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• From the Project Management Institute’s 2017 Pulse of the 

Profession report surveying more than 3,000 project 

management professionals:
– 28 % of strategic initiatives overseen by survey respondents were deemed 

outright failures. 

– 37 % cited a lack of clearly defined and/or achievable milestones and 

objectives to measure progress as the cause of failure, followed by poor 

communication (19%), lack of communication by senior management 

(18%), employee resistance (14%) and insufficient funding (9%).

• Due to poor project performance, organizations waste an 

average of $97 million for every $1 billion invested. 
– Better than 2016’s $122 million in waste, but still a significant amount of 

cash lost.
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IT Project Implementations
STATISTICS

https://www.pmi.org/-/media/pmi/documents/public/pdf/learning/thought-leadership/pulse/pulse-of-the-profession-2017.pdf


Implementation Lifecycle
OBJECTIVES

Implementation Objectives

• Identifying a solution to be used across the organization

• Maximizing “out-of-the-box” functionality

• Aligning current operations with best practices
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Holistic Approach
BRIDGING THE GAP
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Understanding Organizational Cognitive Dissonance

• IT vs. Operational Implementation

• Functionality vs. Effectiveness

• Critical to the Individual vs. Critical to the Organization

Implementers

Stakeholders



Implementation Milestones
KEY PHASES
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Implementation Milestones
PROCESS PRIORITIZATION

• Identify & prioritize industries and process areas

• Assess criticality of primary process areas

• Prepare process prioritization matrix

HIGH CRITICALITY

High criticality ratings 

are for process areas 

that are material, are 

part of the core 

operational model, 

and/or have a high 

compliance risk. 

MODERATE CRITICALITY

Moderate criticality 

ratings are for process 

areas that would not 

realize a high gain 

from customizations, 

there is minimal 

compliance risk, and 

do not service the 

core business 

operations

LOW CRITICALITY

Low criticality ratings 

are for process areas 

that are typically 

performed manually, 

are not resource 

intensive, and do not 

have a high 

compliance risk. 
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CRITICALITY RANKINGS



Implementation Milestones
PROCESS PRIORITIZATION

Sample Process Prioritization Matrix
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Implementation Milestones
NEEDS ASSESSMENT

• Identify core team and conduct brainstorming sessions

• Develop baseline requirements inventory and document processes and transaction 

flows

• Conduct needs assessment and compile report
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Key components of a 

requirements inventory: 

• Known “pain 

points” in the 

current process

• Required 

integrations

• Historical data 

access 

requirements

• Key regulatory 

data requirements

• Required reports



Implementation Lifecycle
ASSESSMENT
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Implementation Milestones
NEEDS ASSESSMENT
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Sample Process and 
Data Flow Charts



Implementation Milestones
NEEDS ASSESSMENT
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Sample Data 
Elements 

Dictionary

Sample Report 
Listing



Holistic Approach
NEEDS ASSESSMENT
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Sample System 
Specifications



Implementation Milestones
APPLICATION ASSESSMENT/ APPLICATION SELECTION

• Perform needs assessment gap analysis

• Compile system requirements matrix and identify solution short list

• Develop RFP and evaluate RFP responses

• Align processes 
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Identification of the Scope of the Needs Assessment/GAP Analysis

The purpose of the Needs Assessment/Gap Analysis is to identify the functionality 

resident in the JD Edwards system and determine the system's ability to satisfy the 

needs of each department within CLIENT.

(Includes information from departmental meetings - not intended to be all-inclusive.)
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Assess the needs, gaps and feasibility of:

Track acquisitions, transfers, and disposals X X X X X X X X X X

Record fixed asset transaction activity as transactions occur X X X X X X X X X X

Compare current and year to date asset acquisitions to capital budget X X X X X X X X X X

Track assets by location X X X X X X X X X X

Track assets by serial number X X X X X

Track assets by GIS identification number X X X

Track assets by identification number X X

Record serial # ranges, manuf, model #, qty, unit cost of group or bulk purchases X X X X X

Track equipment located within each facility/substation, including serial numbers X X X

Track assets by property unit number X

Track project costs/construction in progress X X X X X X X X X X

Provide inventory of facilities X

Perform departmental allocations X X X X

Perform vehicle allocations to project cost X X X X X X X X X X

Perform administrative overhead allocations to project cost X X X X X X X X X X

Use asset numbers currently used in the Faster System X

Use asset numbers currently used in the Paradigm System X

Provide inventory of vehicles and their related components/equipment X

Track assignment of assets to employees X X X X X X

Track condition of assets X X

Track OCI - Overall Condition Index X

Track acquisitions, transfers, and disposals queried by user defined fields X X X X

Provide user-defined comment fields to record other identification information X X X X X X

Provide detailed schedules of assets sold at auction X X

Perform payroll allocation to project costs X X X X X X X X X X

Implementing an integrated JD Edwards system to perform the following operational functions as they relate to fixed assets and job costs:

Assess the needs, gaps and feasibility of:

Implementing an integrated JD Edwards system to perform the following fixed asset accounting functions, in addition to the standard 

depreciation calculation and reporting:

Analyze process 

mapping, data 

elements, and 

required functionality 

to facilitate the 

transaction flow and 

reporting 

requirements of each 

key process for each 

service



Implementation Milestones
IMPLEMENTATION EVALUATION
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Sample 
Functional 
Requirements 
Documentation



Implementation Milestones
STRATEGIC PLAN AND IMPLEMENTATION PLANNING
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• Strategic Implementation Procedures – These are procedures related to the management of the project and 

include items such as the identification of the project steering committee, project governance model, 

customization acceptance criteria, etc.

• Project Timeline – The project timeline is multi-tiered to include milestone goals, project phases, project 

activities, and task oriented dates 

• Project Budget – The project budget considers direct and indirect project expenses including transitory 

expenses as well as criteria-based contingency funds

• Project Skills Analysis, by Phase – The project skills analysis identifies internal and external skill sets as well as 

any transitions to allow for resource planning including staffing recommendations

• System Development/Configuration – Ensure developments meet stated requirements and proper 

configurations should be determined based on needed functionalities.

• Infrastructure Assessment – Ensure that the new system requirements are compatible with existing 

infrastructure or if they should be updated.

• Controls Consideration – Controls affected by the implementation should be considered as system  

functionalities supporting controls may change or no longer be available

• Training Plan – The training plan identifies the training model and methods, and is segregated by pilot 

groups, power users and general users

• Access to Legacy Data – Ensuring legacy data can still be accessed and readable.

• Timing of Implementation (Fiscal Year Considerations) – For budget considerations, business needs.



Implementation Milestones
ASSESSMENT AND STRATEGIC PLAN
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Implementation Milestones
STRATEGIC PLAN
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Collaborative, Stakeholder Focus
PROJECT MANAGEMENT AND IMPLEMENTATION VALIDATION
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Focus on consistent and reliable communication throughout the 

project to ensure that all key stakeholders are aware of project 

status, issues and accomplishments. 

Informal Meetings
• Ad hoc project meetings

• Conference calls

• Task-oriented discussions

Formal Meetings
• Bi-weekly management meeting, including review of the project tracker

• Monthly stakeholder meeting to review progress, budget and ongoing 

strategic alignment



Collaborative, Stakeholder Focus
PROJECT MANAGEMENT DASHBOARD EXAMPLES
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Collaborative, Stakeholder Focus
PROJECT MANAGEMENT DASHBOARD EXAMPLES
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Collaborative, Stakeholder Focus
PROJECT MANAGEMENT DASHBOARD EXAMPLES
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• A process should be established to include the 

development of testing plans with business users 

and requiring the documentation, as well as the 

retention of, approvals for user acceptance testing, 

data validation, and go-live approvals.

• Comprehensive documentation of system design 

including how it relates to business process 

objectives should be developed and retained.

• Documentation demonstrates that controls around 

implementations are in place.
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Documentation
IMPLEMENTATION IT AUDIT DOCUMENATION REQUIREMENTS



Client Example Impact

• The District’s internal control system over financial 

reporting was compromised as the new software 

failed to ensure that journal entries were 

appropriately balanced prior to posting to the 

general ledger.

• Upon receipt of the year end trial balance, it was 

noted the District’s general fund and capital 

projects fund were out of balance $330,722* and 

$466,412*, respectively due to posting of 

unbalanced journal entries.
*amounts changed by a few dollars
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Documentation
LACK OF DOCUMENTATION/CONTROLS EXAMPLE IMPACT



• Always…

Always…

Always…

Know when you 

don’t know 

enough!

Finally…
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QUESTIONS?

Geoffrey Banez, CISA, CIA | Senior Manager
832.320.3403 | Geoffrey.Banez@weaver.com

Reema Parappilly, CISA | Partner
832.320.3254 | reema.p@weaver.com


