
S U P P L Y  C H A I N  R E S E A R C H    |   Cornerstone Reference 

ERP vs Best-of-Breed   ·   1 

  

   S u p p l y  C h a i n  R e s e a r c h   ·   C o r n e r s t o n e  R e f e r e n c e  

  

   ERP vs Best-of-Breed 

   for Supply Chain 

  
   Should I Use My ERP's Supply Chain Modules or a Specialist System? 

  

   The choice is not suite-good versus specialist-good. It is which axis matters most for a given category and a given 

company. The more strategic and complex your supply chain, the more best-of-breed tends to win; the more 

standard your needs, the more an integrated module tends to suffice. 
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01   The short answer 

Whether to use your ERP's supply chain modules or a specialist best-of-breed system depends on the 

category and your company profile, not on a universal rule. ERP modules carry the advantage of a single 

data model and simpler vendor management; best-of-breed systems carry deeper functionality and 

faster innovation in their specialty. The evidence and the practitioner consensus point the same way: 

the more your supply chain is a source of competitive advantage, and the more complex your operation, 

the more often best-of-breed earns its cost, while standard requirements are frequently met well by the 

ERP module already in place. 

 

6 

trade-off axes that actually decide the 
question 

1 

integration boundary that exists no matter 
which you choose 

category 

by category, not one architecture for the 
whole stack 

 

K e y  t a k e a w a y s  

● This is a category-by-category decision, not a single stance. Most organizations end up mixing: 

ERP for some functions, best-of-breed for others. 

● The single-vendor integration advantage is real but overstated. Your suppliers, carriers, and 

3PLs are never all on one instance whichever way you choose. 

● Best-of-breed wins most reliably in planning and specialized execution. Deep optimization logic 

is where suite modules most often fall short. 

● Company profile decides more than product features. Strategic, complex supply chains favor 

specialists; standard needs favor the module. 

● Five-year cost depends on structure, not the license line. Integration, upgrades, and staffing 

move the total more than the sticker price. 
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02   What is the real difference between the two approaches? 

An ERP is the system of record for the enterprise: finance, procurement, order and inventory records, and 

often manufacturing, running on one shared database. Its supply chain modules extend that record into 

planning and execution while keeping everything on the same data model. A best-of-breed system is a 

specialist product built to do one thing deeply, such as advanced planning or warehouse execution, and it 

integrates back to the ERP rather than replacing it. 

The distinction that matters is between a shared record and specialized depth. ERP modules inherit the 

integration and consistency of the single record but tend to offer breadth over depth in any one function. 

Best-of-breed systems invest their entire engineering effort in one domain, which is where the optimization 

logic that drives value tends to live, at the cost of an integration boundary back to the record. Neither is 

categorically better, and framing the decision as suite versus specialist in the abstract obscures that the 

answer differs by function. 

 
Figure 1. The genuine case on each side. This is a decision framework rather than a verdict: the question is which axis matters most for a given 
category and company, not which camp is superior. 



S U P P L Y  C H A I N  R E S E A R C H    |   Cornerstone Reference 

ERP vs Best-of-Breed   ·   4 

 

03   Is a single-vendor ERP really easier to integrate? 

Partly, and the claim is worth examining because it does most of the work in suite sales pitches. Within the 

suite, modules sharing one data model do avoid an integration boundary, and that is a real benefit: no 

interface to build, no reconciliation between two versions of an inventory record. For processes that live 

entirely inside the ERP, the single-vendor argument holds. 

The overstatement is the implication that choosing an all-ERP stack removes integration work. It does not, 

because the supply chain does not end at the enterprise boundary. Suppliers, carriers, third-party logistics 

providers, and customers run their own systems, and connecting to them is required regardless of whether 

the internal stack is single-vendor or best-of-breed. Best-of-breed vendors make this point pointedly, and it is 

fair: the integration a company cannot avoid is the external one, and that exists on both sides of the choice. 

The honest conclusion is that single-vendor reduces internal integration boundaries but not external ones, 

and the internal saving is real only for functions that would otherwise have been split out. Weighing it 

correctly means asking how much of the integration burden is actually removed by staying on the suite, 

rather than accepting that the burden disappears. 

The integration claim deserves a more exact reading than it usually gets. A single-vendor suite does remove 

some integration work, because modules from one vendor are built to share a data model and are tested 

together. It does not remove integration entirely: suites are frequently assembled from acquired products 

that were separate systems until recently, so two modules under one brand may integrate no more cleanly 

than two products from different vendors, and the only reliable way to know is to ask when each module was 

built or acquired and to check the maturity of the interfaces between them. Best-of-breed, for its part, has 

become more viable precisely because modern interfaces have made connecting separate systems less costly 

than it once was, which is why the integration argument, while real, is weaker than it was a decade ago. 
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04   Which supply chain functions are worth going best-of-breed for? 

The answer varies by function, and the pattern is reasonably consistent. Advanced planning is where best-of-

breed wins most often, because demand planning, inventory optimization, and supply planning depend on 

optimization logic that specialists have invested in for years and that suite modules tend to approximate 

rather than match. Global trade management similarly favors specialists, because it depends on regulatory 

content that changes daily across jurisdictions, which a specialist maintains as its core product and an ERP 

vendor tends to treat as a feature. 

Warehouse and transportation management are more contested. In warehouse management the market 

clearly splits: analyst evaluations have placed ERP vendors and dedicated suite vendors together at the 

leading edge, which means the module is a credible choice for many operations and the specialist is 

warranted mainly at higher complexity. Order management sits closer to the ERP, since it is tightly bound to 

the order and inventory record the ERP already holds. The useful discipline is to decide function by function 

against your own complexity in that function, rather than adopting one policy across the stack. 

05   Which approach fits which company profile? 

Profile predicts the answer more reliably than any feature comparison. A mid-market company with relatively 

standard flows, moderate volume, and a supply chain that is a cost to run rather than a source of advantage 

is frequently well served by the ERP modules it already owns, because the integration and simplicity benefits 

are real and the incremental depth of a specialist would not be fully used. Adding specialist systems there can 

import cost and integration burden for capability that does not change outcomes. 

An enterprise with complex global networks, high volume, and a supply chain that is a competitive weapon 

tends to justify best-of-breed in the functions that carry that advantage, typically planning and specialized 

execution, while often retaining the ERP as the execution and financial backbone. A frequently cited analyst 

finding captures the pattern: companies that rank themselves as supply chain leaders turn to best-of-breed at 

markedly higher rates than those that rank themselves as followers. That is directional rather than 

prescriptive, and it is dated, but it aligns with the underlying logic that depth is worth paying for only where 

the function is strategically material. 
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06   Is best-of-breed always more expensive over five years? 

Not necessarily, and the honest answer is that structure drives five-year cost more than the license line does. 

A best-of-breed stack adds integration to build and maintain, more vendors to manage, and sometimes more 

specialized staff, which are real costs often left out of the initial comparison. An all-ERP stack avoids some of 

that but can carry its own costs in customization to force a general module to fit a specialized process, and in 

the upgrade cadence of a large suite. 

Two cautions apply to the numbers in circulation. Vendor and analyst studies claiming best-of-breed pays 

back faster than ERP, sometimes citing payback in months and higher return on investment, originate largely 

from best-of-breed vendors or the analysts they commission, and select for successful implementations. They 

are interested sources and should be treated as hypotheses, not benchmarks. Equally, ERP implementation 

failure statistics, frequently cited in the range of two-thirds of projects missing their objectives, come mostly 

from consulting firms that sell remediation and vary widely in how they define failure. The defensible 

conclusion is that neither approach is reliably cheaper in the abstract, and a five-year total cost built on your 

own scope, with integration and staffing included, is worth more than any published figure. 

Over a five-year horizon two costs that rarely appear in the initial comparison tend to dominate the outcome. 

The first is switching cost and its mirror, lock-in: a suite that is cheaper to buy can be more expensive to 

leave, because so much of the operation depends on one vendor's roadmap and pricing. The second is 

roadmap risk. Betting the estate on a single vendor concentrates exposure to that vendor's decisions about 

where to invest, what to deprecate, and how to price renewals, while a best-of-breed estate spreads that 

exposure across several vendors at the cost of managing more relationships. Neither concentration nor 

diffusion is safer in the abstract. The point is that a five-year comparison that counts only license and 

implementation, and omits switching cost and roadmap risk, is measuring the easy part and ignoring the 

expensive one. 
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07   Frequently asked questions 

Should I use my ERP's supply chain modules or buy a specialist system? 

Decide function by function against your complexity in each. Standard requirements are often met well by the ERP 

module; functions where your supply chain competes, usually planning and specialized execution, more often 

justify a specialist. Most companies mix the two rather than adopting one policy across the whole stack. 

Is integrating a best-of-breed system really harder than using my ERP's module? 

Internally, yes, because it adds an integration boundary the suite would not have. But the external integration to 

suppliers, carriers, and 3PLs exists either way and is usually the larger burden. The question is how much 

integration staying on the suite actually removes, not whether it removes all of it. 

Which functions most often justify best-of-breed? 

Advanced planning most consistently, because it rests on optimization logic specialists have refined for years. 

Global trade management often, because it depends on daily-changing regulatory content. Warehouse and 

transportation are contested, and order management sits close to the ERP record. Judge each against your own 

complexity. 

Does a single-vendor ERP reduce risk or just concentrate it? 

Both. It reduces the coordination risk of managing several vendors and concentrates dependence on one. A single 

vendor's roadmap, pricing, and viability become yours to live with, and switching later is harder. Multi-vendor 

spreads that risk but adds the burden of making systems work together. 

Will AI agents make this decision moot? 

Unlikely in the near term. The same axis, integrated breadth against specialist depth, tends to reassert itself with 

each technology wave. Agentic capability is being added on both sides, and it changes what the systems can do 

without changing the underlying trade-off between a shared record and specialized depth. 

Can I run best-of-breed planning on top of my ERP? 

Yes, and it is a common architecture: the ERP holds the transactional and financial record while a specialist 

planning system sits above it. The integration between them has to be specified and maintained, and the quality of 

that interface largely determines whether the arrangement delivers the specialist's value. 

Do ERP supply chain modules ever beat specialists outright? 

In some functions and for some profiles, yes. Where requirements are standard and the benefit of a single data 

model is high, a capable module with no integration boundary can be the better decision even if a specialist scores 

higher on features. Feature superiority is not the same as the better outcome for a given company. 

What is a postmodern or composable approach? 

It is the middle path between a single suite and a fully best-of-breed estate: a core ERP for common functions such 

as finance, surrounded by specialist systems for the areas where a specialist matters, connected through modern 

interfaces. The term was popularized by an analyst firm and describes what many organizations actually do. It is 

not a separate product to buy but a design choice, and it carries its own integration and governance work rather 

than eliminating the trade-off. 
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08   Method, sources, and where to go deeper 

Method 

● This page presents a decision framework and the fair case on both sides, rather than a 

recommendation. The trade-off axes and the profile-based pattern draw on independent analyst 

commentary and one peer-reviewed study, identified below. 

● Where a figure originates with a vendor or an analyst that sells the underlying research, it is flagged 

as an interested source in the text and in the source list. 

● Supply Chain Research is independent and vendor-neutral. We accept no payment from the vendors 

or categories covered, and this page names no products as recommendations. 

Caveats 

● The best-of-breed payback and return-on-investment figures in circulation originate largely with 

best-of-breed vendors and the analysts they commission, and select for successful implementations. 

They are cited in the text only to be flagged, not relied upon. 

● ERP implementation failure statistics, commonly quoted around two-thirds of projects, come mostly 

from consulting firms that sell remediation and differ in how they define failure. Attribute any 

specific figure to its own source and treat it as directional. 

● The leaders-adopt-best-of-breed finding is a dated analyst result. It aligns with the underlying logic 

but should be read as directional rather than current, and Figure 1 is a framework rather than 

measured data. 

Where to go deeper 

This page sits alongside several SCR resources it deliberately does not duplicate. The SCR editorial on build 

versus buy addresses the different question of building software in-house against purchasing it, and the 

editorials on total cost of ownership, the integration tax, and vendor lock-in each treat a cost dimension this 

page only summarizes. For the functions where the suite-versus-specialist choice is sharpest, the SCR supply 

chain planning, warehouse management, transportation management, and order management guides set 

out the category-specific evaluation criteria. Readers scoping the whole stack should start with the SCR 

supply chain software category map. 

Sources 

[1]  Talking Logistics (Adrian Gonzalez). Will AI repeat the ERP vs best-of-breed debate. Independent analyst; neutral historical 

framing. 

[2]  Logistics Management. ERP gains ground in supply chain management. Trade press, quoting Gartner and the WMS Magic 

Quadrant. 

[3]  Bizibl / Gartner. ERP vs best-of-breed software in global trade and logistics. Source of the leaders-versus-followers adoption 

finding; dated analyst result. 

[4]  Journal / ResearchGate. Best-of-breed IT strategy: an alternative to enterprise resource planning systems. Peer-reviewed; 
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