Ensure team members have necessary 
skills and information on geography-
specific implementation aspects

Prioritize secure communication 
between team members across  
the globe

Enable a centralized repository of data 
and documents that can be accessed 
by relevant colleagues 

3-points to power a cohesive 
implementation team
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Justifying a global implementation can 
be a challenging task in itself. The time 
and budget commitments, and the risk 
of project failure would necessitate 
the leadership or the board to ask 
pertinent questions to ensure that the 
implementation is being done for all the 
right reasons. They would also seek 
to verify that the implementation will 
result in an ROI that will be worth the 
efforts involved. Failure to sufficiently 
articulate the business value of the 
implementation or back the proposal 
with numbers could result in the rollout 
being postponed.

Since you already have an estimate of 
the cost and the expected benefits by 
step 4, you will be able to estimate the 
ROI. A more accurate estimate will take 
into account the benefits that you will 
accrue for a number of years. 

You will also need to calculate the 
number of hours saved by reducing/
eliminating manual tasks. It is important 
to account for this cost savings to not 
only show the ROI, but also to see 
how many hours can now be spent 
on billable work that can improve your 
organization’s bottom line.

Estimating ROI

Step - 06
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Choosing the right implementation partner 
for your global ERP system is a big decision. 
It is a decision that will have a big impact 
on the potential success or failure of the 
implementation. 

One critical factor behind this decision is 
eliminating the risk associated with working 
with multiple partners. Choosing ONE 
partner with a presence in the regions 
you operate in rather than many partners 
assures standardization of processes and 
cost efficiency, reduces the complexity of 
project management, and makes it easier 
to enforce global policies and compliance 
standards. Rather than deal with multiple 
potential points of failure, working with a 
single global ERP implementation partner 
can help mitigate risks associated with 
inconsistency and integration challenges.  

Another key reason why implementation 
projects are at risk is because the partner 
has not worked within that industry or 
vertical before, and that is why the team is 
unable to deliver the implementation on the 

business needs or get it done on time. This 
results in higher costs of implementation 
and higher risk of project failure. 

While choosing a partner, look for their 
past implementation experience. The 
complications in any ERP implementation 
typically arise from customizations and 
specific knowledge related to processes, 
measurements, terminology, compliance 
factors, industry standards, and typical 
performance indicators that are unique for 
each vertical. This information is critical for 
anticipating issues, removing friction, and 
mitigating risks.

Implementing solutions without fully 
appreciating the challenges of your 
business will lead to your business 
not leveraging the full potential of your 
technology investments. That is why the first 
step in evaluating a partner should be to 
explore their case studies and understand 
what they have done for other clients.

Choosing the right 

implementation partner

Apart from the partner’s 
industry experience, here 
are some of the other 
aspects you should consider 
before making a decision. 
Look for partners that:

Have offices in countries 
where your business operates

Have experience in global 
implementations

Offer 24/7 support using a 
follow-the-sun model

Provide a dedicated support 
manager and team to meet 
tight deadlines

Step - 07
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There are primarily two options in a global 
implementation: A simultaneous global 
implementation across all your locations, 
which is sometimes referred to as the “big 
bang” approach, and the second is the more 
conservative phased rollout that can be done 
one location at a time or by implementing 
one module across different locations in each 
phase (example: some businesses would like 
to complete the implementation of the Finance 
module across all their locations first).

While there are case studies that show 
how both these approaches have worked 
for different businesses, ultimately this 
is a decision that you will need to take 
after extensive consultations with your 
implementation partner.

Generally, a phased implementation is 
preferred. When you implement the solution 
in a particular location, whether it is the 
complete implementation or just one module, 

there are learnings and course corrections 
that can happen in that localized effort. The 
successfully implemented project can then 
be templatized and rolled out across different 
geos with the localizations as needed. This 
calibrated approach ensures greater control on 
the implementation and increases the chances 
of success.

Decide on a rollout plan

Step - 08
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At the time of rollout there is a 
need for your team to work with 
the implementation partner’s 
team closely to monitor 
the progress and guide the 
project. Most partners have an 
implementation methodology 
that is based on past learnings. 
You and your team should make 
sure that the initial agreed upon 
timelines are met, and if there 
are challenges that emerge, 
the whole team should have 
complete visibility to explore 
solutions and prepare the 
business accordingly.

After each stage of the 
implementation, the partner 
will offer the solution to your 
team for testing. This is the 
opportunity to make sure that 
most if not all bugs are resolved. 
At least all the critical issues 

should be fixed at this stage and 
the minor bugs can be pushed 
to be fixed in the next phase.

This is also the time to get 
people outside the core team 
in your business to get involved 
and start testing the solution. 
Consider this phase an early 
preview and training exercise. 
Change management is an 
essential part of the success 
of any implementation project 
and it is important to get your 
people involved early and start 
the training process. Delaying 
the training sessions towards 
the end of the project means 
that there are chances of facing 
resistance in adopting the new 
systems and falling back on 
manual processes. You also 
increase the time to value of 
your technology investments.

Implementation  

and training

Step - 09
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Training is a big part of the post-implementation setup, but that is just one 
of the many things you and your team need to work on. Trainings should be 
structured to teach users how to use new technologies, why they are using 
the new system, and its business benefits. 

The training sessions should be an avenue for the employees to share their 
feedback to help manage change more efficiently. It would also serve as the 
right opportunity to start building a feedback loop to make adjustments or 
changes to the system where needed.

If you have chosen a phased implementation strategy, the feedback you 
get during these training sessions will be crucial in managing the rollouts in 
other locations more efficiently. 

Post-implementation setup

Step - 10

• The complete guide to mitigating risks in a global implementation

• sa.global’s approach to accelerated implementation
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