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	W6D1: SAP Project risks 
Question 1: What do you think are two significant risks on most SAP projects? (There will always be more than two risks on most SAP projects. You just need to select two risks. They do not need to be the largest risks to the project -- just significant risks.) 
Question 2: What would you do to reduce these risks?
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W6D2: Management Commitment
Assume you are running a large SAP project at a major manufacturing company. The Sponsor of the Project is the VP of Manufacturing. This VP sees the benefits the project will provide to the Manufacturing Operations. You are the Project Manager on this Project. You work for an SAP Consulting firm. You have discovered that the CFO feels the project is too expensive and would like to see it stopped. You suspect the CFO fears that the SAP Financial systems will disrupt operations in the departments he controls. 
Question 1: Is the CFO a threat to your project? Why or why not?
Question 2: Will you try to convince the CFO of the value of the project? How? 
Question 3: What steps should you take to insure the success of your project? 
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	1)  Two big risks on many projects include not having people with the right visions and mentality to make the project work.  Another weakness is not having a strong sponsor.  If this person can not continually sell the product/project the entire way, the project may be doomed.  Huge changes come from these projects and the sponsor needs to be a leader on keeping focus and moving forward.  Having any lack of support from upper management will also damper the project.  End users are usually not to excited about change as well.
2)  How can we reduce this????  For starters, make sure a good project team is in place.  If area managers are very willing to give up people for the project, you can probably bet they are not the ones you want.  Look for the people who know the business and know where it should be going.  The project sponsor should also be very driven to make this project succeed.  He/she needs to be able to communicate with the steering committee to make sure the best people our on the project.  Having a clear project plan and scope early on is very important as a lack of will is difficult to overcome down the road.
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	1)YES, I believe the CFO is a threat to the project.  That is a big title with quite a bit of influence along with the fact that the CFO carries the pocketbook with the funding.  Not having this individual backing our project could be detrimental to its success.  We will need to presued him/her that what we plan to implement will make us better in the future.
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	Two significant risks to SAP projects are the resistance of users or executives. If the users don't want the project to succeed, it won't; if they are convinced it won't help them do their jobs or that it will be too difficult, they ensure that it will be unhelpful and too difficult to use. Executives have pretty much all the power in the company, and can kill a project even before it starts.

Another extremely significant risk is poor project management, leading to poorly defined scope. If the project is not very well-planned, and the plan is not detailed, there will be serious problems keeping the scope from flying out of control, which means delays and extra costs, neither of which will make upper management happy.

To reduce the risk of user/executive resistance, it would help to include users and executives in the planning process. If they know that their opinions are important to the project and its stakeholders, they are more likely to offer those opinions and be in favor of the project as a whole. Their input may also be very useful to the project. Scope creep is easy to avoid by have a detailed project plan and not deviating from it.
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	The CFO is absolutely threat to the project; he surely has quite a bit of influence in the company, and probably can affect funding for the project. 

In order to convince the CFO of the value of the project, since he will only be in favor of it if he thinks it holds enough value to be worth the expenditure, and to ensure the success of the project, I would include the CFO in the project in some fashion, perhaps on the board. If he is allowed to participate, and is kept up-to-date on project information, then he will have a new point of view of the system, and will see the discussion from people whose opinions differ from his own. This way, it's almost like having the whole project team trying to convince him of the project's value.
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	One significant risk can be when the person leading the project does not know who the necessary players are or who ‘owns’ the data within the company. Beginning a project without a full understanding of which departments affect which services, and vice versa, can doom a project from the start by creating roadblocks to project acceptance. This is one of the problems we tackle in the second thread.
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	Yes, the CFO would be a threat to the project. The CFO is not a minor player in a company. If he has a problem with a project that is going to cost the company some major money, I would think that he would have the power to squash the project.
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	Risk 1: Staffing would be the hardest thing to find and identify in a team situation. It is imperative that you make sure that your team is exactly who you need to complete the project at hand.
You need to make sure to be competitive when choosing the candiates for the project and be aware of who can do what on the project. Loosely highering people would not be beneficial.

Risk 2: Finances running short are generally recognized when a small or medium sized company goes into looking for an SAP situation. Making sure to plan out everything in advance is important to recognize the financial costs that maybe associated with them.
Having you planning committee putting down all the financials is important before you even looking into putting an SAP project into play. It is important to have all this planned out and ready to go, so in the long run you don't end up running short on resources.
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	1) The CFO can be of danger to you and the project, but it is important to remain in cooperation and conversation with him/her to make sure that they project doesn't get swayed in the wrong direction.
2) Constantly making sure that the CFO is aware of your decisions and the value of the project is important to discuss, making strong emphasis on the long term effects, such as employee productivity, long term financial savings and a secure environment to implement ideas.
3) Making sure the project would be successful is the job of the Project manager, and making sure that the company is aware of what is happening is very important. Being in constant communication with the CFO and the budgeting committee, the project manager needs to constantly remind about the financial investment the SAP project would bring, that this is not just some type of software, but rather an investment into the future of the company, helping lead it to the next step of the process.

It is vital to identify the SWOT analysis when informing the company about this, and showing them what benefits they can get out of the project. Keeping the company officials informed and educated about what is happening is important in figuring out what needs to be done to move onto the next step in the process.
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	Having the proper staffing can be essential to funding as well; having project members who can acquire and plan adequate funding can ensure that financial trouble isn't a risk to the project.
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	The CFO could squash the funding for the project without any problem at all; there aren't very many people in the company you need on your side more than the guy who holds the purse strings.
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	Question 1: What do you think are two significant risks on most SAP projects? (There will always be more than two risks on most SAP projects. You just need to select two risks. They do not need to be the largest risks to the project -- just significant risks.)
Ans. Unrealistic expectation or target date and Improper staffing(insufficient skills)

Question 2: What would you do to reduce these risks?
For Unrealistic expectation or target date we should prepare a detailed project plan and review it with the sponsoring VP. Communicate project status on regular basis. Probability of this risk is low but impact is high.

For Improper staffing(insufficient skills)consider that staffing of the project should have adequate skills. Also continue to monitor staffing to assure that this does not change. Probability of this risk is low but impact is medium.
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	Question 1: Is the CFO a threat to your project? Why or why not?
Yes, He/She is a person who controls all the funding of the project. If you are not in his good books then it can be a massively dangerous for the growth and development of the project. And this can be very affecive for the funding of the project.

Question 2: Will you try to convince the CFO of the value of the project? How?
I think we need to be in his good books and keep him updated on regular basis with the progress of the project. Consider his thoughts and opinion in some decisions. See that he doesnt feel offended or insulted in any discussions or decisions which are to be made or already made. Convince him that whatever you are doing is done for the better future of the project. Ensure that whatever funds are needed are worth it. 

Question 3: What steps should you take to insure the success of your project? 
Success of a project is dependent on controlling three constraints - Time, Scope, and Cost. Any mismanage of these three constraints results in project failure. Here are some commonly known factors needed for project success -

1. Executive management support and leadership
2. Timely user community involvement and input
3. Well defined project goals and requirements
4. Realistic expectations and deadlines
5. Proper planning and right methodology
6. Open and clear communications/directions
7. Motivated team with sense of ownership
8. Watchout for signs of failure - conflict/politics/cover-up
9. Positive attitude - every day and towards everyone
10. Correct estimates (beaware of inflated estimates)
http://virk.wordpress.com/2007/09/20/9-steps-to-project-success/
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	2) How are we going to presuede our CFO???  Well CFO's are typically one for keeping the money under control and we are asking to spend quite a bit of it.  But as a project manager, I also have to know how to be a saleperson and sell the CFO on what a good prodcut I am offereing and how it will make us more efficient down the road.  I would like to be able to sell a return on investment in under two years.
I would also have the CFO as a member of our steering committe.  This way he/she feels part of the process and will aslo provide us with any much need financial guidance as the project rolls forward.  Overall, just keeping him/her in loop and not blindsiding them with unexpected costs.
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	1.I think, Budget and Team Cordination are the two most significant risks of any SAP project.

2.In order to reduce the budget related issues,i would select a Bussiness Administraiton Team.Their main task is to control the budget according to the scope of the project. Comming to Team Cordination, it one of the main risk, if there is no team cordination , then it will lead to many issues. In order to maintain proper cordination in between the teams,i would plan for frequent team meets to know the state the project, choose the right person as the team leaders can maintain the good relation with the team members and client.
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	Two other risks are 
NOT Training all groups of users almost in tandem and
NOT Loading all relevant and up-to-date data into the new system
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	No, I would not try to convince the CFO. That is not my job
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	I think giving proper training to team members is the best way to reduce improper staffing and we should always fix a end date while developing the project .
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	I agree that keeping the team coordinated is crucial, but frequent team meetings can be pretty hard to manage depending on the size of the team. And I know I've been stuck in plenty of pointless meetings intended to get everyone up to speed which just ended up putting me to sleep.
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	You would let the VP of manufacturing do it, then, right? That could be a really good idea, if they like each other. I'm just always concerned about office backstabbings that can make execs hate each other (but that's probably just paranoia due to the environment I used to work in--it was like a snake pit).
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	Question 1:  What do you think are two significant risks on most SAP projects? (There will always be more than two risks on most SAP projects. You just need to select two risks. They do not need to be the largest risks to the project -- just significant risks.) 
 
SAP projects can benefit companies but they also produce risks.  
One major risk is implementing SAP systems with the wrong plan and scope.  It will probably be a disaster if a company spends so much time and money on a SAP system that will not help their business to satisfy their goals.  Another major risk is the users who have difficulty accepting or adapting to the new change or process.  Those users have been working in the same way for a while and it could be hard for them to learn and use new methods.       
 
Question 2:  What would you do to reduce these risks?
 
A company must plan the project carefully and create a good scope.  This in turn will guide thru each step/phase efficiently.  A company must also include a phase to train end-users and explain the benefits of the new process.
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	1) The Two Risks that will effectively cause a project failure are: a) Having no clear business need for the project, without a clear business need you will not properly scope out the project. b) uncommitted "sponsor" who will not properly fund the project.

2) Obviously a real business need, properly delimited will potentially resolve the Improper Scope (yep, you can still improperly scope out the project through a lack of experience). And a committed sponsor who will not pull the plug when he gets nervous about the "costs and time" being used even when you are on schedule.

I have experienced both of these in a single project. The project leader left after the plug was pulled as he didn't think it was fair (and he was a VP at that). He was on schedule, even with an ever changing scope (due to a lack of a real business need) and was within budget (he put in lots of over time without compensation to keep it within budget), but the COB (the sponsor) pulled the plug because he wasn't convinced that the project would pay off. As it turned out, he was wrong, as the project leader got permission to take the project with him, and developed a project which outstripped the product that the original company was pushing. Come to think of it, Dave Cuttler of Digital did the same thing, he took the Pyramid project to Microsoft and thus we have, ah, Windows NT (Work Station and Server), Windows 2000 (WS and Server), Windows XP, Windows Server 2003, Windows Vista, Windows Server 2008 and Windows 7 (RC1). Also, Dave Cuttler came out of retirement to work on Microsofts Azure Project Core known as Red Dog...

And Digital??? Any one seen a PDP 11 lately??? .
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	W6D2: Management Commitment
Assume you are running a large SAP project at a major manufacturing company. The Sponsor of the Project is the VP of Manufacturing. This VP sees the benefits the project will provide to the Manufacturing Operations. You are the Project Manager on this Project. You work for an SAP Consulting firm. You have discovered that the CFO feels the project is too expensive and would like to see it stopped. You suspect the CFO fears that the SAP Financial systems will disrupt operations in the departments he controls. 

Question 1: Is the CFO a threat to your project? Why or why not?
ANS: the CFO unless you can convince him will cause the project to fail. He will disallow nescessary expenditures,that is not let you use excess budget in one catagory to cover a minor shortfall in another, and this will cascade to FAILURE.


Question 2: Will you try to convince the CFO of the value of the project? How? 

ANS: It would be really nice to think that your corporate sponsor will convince him, but that is naive in the extreme. You have to take him to a working lunch and find out what his concerns really are, then you involve him in a "prototyping" experience which answers a number (all if possible, but at least some of the most important) of his objections. He should have been one of your Stake Holders, but it would seem that whom ever got the stake holders together didn't include him. Keep him informed, and involved where ever possible. You may not succeed, but if you don't try, you might as well kill the project now, and find yourself a new position as quickly as possible.

Question 3: What steps should you take to insure the success of your project? 
ANS: There is no guarentee of success. You need to find out the CFO's objections, and trying to resolve them favorably, and especially demonstrate how a successful project will not only streamline his department. And in doing so demonstrate that it will save/earn the company a sizable return. In a project that is supposed to have a useful life time of 10 or more years, a payback period of between 2 and 5 years is a powerful argument for the CFO's cooperation. Again, there is no guarentee of success, but if you don't try, you might as well end the project right there, and find a new position as quickly as possible.


And
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	"No, I would not try to convince the CFO. That is not my job"

I would differ, if you don't see it as your job, look for another job and end the project now.

As a project leader it is ALWAYS your job to keep the management apprised and satisfied (not always happy ), and committed to the project. I have seen too many projects fail because the project leader thought "that is not my job"...
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	1)Significant risks:
a) Requirement capture and analysis:
I believe that every project irrespective of its type depends on the requirement capture and analysis. This is one of the most important steps for beginning any project. If project requirement capture and analysis are not handled with responsibility then the probability of achieving the goal becomes low. 
b) Switching to new systems without testing: 
The risk involved in implementing a new system without performing a full parallel run phase will lead to heavy disasters. As the requirement of each organization varies from one another, there cannot be any standardized implementation of a system. 

2)In order to avoid these risks every project must handle requirement capture and analysis with responsibility and if necessary reevaluate this step.
In order to avoid risk in switching to new systems, one need to implement full parallel run phase throughout the development of the project until and unless the new system performs equally good as old system or as expected.
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	Could you list the order of their(Budget and Team coordination) significance?
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	Yes i think proper training and training on regular basis plays an important role in staffing.
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	Yes team coordination is very crucial as if any disputes takes place in the team then the project deadline or project has to suffer with all the other team members..
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	1. Well From my prospective, all executive’s co operation is required for success of any projects. As SAP project is considered fairly large executives support can be a larger factor for the success. As CFO deals with all financial activities and records, his support can be very significant factor in success of projects. So CFO oppose is a big threat to success of project. If CFO does not provide necessary funding for project chances of failure of project will increase drastically. 

2. Convincing CFO is considered as a first job in the part of project preparation phase. CFO has misunderstanding about SAP financial modules. My first job would be to explain CFO that objective of SAP financial modules is to simplify the financial task complexity and to aid financial officer to maintaining financial activities. SAP financial modules come with feature such as NPV (Net Present Value) MIRR and IRR which will help financial officer in predicting the gain (Profit) from any projects. It might take some time to learn new methodology which will require after implementation of SAP project. But with appropriate training best results for business can be achieved from the SAP. 
3. As I mentioned in my first answers for the implementation of successful SAP project support of all executives is significant factor. And many executive have doubts about how SAP works first thing to explain the operation and advantages of SAP projects. Little training can also be very effective to gain positive results. 
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	I agree that CFO should be included in the project discussion and meetings by any means so that he can add his opinion and also he's opinion counts a lot for the development of the project. He should be updated on regular basis on the project, so that he can add new values to the project.
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	1. Install new software to the system: User don't have a knowledge for a new software. Another one is misunderstand between people in the group who working together.

2. For the new software that installed to the system we have to have a training for all people who have to work with this software. WHen we communication to others people about the project we have to make sure that everybody understand the same thing or always connect to other member in the group to report how's the project going? To make sure that the project goes into the way that it should be.
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	1. Coordination between IT and executives to implement SAP project is a significant factor for the success of ERP. SO from my point of view two of significant risk involved with SAP projects are 
· Coordination between IT and executives and other staff in implementation of projects.
· Inadequate information in documentation for projects.

2. As I mentioned before coordination is an important factor. As SAP will change the way firms do business, it has a huge impact on any firm. So it would require that there is enough coordination between IT and management which will ease operation of SAP Projects. 

The best way to overcome this risk is to educate employee with SAP modules and explain them how it would benefit companies operations. Learning a different module can be a next step in this process. By realizing employee that SAP would benefit them in many perspectives will make them open to change, which would result in higher level of coordination. 

Inadequate information in documentation can be very risky and could result in failure of projects. This particular process deals with preparation phase if all the issue and task are not well documented which is a basis for selection of SAP modules, Risk of project failure increases. To overcome this problem in preparation phase project manager should make sure that every operation is well documented. Employees at different level have good insight about project and with the cooperation of employees this risk can be overcome. 
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	1. I think CFO is not a threat for my project because of him only we can run the project i mean the financial support.

2. Yes i will try to convince my CFO, i will explain his importance, what role he plays in the project, and what we would gain from the end result.

3.I have full confidence on my success of my project. I will strictly follow the five basic steps to get succeed in my project liking selecting the correct scope, analyzing the project, design the project in proper manner, building the code and testing it by using correct methodology and supporting the end user when ever he requires my assistance.
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	yes, if we are in good books then he will never be a threat to our project. so we should try all our level best to be in his good books as he was the back bone of the project.
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	If CFO want to see a project stop, CFO is a threat for the project but if CFO try to find the way to reduce a cost of project may be CFO is not because may be CFO want to just reduce a cost of project to gain more profit.

I will try to convince CFO by talk about the profit that we will receive form the project even it's not in the short term and the important role of CFO for the project

We have to make sure that everything goes from step to step an go into the right direction. We have to plan, analyze, assign the job to each one of the project member and try to finish and check more often as we can to make sure that it doesn't has something wrong with it. Try to finish it by the due date.
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	Some of the significant risks on most SAP projects include proper planning, responsibilities of members, progress of project. 

Enough time should be alloted for creating a good design, lack of planning in the design phase almost always leads to ongoing changes during the development phase which results in increasing the budget. All the members in team should have a clear understanding of their roles and duties. The communication between the development team and the users must be clear. Progress of project should be processed by defining the check points and fixing them on time without delaying.
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	Absoltely, the only issue is that training must be ongoing, and the "staff" who are working on the project must have training in the basics before they start. I have worked on a project with the manual in hand, often with major errors because of a small and unannounced version change, trying to learn the program I was implementing as I did it. Not a fun, or a fruitful experience.
	

	[image: Post reply]






		Forum: Week 6 Discussions - Closed
	Times Read: 8 

	Date: Tue Feb 24 2009 08:06

	Author: Morrison, Lowell Russell <morrlowe@dom.edu>

	Subject: Re: W6D1 - Project Risks

	[image: Remove]

	
	

	Yep, coordination is an essential factor in the success of the project, or the, ah, forgiveness for a failed project. And Coordination is, IMHO, a function of proper training and experience.
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	I agree, the 'Not my job' mentallity is the fastest way to get booted and watch a project sink.  Most job desrciptions theses days say 'Other duties as assigned', meaning you do whatever it takes to make it work.
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	1)        Improper Staffing, Target dates and Proper planning .
2)        If we keep the proper deadlines to the projects and giving the project to the right person or skilled person who has the knowledge about the project through this we can improve improper staffing. For Maintaining the good planning for the project which includes good design .
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	One more risk is, Part time project resources have other priorities. In order to deal with this, Carefully plan the involvement of people from other departments in order to provide advanced notice of time commitments. Immediately inform management of any delays resulting from missed commitments
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	OK, on second thought I would probably try and convince him, if I wanted the project to go forward. I would walk him through our project step by step to show him what we are doing and how it will not affect his areas, or better yet I might try to get him on board with integrating his departments in the plan.
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	Yes, CFO should treat the project. Depending upon the ideas of CFO the project will run. 
I will try to convince CFO, will let him know about the project very well, about the role played by CFO.
I will give the update of the process of the project. I will tell him the major roles which lead to the success of the project. Will assign the work to all the team people , depending upon my previous experience of the project in which I made some mistakes through this I got an opportunity to learn and would not implement those mistakes in my present project.Will design the project in such a way that it will be user friendly to the end user.
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	Yeah I would agree with your points as you mentioned . AS we know for implementing project there should be proper planing ,responsibilities of team people and progree of the project.
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	The risks which you provided and gave the good reasons,I agree with all those .For implementing the SAP project ,the plans and scopes should be provided correct rather than implementing wrong .
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	Chris Bilik "I agree, the 'Not my job' mentallity is the fastest way to get booted and watch a project sink. Most job desrciptions theses days say 'Other duties as assigned', meaning you do whatever it takes to make it work"

Yep, even though you are not gaurenteed success or even a continuing job through the end of the project, except perhaps through an untimely end, if you take "other duties as assigned" to heart. You are clearly out and quickly out if you don't make the effort. I got laid off once when I took "other duties as assigned" seriously, but then again they laid off the whole department (118 people) off to get me ... First lay off's the company had in it's 80 year history... And then I became a temp, and then a teacher, so, it really wasn't the worst thing that ever happened to me.
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	If we keep track of the progess of the project then we can reduce this risk.
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	If we convence CFO,he may stop funding for the project. We must always maintain a good relation with CFO.
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	1. One major problem on an SAP Project is scope creep. It's been stated multiple times throughout the course that incorrect scope can effectively kill any project. Another problem is the project not having the support that it needs. For any number of reasons a project might not be supported by upper management. It might be that they are reluctant to change or that they are just not convinced of the benefits of the project. In any case, if a project is not given the right support it has a very great potential to fail. 

2. I think the there are several way to reduce these problems. When the project is in its beginning phases it is important that everyone involved set strict parameters for the project and then stick to them to avoid scope creep. I also think that in that phase the people in charge of the project need to make sure that upper management is totally onboard with the plan. With the support of everyone involved coupled with everyone having a strong vision of what the project should achieve, the project will be far less likely to experience major problems.
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	1) As CFO is the head of financing department and is scared might try to stop the project and I think that he is a threat to the project

2) I would try to deviate his mind from the money that is being spent in order to build the project but would like to enumerate the benefits the project is going to yield once completed. And then compare the profits earned compared to the investment made.

3) I must be reporting constantly to the head of each department with whom I am working or my project is related to. I must update the resources used, the productivity done, and current working status. I would also take necessary steps to avoid any kind of delays in the project from any sources or with in the project . By having all this planned I could answers to the question of any organization officails.
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	I agree with you that appropreiate time should be given at the time of designing the project. Planning is very necessary as it may mislead the project, more changes in the project are made, more time consuming, confusion, and this all adds to the cost. Team members should be clear about their roles and responsiblities during the project and they should also be open on bringing up their thoughts and views on particular things. Their involvement in the project would be for better of the project. They should not hesitate.
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	How would you divert CFO's mind from financial matters related to the project? as looking to the financial matter is his job.. he's been paid for it...
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	I agree with that. May be when we plan for the project we can educate the user at the same time. Keep track the project that is a one important part of the project and we have to have due date for step by step.
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	Try to get a CFO on board is a good idea that will make him feel important to the project.
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	Question 1: What do you think are two significant risks on most SAP projects? (There will always be more than two risks on most SAP projects. You just need to select two risks. They do not need to be the largest risks to the project -- just significant risks.) 

Actually, there are a lot of risks on SAP projects, but I think the most two are loading all relevant and up-to-date data into the new system, and the second one is training of users. 

Question 2: What would you do to reduce these risks?

I think that most important way to minimize these risks is to adopt SAP’s recommended best of business practices bundled with system.
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	Sandeep Gudipelli writes: "If we convence CFO,he may stop funding for the project. We must always maintain a good relation with CFO."

Certianly if we convince him the project is a waste of money he will cut off the funding. If we convince him the project will make his department work for a change and save him money, no sane CFO would cut of the money.

And we clearly do not have a very good relationship with the CFO as the case states that he is trying to derail the project.
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	Question 1: Is the CFO a threat to your project? Why or why not?

Definitely yes, the CFO is a threat to the project. The CFO wants to know if the project makes good business sense. 


Question 2: Will you try to convince the CFO of the value of the project? How?

Yes. To convince the CFO of the value of your project you have to build a wall of benefits, and identify the benefits your project will bring. Also, try to explain what will be saved through decommissioning old technology. Furthermore, try to create case studies or scenarios of success. 


Question 3: What steps should you take to insure the success of your project?
        
I think to insure the success of your project you should follow these steps. First, plan. Second, try to increment development with prototyping. Third, meet regularly for project review. Fourth, assign action items to every employee. And finally, use experts.
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	SAP implementations always involve risks, risks that can be avoided by being taken care of. Two of the risks that i think could be a threat to a SAP implementation are:
(i)Indefinite or a hidden scope or simply a Scope creep. Project scope is important and a critical component to the success of the project. With a hidden, inaccessible project scope there is always a chance to experience a scope creep which could result in increased project costs and decreased project quality.
(ii) Disorganized or unstructured documentation of implementation by Consultants. SAP implementation should be documented in a structured way so that the later users could understand the deliverables and the approach used in accomplishing their tasks which otherwise could lead to the loss in the credibility of the project and may lead to a crisis in attempting to reestablish what the consultants accomplished during their approach.
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	Implementation of SAP software is a process that often involves a significant commitment from customers in terms of resources and is subject to a number of significant risks over which we have little or no control. We cannot provide absolute assurances that protracted installation times will not continue, that shortages of trained consultants will not occur, or that the costs of installation projects will not exceed the fixed fees we charge in all our customer projects, any of which could result in claims from customers and harm SAP’s image.

1.Evaluating and focusing on the gaps in functionality
2.Configuring and customizing the SAP system correctly
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	Yes, i feel that CFO is a threat to the project, as he fears that SAP financial systems will disrupt the departments he controls, if everything in his departments is alright then there should not be scope for any fear as all departments belong to single company.
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	CFO is not a threat to the project. A CFO can support by guiding the accounting, bookkeeping functions of the business and reduces the costs, sets the strategy and helps with business plans.

I will try to convince the CFO by explaining the benefits of the project, cause and effect of the project. As CFO is mainly interested in the financial feasibility, he should get the clear idea about the investment on project and the profit comes from that, providing the estimated time frame of the business process and the importance of his role in the project can convince him.

Every member of the project should know their duties and responsibilities and tasks should be performed at the right time. Objectives should be pre-planned and the errors should be fixed on time as the delaying results excess of budget.
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	1. A CFO with such a goal will be a threat to the project as he/she may assume the unexplained scope of SAP systems to be vulnerable to his department.

2. Funding for the project is essential for any project and to keep the funds flowing it is required to convince the CFO at every step of the project. A CFO should be explained about the functionalities of SAP in his area and what the deliverables could do to his department. Also, the CFO has to be made a part of the Steering committee in order to ensure his participation in the project.

3. SAP implementation is a massive undertaking and there are enormous steps defined to insure success. Few steps that i think really matter to the success of the project are:
(i) A good Project Plan and Methodology
(ii) Proper Project Scope
(iii) Effective change management plan
(iv) Stable communication among all those involved
(v) Sound Management Support
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	Although I would say this is true to the title Project Manager, but the problem is that in all jobs we all wear many hats, so not making the CFO partially happy may put a hindrance on your project and jepordize the systems solution.
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	One possible way to reduce the hidden scope risk is to place the scope statement in a single common repository integrated with a version control tool that is ready to access by the other members of the project committee. It is also recommended to review the project as and when the project progresses to reflect any changes made to the scope of the project. The scope statement should be regularly reviewed by project sponsors and other members to avoid any scope creep.

In order to mitigate the damage caused by departing resources(Consultants), it is a good practice to establish a repository where all the documentation has to stay and ask the consultants to place their reports in that shared space and also make it mandatory for the consultants to demonstrate their weekly work to other project members. During the last days of their work, hold a meeting to review their work and to observe areas of high risk in the new systems.
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	I think instead of proper deadline , we should have a specific dead line.
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	hello Morrison, i am extremely sorry, while typing my statement i missed "Dont".
my statement was"If we don't convence CFO,he may stop funding for the project. We must always maintain a good relation with CFO."
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	If you believe that the VP of the Manufacturing unit who also is the sponsor for this project could handle this situation, your assumption could be justifiable. Even though the sponsor for this project is the VP to the Manufacturing unit, CFO is the person who has to release these funds to him. You have to convince the CFO about the benefits that his unit could have with the new system just like what the VP had foreseen for his unit.
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	1. The CFO is a major threat to the project. He is not only someone in upper management that wants to see the project go away, he is also in charge of the financial situation. 

2. As the project manager I would talk to the sponsor of the project and decide together who would talk to the CFO. It might be better for the VP of Marketing to do it as they are on the same managerial level. 

3. I would make sure that the CFO and everyone else involved in the company knew exactly what benefits SAP would provide to the company. I would also want to make sure that before moving forward everyone was on board with the plan so that it would be less likely to fail.
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	Yeah proper deadlines means , setting the start of date and end of date of the project .
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	The recommendation you made to minimize the risks I would agree .By recommending the best of the business practices should be good depending upon the project which are required to build the system.
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	Loading of the data into a new system is important risk and is processed through data migration. Improper planning of data migration puts the implementation of project at risk. Data migration prepares and loads the data and supports in implementing SAP on time within the scope.
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	CFO can be convinced by explaining the benefits in his own arena, NPV method can indicate whether a proposed project will yield his required rate ofreturn and helps him in taking decisions to accept the project or to reject it.
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	I think that both of your suggestions are well taken.
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	Sandeep Writes:
"hello Morrison, i am extremely sorry, while typing my statement i missed "Dont".
my statement was"If we don't convence CFO,he may stop funding for the project. We must always maintain a good relation with CFO."

Thanks for the correction, without the "Don't" I got extrememly confused and concerned.
	

	[image: Post reply]






		Forum: Week 6 Discussions - Closed
	Times Read: 10 

	Date: Wed Feb 25 2009 17:51

	Author: patel, shweta v <chio_215@yahoo.com>

	Subject: Re: W6D1 - Project Risks

	[image: Remove]

	
	

	Question 1: What do you think are two significant risks on most SAP projects? (There will always be more than two risks on most SAP projects. You just need to select two risks. They do not need to be the largest risks to the project -- just significant risks.)
 not Loading all relevant and up-to-date data into the new and second not Loading all relevant and up-to-date data into the new system not Training all groups of users almost in tandem.
Question 2: What would you do to reduce these risks?
I think that better way to reduce these risks is to adopt SAP’s recommended best of business practices bundled with system.
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	1) I think that he is a threat to the project because As CFO is the head of financing department and is scared might try to stop the project.

2) I would try to change his mind by explaining how much money we are spending on it although it’s not worth on it .it’s just wasting of money.
 3) I must be reporting constantly to the head of each department with whom I am working or my project is related to. I must update the resources used, the productivity done, and current working status. I would also take necessary steps to avoid any kind of delays in the project from any sources or with in the project  By having all this planned I could answers to the question of any organization officails.
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	A good project plan is very important. It starts with a thorough understanding of the project objectives, parameters, drivers, and working scope, or in other words, a well-defined project definition document which is important for success of the project.
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	One of the risk is Poor communications. In order to deal with this, Establish a project Web Site and a weekly status reporting system.  Personally meet with key stakeholders a least weekly.
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	Thats a nice way to convince.. Convince the CFO by making him aware about the profit it can make from the project. Though its not in short term. 
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	Shweta Patel says "I would try to change his mind by explaining how much money we are spending on it although it’s not worth on it .it’s just wasting of money."
Could you please explain me what do you mean by that?? what are you trying to say?? 
Are you saying that you will tell your CFO that funding this project is not worth it?? its waste of money?? Do you think this is the way you will convince him?? 
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	I agree with you when you said that we need to employ full parallel run phase throughout the development of the project until the new system achieves similarly good as old system. So, understanding what the SAP system can provide from the beginning may allow us to avoid wasting time and money in converting to a new system.
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	You are right about trying to turn CFO mind from the money that is going to be spent in order to build the project and to specify the benefits the project is going to give in once accomplished. From my past experience I believe that money is the main criteria for CFO, if he was not sure that the new project will bring benefits to the organization he will reject that project.
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	Question 1: Is the CFO a threat to your project? Why or why not?
The CFO's objection to the implementation is a threat to the project.  The first major project phase is project preparation.  In this phase, senior-level management must be fully committed.  Any objections from a senior-level manager could halt the project which would waste time and money.  
Question 2: Will you try to convince the CFO of the value of the project? How? 
I would try to convince the CFO said the sponsor of the project has researched the project.  The sponsor of the project, who is the VP of Manufacturing, forecasts the benefits of the new system.  The company should have confidence because the sponsor is the expert in the Manufacturing business function.  I would also choose the best methodology for the Manufacturing operations to control the cost of the implementation. 
Question 3: steps should you take to insure the success of your project? 
In order for the project to be successful, we to have a good plan in a good scope.  Failure to have a good plan or scope can misguide business objectives.  I would make sure that all the phases are established.  Phases must include project preparation, business blueprint, realization, final preparation, and go-live and support.  All of the indicated phases must be clear so that the implementation process can be smooth.  
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	Since cost is the reason why the CFO objected to the implementation, myself and the sponsor would also need to explain how the new system would benefit the company financially.  The sponsor should have all the facts as he is the manager of manufacturing.
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	Eventhough there are some significant risks involved in sap installation or implementation, these risks can be handled by taking some appropriate measures in the process.

To reduce the risks that i have mentioned "1. Evaluating and focusing on the gaps in functionality" as we know that different modules of a project can use different erp systems, so when a erp system is choosen for one module then there may be some gaps in functionality of different modules, to reduce this we need to take additional care on integrating different erp systems for erp modules.

"2.Configuring and customizing the SAP system correctly" an erp system is developed for a particular module and while installing the erp system for that module, not only the module but also the type of industry for which the erp system is being installed must be considered, so configuring and customizing the SAP system for that module and for that particular industry is also very important and by considering the industry and the company needs this risk can be reduced.
	

	[image: Post reply]






		Forum: Week 6 Discussions - Closed
	Times Read: 7 

	Date: Wed Feb 25 2009 23:32

	Author: Marsetty, Pavan  <pavanm513@gmail.com>

	Subject: Re: W6D2 - Management Commitment

	[image: Remove]

	
	

	In general many CFOs have their own decision for these type of situations.
as i am a project manager ie., a technical person any management issue can't be dealt with me, so i would rather try to explain him in technical terms that it would be better to continue with the project, but i would not prefer to suggest or convince him in management level that he should change his mind.
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	Switching to new systems without testing could be a disaster.  Moving from the old system to a new one in production will probably upset a lot of people.  A company should forecasts bugs, errors (system and human), and other failures.  A lot of testings should be performed before moving the new system into production.
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	In general many CFOs have their own decision for these type of situations.
as i am a project manager ie., a technical person any management issue can't be dealt with me, so i would rather try to explain him in technical terms that it would be better to continue with the project, but i would not prefer to suggest or convince him in management level that he should change his mind.
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	I knew that he is head of financial issues and he is paid for looking after that. But what I try is to deviate his mind by clearly showing him the benefits of the project, how easy the task would be to handle, and the profits he is going to make after this project.
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	The key to a successful project is in the planning. Creating a project plan is the first thing you should do when undertaking any kind of project.
Often project planning is ignored in favor of getting on with the work. However, many people fail to realize the value of a project plan in saving time, money and many problems.
The steps required for good project plans are:-
1)        Project Goals
2)        Project Deliverables
3)        Project Schedule
4)        Supporting Plans:-
Human Resource Plan
Communications Plan
Risk Management Plan
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	Yes, Poor project communication will cause many projects to end unsuccessfully. Many projects have problems. Poor communication can cause many problems and aggravate others. On the other hand, proactive communication can help overcome many other mistakes.
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	Could you please specify more about your second step " try to increment development with prototyping".
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	I do agree that member of project team has a huge impact on success of any SAP project and recruitment of team member can be a significant factor. I personally believe that ideal team should have two to three member of firm's IT department, two or more from management side, SAP expert and consultants.One of reason for selection is that IT is familiar with technological detail and Management persons do have a firms operational detail which could be very helpful in designing a business blueprint and in selection of modules of SAP. 
I think finance and other implementation issues needed to be addressed during preparation phase of the project. 
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	Testing is an important factor when switching to new systems, as it provides the risks involved in every stage and the users should be trained with the new system so as to avoid the problems.
	

	[image: Post reply]






		Forum: Week 6 Discussions - Closed
	Times Read: 8 

	Date: Thu Feb 26 2009 01:49

	Author: PIMONMARN, BOONRAT  <pimoboon@dom.edu>

	Subject: Re: W6D2 - Management Commitment

	[image: Remove]

	
	

	I agree that, all phases have to be clear and everybody understand the same thing so project will smooth.
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	I agree with that we should start the project with full understanding of the project. We have to make user ready and also technician ready for a support. The educate user and IT Department in the company is the important part before start the project.
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	I also think that CFO might have some misunderstanding about impact of SAP project on finance related operation. By explaining how SAP will ease the work done by financial operations, we might convince CFO about SAP projects. I think explaining benefits of SAP project to executives is one of the job of project manager. 

You never know a delicious Italian lunch might do the trick !! 
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	A good Italian Lunch can be a great idea, however, a good Indian Curry or Tandori Chicken with Naan, a good "buffet", or, in the case of one CFO I know, a good sushi lunch might work even better.

The Buffet might convince the CFO that you are really trying hard to contain costs, and looking for the eventual payoff/ROI.
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	3)  I almost forgot this question....Having a good project plan and timeline will help the project, having these completed early will allow minor changes to made along the road to keep things smooth.  We cant forget Miller's rule either -  'Bad planning and scope decisions early in the project cannot be overcome by brilliant implementation.'
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	Chris Writes: 3) I almost forgot this question....Having a good project plan and timeline will help the project, having these completed early will allow minor changes to made along the road to keep things smooth. We cant forget Miller's rule either - 'Bad planning and scope decisions early in the project cannot be overcome by brilliant implementation.'"

Bad Planning and Scope Decisions are often the result of an unclear or inadiquate(ly elucidated) business need, so, IMHO, the Business Need comes first.

And if you don't have the business need properly framed and elucidated, the project will fail. Brilliant Implementation cannot cause the product to succeed if the need was for an improved process flow in order processing, and you end up building a new plant by the river so you can all ooooh and aaaaah at the flow of the babbling brook, and the process flow in Ordering Process is unchanged or impeeded.
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	Evaluating Finance is very important to the project as this is required throughout the duration of the project. 

Without proper funding a team will not be able to operate and the project may get terminated due to lack of resources.
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	I think CFO might look up on NPV (Net Present Value) IRR (Internal rate of return) and MIRR (Modified Internal rate of return) figure of SAP project and as SAP project does not generate revenue by itself. CFO might be worried about return on Investment (ROI) or gain from SAP project. As SAP project require huge amount of capital CFO might be worried about opportunity cost too. 

By explaining CFO that SAP project will help firm utilize its resources in a better way. For example, Using SAP firm can manage its inventories, human resources in a much better way. So SAP project has a huge impact on the expense of the firm. By using SAP projects we can lower holding cost, lower human resources and increase efficiency of operations of firms. 

Any firm’s main objective is to earn profit and as profit can be earned either by increasing sales or reducing expenses. By reducing expenses SAP projects will generate positive cash flow for firm. As an Operation Management student I believe that reducing expense has a higher leverage over increasing sales. So SAP project has a higher return on investment or gain over other projects. 
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	I do agree scope and good documentation is must for the success of any SAP project.
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	keeping track of the project status is the good step for sucess
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	Training the users and bulid the project in user friendly manner is the best way to reduce the risk.
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	I agree with this completely. One of the quickest ways to delay something is for there to be strife between team members. All members really need to be on board with the same vision and be able to work out differences in a constructive way in order to be truly successful.
	

	[image: Post reply]






		Forum: Week 6 Discussions - Closed
	Times Read: 5 

	Date: Thu Feb 26 2009 16:59

	Author: Scully, Erica  <skulls34s@aol.com>

	Subject: Re: W6D1 - Project Risks

	[image: Remove]

	
	

	I was actually at a job where they switched from one system to another with almost no training given to the employees with the new system. Not only did it frustrate the employees because nobody knew what they were doing, it slowed productivity a lot because people had to figure out what to do basically on their own.
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	I agree, if the CFO doesn't support the project for on reason or another they would really need to be persuaded into seeing the benefits of the project. If not, someone with so much power over the finances of the company could surely kill the project.
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	One thing that people in finance understand is money. So I guess even if nothing else worked, showing them how the company could financially benefit in the long run from spending money on an SAP system would be a smart way to get through to the CFO.
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	Details for the SAP financial modules such as NPV, MIRR, and IRR should amaze the CFO and convice him that the SAP system is suited for the company.  That is if he has not done any homework on the SAP system.  Very good explanation! 
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	Just imagine working so hard and spending so much money and find out at the end that the implementation does not help the company.  There would be a lot of disappointment and setbacks.   
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	Most companies have its financial keys in the hands of the CFO and the CEO of the company. In most cases,these two people do not necessarily understand the reason behind the technology projects or as a matter of fact anything related to technology so easily as their part of job is to manage the financial operations of the company. But it is the job of a Project Manager or an IT Manager to help them understand the scope of the project in a way that they analyze the benefits out of it. Below is the link to an article which recommends five ways to get money from these company heads for an IT project.
http://www.zdnetasia.com/techguide/workplace/0,3800010799,39175362,00.htm
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	Additional SAP Project risks involve:

Requirements capture and analysis
Understanding what the SAP system can provide
Integration testing of the SAP system
Training all groups of users almost in tandem
Loading all relevant and up-to-date data into the new system
Switching directly to the new system without full parallel runs phase
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	As i said earlier i would try to work in my departments and see that all the project works is done in time so that the confidence regarding success of the project is stable and if possible explain the progress of the project to CFO so that he also gets confidence and project runs successfully.
	

	[image: Post reply]






		Forum: Week 6 Discussions - Closed
	Times Read: 7 

	Date: Thu Feb 26 2009 22:25

	Author: Ramagiri, Ashwin Kumar <ramaashw@dom.edu>

	Subject: Re: W6D1 - Project Risks

	[image: Remove]

	
	

	Neglecting end users for training could be a major risk. End users usually face nightmares working with a changed or updated system if not trained accordingly. This could result in difficulties finding data, producing correct reports and also increases complexity and often results in mis-configured workflow. In order to overcome this risk, it is recommended to hold prototype sessions to demonstrate the new system and its capability and ease of use. Also, you can provide User Acceptance Testing(UAT) and get reviews.
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	Along with these steps status of the project should be tracked regularly as it can boost in making a project successful. Project Manager has the responsibility to implement these steps in a right manner.
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	You are right when you said that if the project is in its establishment phases it is significant that everybody concerned set strict factors for the project and then attach to them to pass up scope creep. So, by involving everyone in the project you will have a high probability to achieve the objectives of the the project.
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	That’s true. You also need to convince the CFO of the value of your project, so you have to bring what benefits that the new project will bring to the organization, and what the organization will be saved by applying this new project. By doing this the CFO may give his attention to your new project.
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	Yeah its so hard spending much money and at the end if it gets rejected then its just a disappointing thing .
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	If there is any misguidance in the project then it would lead to the failure of the project. It should have good guidance in the project .
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