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INSIGHT - ERP DELIVERY

Why ERP projects fail isn't about

The systems work. The projects still miss. After enough post-mortems, the
same non-technical causes keep surfacing — and not one of them is fixed by a
better platform.

Roltrader Consultancy Group - 6 min read

Ask a room of programme directors why their last ERP went
sideways and almost no one blames the software. The database
performed. The modules configured. The integrations connected.
And yet a familiar share of these programmes still finish late, over
budget, or technically live but quietly failing the business they were
meant to transform. The uncomfortable truth is that ERP failure is
overwhelmingly an organisational event wearing a technical costume

— and the causes repeat with remarkable consistency.

They repeat because they are structural, not incidental. They are decisions that
were never made, ownership that was never assigned, and evidence that was
never demanded — the kind of gaps a Gantt chart hides and a go-live exposes.

Here are the six that surface again and again.

THE SIX NON-TECHNICAL CAUSES

o The business goal was never made testable



No one owned the process decisions
Yesterday's problems were migrated into tomorrow's system
Scope grew, but no one priced the growth

Testing and training arrived too late to change anything

Go-live was treated as the finish line

1. The business goal was never made testable

"Modernise finance." "Enable growth." "Get to one version of the truth." These
are directions of travel, not outcomes — and you cannot pass or fail against a
direction. When the objective is never translated into something measurable
(days to close, cost per order, forecast accuracy, touchless invoice rate), the
programme loses its only means of knowing whether it is winning. Design
decisions then get settled by whoever is most senior in the room rather than by
what moves the number, and at go-live there is no honest way to say whether

the investment paid off. A goal you cannot test is a goal you cannot govern.

2. No one owned the process decisions

Every ERP forces thousands of small decisions about how the business will
actually run — and each one needs an owner with the mandate to make it and,
crucially, to say no. In practice that authority is often left ambiguous. The
systems integrator can advise but cannot decide the client's operating model;
the steering committee meets too infrequently to unblock the daily choices;
and the business functions assume someone else is holding the pen. Decisions
drift, get re-opened, or get made by default in configuration. The result is a
system that reflects the org chart's indecision rather than a deliberate way of

working.



3. Yesterday's problems were migrated into
tomorrow's system

A new platform is a rare opportunity to leave old dysfunction behind —and a
rare opportunity to carry it forward at speed. If master data was fragmented, if
approval chains were baroque, if three regions ran the same process four
different ways, none of that is repaired by a migration; it is faithfully
reproduced, now on modern infrastructure and harder to unpick. "Lift and shift"
quietly becomes "lift and shift the mess." Transformation that rebuilds the same
processes on a new database is not transformation at all — it is an expensive

change of address.

4. Scope grew, but no one priced the growth

Scope creep is not the villain it is made out to be; some of it is legitimate
learning. The failure is not that scope changes — it is that it changes without a
decision. A new requirement is absorbed into the plan without anyone stating
what it costs, what it delays, or what it displaces. Ten of those, and the
programme is carrying a budget and a timeline that no longer describe reality,
defended by a status report that still reads green because the change was

never surfaced as a choice. Uncontrolled scope is really uncontrolled silence.

Most ERP programmes are not undone by the thing that
went wrong. They are undone by the decision no one made,
and the status that hid it.

5. Testing and training arrived too late to change
anything

When testing is compressed into the weeks before cutover, it stops being a
way to find and fix problems and becomes a way to confirm the date. Defects



surface with no runway to resolve them, so they are triaged into "post-go-live"
— a list that rarely shrinks. Training suffers the same fate: delivered too close
to launch to build real fluency, so people revert to the workarounds they trust
the moment the system does something unfamiliar. Both are symptoms of the
same thing — evidence gathered too late to influence the decision it was meant
to inform.

6. Go-live was treated as the finish line

The project celebrates cutover, the team disbands, the budget closes — and
the actual outcome is only just beginning to be decided. Whether the promised
value lands is settled in the twelve months after go-live, exactly when the
people who built the system have moved on and no one is measuring whether
the new way of working held. A technically flawless implementation can still fail
the business, silently, because adoption slipped and value quietly leaked away
with no one watching the gauge.

What actually separates the ones that work

Notice what the six have in common. None is a technology problem. Every one
is a decision that was never made explicit, never owned, or never tested
against evidence — and then hidden by a status that reported comfort instead
of truth. The programmes that succeed are not the ones with the best software
or even the best people; they are the ones that make their decisions visible,
give each a named owner with the authority to say no, tie every "green" to
evidence rather than assertion, and keep measuring after the launch party.

That is harder than it sounds, because the party best placed to report progress
— the team delivering the work — is also the party least able to grade it
independently. It is the same reason no company audits its own accounts. The
check that matters is the one nobody delivering the programme has a reason to
soften.



A note on where we sit. Roltrader exists to be exactly that check — the
independent, evidence-led layer across an ERP transformation, from the board
decision through delivery and into steady-state, computed from your own data.
But you do not need us to act on any of the above. Make the goal testable. Name
who decides. Price the scope. Test early. Keep measuring after go-live. The
technology was never the hard part.

We are the only independent governance-and-validation platform that
referees enterprise transformation — human- or Al-delivered — without

ever delivering it ourselves.
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