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By the time your ERP dashboard
turns red, the damage is already
done. But what if you could see
it coming?

The clues have always been
hidden in the KPls.

Executive Summary

Enterprise Resource Planning (ERP) implementations are critical
undertakings that fail at an alarming rate. HG Insights’ data
shows that the total ERP market size will reach $147.7 billion in
spending in 2025. This surge underscores the vital role ERP
systems play in streamlining and integrating business
processes across all organizational sizes.

ERP failures often begin subtly, building up through missed
milestones, scope creep, and stakeholder disengagement.
Between 55% and 75% of projects exceed budgets, miss
deadlines, or fail to deliver promised functionality.
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Gartner research reveals that:

0 o Projects that define and
o O monitor KPI thresholds are

been mitigated with earlier use leading KPIs to detect avoid budget and

of ERP failures could have of organizations currently 3X more likely to
intervention. risk. timeline overruns.

This white paper presents a proactive, KPIl-centric strategy for ERP sponsors, C-suite IT
leaders, and business stakeholders. The goal is to detect and correct failure patterns early,

before the damage is irreversible. We showcase how DCG’s proven SPEAR Framework
empowers organizations to identify and address risks.
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The Persistent Problem of ERP Failure

ERP systems integrate core business processes, offering streamlined operations and data-driven decision-making. Despite modern tooling and experienced vendors, industry
benchmarks remain sobering:

60-74% 90-70% 21% 25-45%

of ERP projects exceed run past schedule of projects are canceled succeed by original
budgets or never used metrics

Failures cause more than lost investment; they damage reputations, frustrate teams, and delay business goals. Root causes are rarely technical alone. They stem from leadership
misalignment, weak planning, scope drift, and inadequate change management.

Many vendors deliver what's been asked of them. But successful outcomes depend on more than technical delivery. They require internal clarity, shared accountability, and
organizational alignment.

The Role of KPIs in Predicting ERP Failure

What unites the most successful projects? Early risk visibility. Traditional project management often focuses on reactive measures, addressing issues after they occur. In contrast,
KPIls offer a proactive approach, enabling organizations to monitor project health and identify risks early. Organizations that track performance indicators and course-correct
proactively are far more likely to achieve their intended outcomes.
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Understanding ERP KPIs: A Strategic Lens for Alignment and Impact

ERP Key Performance Indicators (KPIs) are more than operational metrics. They're strategic signals that tell you whether your system is doing what it was meant to do: support,
scale, and streamline your business. When tracked consistently, ERP KPIs create early visibility into risk, reveal where value is (or isn't) being delivered, and guide informed
decision-making at every stage of the ERP lifecycle.

The most effective ERP programs don't just monitor KPIs; they use them as alignment tools. These metrics keep everyone aligned, helping teams prioritize efforts, identify
bottlenecks, and ensure that ERP outcomes are directly tied to business value.

Where ERP KPIs Drive the Most Impact:

Financial ~ Operational Y Customer ‘I System Reliability
DDDD Health SR Efficiency Experience —RK & Adoption

Cost-to-serve, gross margin uplift, Inventory turnover, order-to-cash First-time order accuracy, fulfillment Uptime percentage, data sync
ERP-influenced revenue growth cycle time, process automation SLA adherence, Net Promoter Score latency, user adoption rates across
coverage (NPS) functions

Why it matters: Why it matters: Why it matters: Why it matters:

Low adoption or poor system
performance signals broader issues
with training, testing, or
configuration

Surface financial leakage early; Spot workflow delays, manual Early customer-facing failures are
validate the ERP’s contribution to friction, or integration gaps that often rooted in back-office misfires
business performance erode ROI - KPIs expose that link
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Early Detection: KPIs That Predict ERP Failure

ERP KPIs That Matter: A Practical Reference

Not all KPIs are created equal. The key to early ERP failure detection lies in identifying which signals reveal misalignment - financial, operational, technical, or behavioral - before
they cascade into full-blown issues. Below is a curated set of the most impactful ERP KPIs, organized by category. Use this table as both a diagnostic lens and a benchmark tool

throughout the ERP lifecycle.

Category KPI

ROI

What to Track

[(Net Benefits —
Implementation Costs) +
Implementation Costs] x 100

Benchmarks

Target 15-25% ROI within
3-5 years. ERP should reduce
inventory carrying costs (5-15%)
and accelerate order fulfillment

(10—-20%).

DDDD

Financial
Performance

Total Cost of
Ownership (TCO)

Licensing, infrastructure,
training, support

Mid-sized TCO ranges from $150K
to S750K over 5 years. Cloud ERP
may lower TCO by 40% (Forrester).

Cash Flow
& Margin Impact

DSO, inventory optimization,
procurement savings

DSO improves 15-30 days; 5-10%
inventory waste cut; 8—12%

procurement savings. Margin
boost: 5-15%.
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Early Detection: KPIs That Predict ERP Failure

Category

ok

Operational
Efficiency

KPI What to Track Benchmarks
Process % tasks automated, time S:(\),?:E:Z: At"omgg?,/" ?eov;:ﬂﬁ;:mgl
Automation saved, error reduction gs, up °
errors.
Inventory Turnover Turnover ratio, stock Target turnover: 6x/year. Accuracy:
& Accuracy accuracy, and Carrying cost 95%+. Reduce carrying costs by

15-20%.

Order Processing

Cycle time, on-time delivery,
and backorder rate

Reduce cycle from 48 to 12 hrs.
Delivery: 98%+. Backorders <3%.
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Early Detection: KPIs That Predict ERP Failure

Category

::R

System Reliability
& Data Health

KPI

Availability

What to Track

Uptime percentage, MTBF,
resolution time

Benchmarks

Target 99%+ uptime. Minimize
outage response lag.

Data Accuracy

Record accuracy, error rates,
and validation

99.9% for transactional data.
Improve error detection and
cleansing speed.

Integration Health

API latency, sync failures,
error counts

API response <100ms. Sync
failures tracked. Maintain clean
cross-system data.
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Early Detection: KPIs That Predict ERP Failure

Category

=
©

ALYA

User Adoption
& Satisfaction

KPI

Adoption Rates

What to Track

Daily use by the department,
feature adoption, and
collaboration

Benchmarks

Balanced adoption across units.
No group < 80% usage.

Training
Effectiveness

Completion percentage, time
to proficiency, support
requests

Structured onboarding = 50%
faster productivity. Monitor
support tickets for friction.

User Satisfaction

SUS score, pulse surveys,
feedback loops

Target usability scores >7.5/10.
Survey every 30-60 days.
Champion programs improve
retention.
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Early Detection: KPIs That Predict ERP Failure

Category

&

Customer
Experience

KPI

Fulfillment
Accuracy

What to Track

Daily use by the department,
feature adoption, and
collaboration

Benchmarks

Top tier: 99.8%+ pick accuracy.
Monitor return/rework causes.

Service Metrics

Response speed, issue
resolution, and order tracking

Faster resolution and tracking =
better CX. Real-time data enhances
trust.

First-Time
Order Accuracy

Modification requests, return
% due to errors

High first-time accuracy reduces
rework and boosts loyalty.
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Early Detection: KPIs That Predict ERP Failure

Category

Implementation
Health

KPI

Schedule
Variance (SV)

What to Track

Earned vs. planned value

Benchmarks

SV = EV - PV. Negative SV flags
delay risk. Track weekly.

Cost Variance
Index (CVI)

Budget performance index

CVI > 1 = under budget. Factor a
10-15% contingency buffer.

Milestone
Achievement

% on-time delivery of key
tasks

Target 85%+ milestone adherence.
Use live dashboards.

Change Request
Volume

% changes post-design
freeze

>15% change rate often leads to
25-40% project overruns. Use
change control boards.
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For Finance & Buying Leaders

Your ERP budget tells one story, while your KPIs tell the truth.

» Watch TCO to uncover buried licensing/support waste
 Track RVI to correlate late changes with budget overruns
« Monitor ROl and Margin KPIs to defend long-term value to stakeholders

Six Root Causes of ERP Failure and How KPIs Reveal Them

O 1 Early KPI Indicators:

ERP projects often begin with strong executive * Decrease in sponsor engagement frequency
sponsorship, but as challenges accumulate,

Executive confidence can wane. Leaders—fearing 0 Incr.eetase in unplanned executive escalations
Fear and reputational damage—may turn to * Decision Latency Index (DLI) > 5 days
Loss of micromanagement or drastic resets. This

Confidence typically reflects poorly surfaced risks and

misaligned expectations. KPI surveillance replaces reactive behavior with
data-backed clarity, giving executives the confidence to
lead rather than chase fires.
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02

Lack of
Visibility and
Predictive Risk
Detection

03

Cost Overruns
Driven by
Scope
Volatility

dcg

Most ERP failures are only recognized when
they've become unmanageable. Leadership
teams often lack real-time insight into
schedule, cost, and user readiness.

When requirements change post-design, or
business stakeholders add features
mid-flight, it causes scope to creep. This
strains the budget and delays delivery.

Early KPI Indicators:

* Absence of integrated dashboards
* No trend monitoring on test pass rates or training engagement

o Lack of baseline metrics for milestone adherence or budget
tracking

e Milestone Variance Index (MVI) > 30%
o Critical Path Task Completion Rate < 85%

Once milestone drift and task delays compound, recovery
windows shrink rapidly—visibility must be built in, not
bolted on.

Early KPI Indicators:

* Change Request Volume (CRV) >10/month post-design
e Requirements Volatility Index (RVI) >20%

e RVI >33% within 45 days of signoff typically correlates with
60%+ budget overruns

e Decline in Burn Rate vs. Deliverables

Instability isn't just disruptive—it's measurable. Scoping
discipline is KPI-driven.
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04 Early KPI Indicators:

* Inconsistent attendance in the Steering Committee

Stakeholder B e o  Undefined business owner per process area
Mlsallgnment ERP projects get stuck. Decision delays, e DLI > 5 days, again signaling decision paralysis
and Engagement unclear ownership, and missed handoffs  Sponsor Touchpoint Frequency <2/month
Gaps become common.

These people-centric indicators are often overlooked
until it's too late.

O 5 Early KPI Indicators:

* Defect Severity Ratio >25% in UAT

Weak Integratlons, data qua!lty, ?”d SUEN]  Integration Health Score <85%
. configuration often fail quietly at first. : .
Technical Testing may be skipped, issues may not be o Testing Coverage <80% of configured processes
Readiness logged, and the infrastructure may be
underprepared.

The costliest technical issues are those discovered in
production. The KPIs will catch them sooner if you're
watching.
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O 6 Early KPI Indicators:

e User Readiness Index <0.7

Poor Change Evgn ".c e syfsiEa Slle the Pl * Training Completion Rate <75%
M t using it may not be. User resistance, S e y e

anag.emen inadequate training, and process confusion - ol PUe sl [plalr Wl Ao /e )
Execution lead to operational breakdowns

post-launch.

Adoption failures have signals: they're measurable, visible,
and addressable—when KPIs are in place.

1gs into Recovery Plans
Don't wait for dashboards to go red. DCG’s ERP Health Check can identify these indicators before failure occurs.

Take an ER
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https://dynamicconsultantsgroup.com/erp-health-assessment

Turning Detection into Action

Recognizing these red flags is critical, but recognizing them alone isn't
enough. You need a structured way to act. This is where DCG's battle-tested
transforms insight into a structured intervention.

SPEAR

SPEAR is a readiness assessment and rescue methodology
designed to:

* Benchmark where you are versus where you need to be.
 Reveal the cost and effort behind your ERP ambition.

e Drive executive-to-operator alignment on scope, gaps,
and delivery strategy.

More than a methodology: it's a conversation model that
keeps clients in control.

Each letter in SPEAR addresses a specific layer of business
application risk and recovery.

dcg
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SPEAR Pillar
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Surveillance

A
Performance

(@)l
Ll

Excellence

Al/Automation

=
C %

Requirements

Key Focus

Real-time data, process
visibility

Metric tracking,
accountability, diagnostics

Process quality, policy,
repeatability

Streamlining tasks through
intelligent tools

Scope, sequencing,
and solution mapping

Impact

Identifies data gaps, builds
trust in the project through
measurable transparency.

Ensures stakeholders believe
and act on what the data
reveals.

Enables optimization through
standardization and clear
ownership.

Unlocks scale and
efficiency—when the data and
rules are mature enough.

Turns strategy into technical
execution using agile,
phase-ready documentation.
This happens continuously
throughout the process.
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Early Detection: KPIs That Predict ERP Failure

Why SPEAR Works

)) It de-mystifies the ERP process - clients understand scope, sequence, and trade-offs.

)) It aligns teams - all stakeholders participate from day one. AR is how we ensure your
project doesn't just survive - it
)) It empowers leaders - decisions are based on effort/value maps, not assumptions. delivers.

)) It accelerates recovery - because Al and dashboards tie metrics to real interventions.

SPEAR in Action: From KPI Red Flags to ERP Recovery
Let’s say your Change Request Volume exceeds 20% post-design. With SPEAR:

‘ Surveillance ‘ Automation
highlights the trend in real-time. may be paused until rules and readiness

stabilize. Every red flag is tied to

Performance . ]
an intervention.

prompts a review of scope discipline ‘ Requirements & Roadmap
KPIs. recalibrates the roadmap and delivery
sequence.

‘ Excellence
forces the team to ask: are we re-defining
the process or reacting to chaos?

dcg =l Microsoft 7

Solutions Partner



Early Detection: KPIs That Predict ERP Failure

SPEAR in Action: Rescuing a Global Healthcare Provider from ERP Chaos

When a leading U.S. healthcare service provider faced its third ERP implementation attempt after two prior failures, the stakes were high. Critical red flags were flashing:

Change Request Volume exceeded 20% post-design Defect Severity Ratio spiked over 25% in UAT

Steering Committee engagement declined Training Completion lagged below 70%

DCG stepped in with SPEAR, using KPI-based diagnostics to triage, realign, and rebuild confidence.

0l = Surveillance Q Performance Z@K Excellence 7‘: Al/Automation %——) Requu;lements
® | A m _ - 2% & Roadmap
gave executives introduced Power ensured process was deliberately via L1-L5 translated
real-time visibility »  Bl-based KPI » documentationand %>  paused until »  strategy into execution
into milestone tracking to measure ownership across maturity thresholds with complete
delays and testing and communicate AP, AR, and were met. transparency.
gaps. readiness. Finance.

A zero-disruption go-live, fully adopted across functions, and described by one member of

?
The outcome: the steering committee as the "smoothest go-live...ever seen.’
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Don't Just Detect Failure, Design for Resilience

ERP failure isn't an event. It's a pattern, and one that starts quietly, long before the project visibly veers off track. The good news? Every risk has a signal. Every signal has a
metric. And every metric has a course correction, if you know where to look. With KPI visibility and DCG’s SPEAR Framework, recovery is not only possible but also
measurable. You don't need to rip everything out and replace it. You need to Assess, Align, and Activate with the correct data, the right strategy, and the right partner.

Whether you're mid-implementation, rapidly losing alignment, or unsure how far off course you've drifted, you're not out of options.

Ready to Regain Control?

ERP risk is measurable. So is recovery.

Let’s bring your ERP back on course.

5901 NW 63rd Terrace #190, Kansas City, MO 64151
(844) 567-2590
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