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ABSTRACT

SAP SYSTEM IMPLEMENTATION PROCESS IN A PUBLIC INSTITUTION

Zeynep Caglar

Industrial Engineering Master Program

Supervisor: Assist. Prof. Adnan CORUM

May, 2018, 46 pages

In this thesis, a public institution that decides to go ahead with the implementation of
Enterprise Resource Planning (ERP), which can be described as the most common
solution today has been mentioned. The reason why the institution wants to move to
enterprise resource planning, how the application is decided and what is done in the
transition process is discussed.

In the introduction section of the thesis, general information is given about the history of
enterprise resource planning, firms operating in Turkey market for enterprise resource
planning applications, and the planning of the transition process.

In the development section of the thesis, the reasons for the implementation to SAP in the
public institution are mentioned. Following the transition to the enterprise resource
planning, company selection, consultant selection, and transition process are explained
and the methods that the institution used are described.

In the conclusion section, the transition of the institution to enterprise resource planning

and the difficulties experienced during the transition process, how it affects the institution
after the transition is summarized.

Key Words: ERP, SAP, Implementation, SAP Implementation



OZET

BIR KAMU KURUMUNDA SAP SISTEM KURULUM SURECI

Zeynep Caglar

Endiistri Miihendisligi Yiiksek Lisans Programi

Tez Danismani: Dr. Ogrt. Uyesi Adnan CORUM

Mayis, 2018, 46 sayfa

Bu tez ¢alismasinda giiniimiizde en yaygin ¢6ziim olarak nitelendirilebilecek kurumsal
kaynak planlamasi uygulamasina ge¢meye karar veren bir kamu kurumundan
bahsedilmistir. Neden kurumsal kaynak planlamasma gecilmek istendiginden, hangi
uygulamaya nasil karar verildiginden ve ge¢is siirecinde neler yapildigindan séz
edilmektedir.

Girig bolimiinde kurumsal kaynak planlamasiin tarihgesi, kurumsal kaynak planlama
uygulamalar1 konusunda Tiirkiye pazarinda olan firmalar ve gegis siirecinin planlanmasi1
hakkinda genel bilgi verilmistir.

Gelisme boliimiinde kamu kurumunda, SAP sistemine gec¢is sebeplerine deginilmistir.
Gegise karar verildikten sonra firma se¢imi, danigman se¢imi ve gecis slireci anlatilmig

ve kurumun hangi yontemleri kullandig1 aktarilmistir.

Sonug bolumunde kurumun SAP sistemine gecisi 6zetlenmis ve gecis slirecinde yasanan
zorluklar, gecisten sonra kuruma nasil etkisi oldugu anlatilmistir.

Anahtar Kelimeler: SAP, ERP, Uygulama, SAP Uygulamalari
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1. INTRODUCTION

The fact that information technology is being used in practice in almost every area of our
lives has become both a necessity and a corporate culture. In this thesis study, transition
process of a public institution to ready ERP package after its own systems is clarified.
How the institution decides to move to the ERP system, what is important for the

organization in selecting the firm and how the transition period is managed is explained.

On the other hand, the studies for the acclimatization of institution personnel to the ERP
system and whether these studies are effective or not will be transferred with the

observations of the project team created for the ERP transition.

In chapter one, the basic academic and theoretical knowledge about ERP is given, and the
features, structures, history, and significance of ERP systems is covered widely. Later,
the details of what should be considered when an ERP software system is installed is
explained in detail. Information on the advantages and disadvantages of installed ERP
systems is given and is focused on what should be considered when evaluating

companies. Finally, the details of the costing of the system is explained.

In the third section information about the institution is given. The structure of the
institution is explained. It is explained why the institution needs the ERP system and how
the transition to ERP system is occurred. After being told what to look for in the selection

of company and consultant, the transition process is explained.

In the last part, how the transition period has passed in the institution and what has

changed in this process is summarized.



2. ERP SYSTEM

2.1 WHAT IS ERP?

ERP represents Enterprise Resource Planning. Other prevalent names used for ERP are:
Enterprise Information Systems (EIS), Enterprise Wide Systems (EWS) or Enterprise
Systems (ES). Enterprise systems are “business-oriented data and business software
packages that enable the integration of business processes in an organization” (Markus
and Tanis, 2000). Generally, ERP systems provide cross-organization integration of
transaction-based data via engrafted business processes and they include lots of modules,
for instance, human resources, sales, finance, and production. These software packages
can be adapted to the specific needs of each organization adequate to determined limits
(Esteves and Pastor, 1999). As Klaus et al. (2000) report, in the IS literature, we notice
some conflict among academics on the features and explanation of ERP. Some authors
(Davenport, 2000; Laudon and Laudon, 2000) don't use the term of ERP and propose
other options; however other authors (e.g. Pawlowski et al. 1999) put forward that ERP
is not a term attributing to a clear object but rather a category (“umbrella term”), implying
a series of similar products. Yet others define the ERP term in its historical evolution
related to manufacturing and supply chain management. Far and wide it is not possible

that an agreed definition can be obtained.

It is expected that ERP will support organization's founding activities and present its
various management levels in a highly integrated manner, in the literature. When
integrated with business partners' systems beyond the limits of the individual business,
such extended ERP systems, creating a value creation process network that goes beyond
organizational boundaries. ERP can be an essential platform for an enterprise's
information infrastructure. Based on the literature review, Uwizeyemungu and Raymond
(2004), have tried to define the features that are generally attributed to ERP systems
(Figure 2.1). Today, new terms such as ERP Il and Enterprise Resource Management
(ERM) have been proposed. The ERP 11 term was put forward by the Gartner Group, and
it is defined as “a business strategy that creates customer and shareholder value and a



range of industry-specific applications that enables institutional and inter-institutional,

collaborative operational and financial processes.” (Bond et al. 2000).

There are more than 1000 ERP vendors and solutions that can be chosen (Anderegg,
2000). “However, most of them are very small and escape the detection of companies
looking for new ERP systems” (Anderegg, 2000). Oliver and Oliver (2002) discuss how
ERP systems shape the IT industry and are addressed in the following comparison: Bruce
Richardson, vice president of research for the AMR study says that "twelve years ago, IT
people identified their organizations as IBM or Digital shops. Anymore, SAP or
PeopleSoft is likely to be higher” (Sweat, 1998).

ERP, Enterprise Resource Planning is the general name given to the united management
systems which provide efficient use of sources such as labor, machines, materials etc.

necessary for product and service production in the enterprises. (www.nerma.com.tr)

Figure 2.1.1: ERP Systems concept. (Hossain, Patrick and Rashid, 2002)
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ERP provides common data share of different departments by collecting all departments
of an institution under a single computer system. Thanks to this common information
system, the needed information is served to the corporate employees in a database. In the

classical systems, each department work with the computer systems in compliance with



their own work flows. ERP unites these differences with a united software architecture
and by using a single database and allows multiple departments with different operational

features and needs to easily work in communication with each other. (Kdstence, 2009)

The progresses of work are completely bond to each other with ERP. All units from the
sales orders to the production, production to the purchase, purchase to the stocks, stock
to the shipment, shipment to the accounting can transfer works to each other in the system.

The management is allowed to centrally monitor all of these movements. (Altunsu, 2014)

ERP systems are in modular structure. If requested by the companies, the modules of the

ERP system can be used separately.

2.2 HISTORICAL DEVELOPMENT OF ERP

Materials Resource Planning-MRP has begun to be used in the USA for the first time in
1960s. MRP is used for determining when and in which amount the raw materials will be
necessary and calculating the procurement orders backwards from the delivery date by
considering the main production plan and the present stocks. In this way, the company
can supply health raw materials. In continuation of the concept of MRP, Manufacturing
Resource Planning — MRP 11 has arisen again in the USA in 1970s. MRP 1l works by
considering a company as a whole in addition to Planning of the Material Needs and aims

to use all sources (finance, time, capacity etc.) in coordination. (Giiz, 2005)

MRPII has turned the main production plan of MRP into a more detailed daily and weekly
plans as well as it has become an industrial management system which presents a
company's sales, procurement, inventory management, production planning and control,
accounting, financing, costing, quality management etc. functions in integration in a
single database. (Gliz, 2005)

ERP concept has emerged as result of efficient and productive planning of all resources
of a company which has more than one facility, factory and warehouse. As a natural result

of the globalization, it has been important to manage the work activities in difference



geographical regions with distributed databases and global integration. The need for
quick, real and actual information flow in internal departments and external enterprises
has made such an integrated system very important for the modern companies. The
reports obtained with the information processed in the system direct an organization's

plans and programs and eases the stage of decision.

Today, the ERP systems have found their place within the functions of an enterprise as
integrated systems which successfully manage the works and create all kinds of reporting
and decision support infrastructures. In addition to this, a model which includes the
suppliers, carriers, contract manufacturers, distribution channels and customers and the
final customers getting the goods and services in the ERP system was developed in order
to follow up how healthy the shipment works are done and to decrease their costs within
and outside the boundaries of the region in which the goods and services are produced.
This model is named as the Supply Chain Management (SCM). The ERP system has
taken the name 'ERPII' after including the Supply Chain Management module in it. ERP
Il includes the concepts of CRM-Customer Relationship Management and Bl-Business
Intelligence. (see Table 2.1)

Table 2.1 : ERP evolution (Hossain, Patrick and Rashid, 2002)

2000s Extended ERP
Enterprise Resource Planning

1

990s (ERP)

Manufacturing Resources Planning

1

980s (MRP 1)

Material Requirements Planning

1970s (MRP)
1960s Inventory Control Packages

2.3 IMPORTANCE OF ERP SYSTEMS

With the spread of the information age and entrance of the software solutions into almost
all points of our life with development of internet, ERP systems have also spread with

this development. It is inevitable for the enterprises to establish systems which reach to



wider audiences and are quicker, more effective, more productive and more usable for
their works. It is possible to diminish problems such as loss of possibilities, increase of
costs, delays and problems due to the mistakes of the people with the ERP systems which
can be developed independently from the humans. Particularly for the system
understanding to provide continuity in the services and the production systems and

continuity of the progresses based on systems, the ERP systems have become inevitable.

Many producers use the technology to make product renewal, quicker delivery and more
qualified services for meeting the increasing demands. The production progress has
become more complex as the technology allowed this kind of developments in the
production. Because the enterprises have developed separate computer systems for
meeting the needs of each department such as accounting, procurement, stock and
planning. Each of these systems are connected to the old main systems and they can make
automation in a certain functional unit and allow that unit to work more actively.
However, such systems multiply the automation units that are inappropriate to each other
and cause integration and coordination deficit by preventing use of all technology and
equipment potential of the enterprises. For example, if the sales and order systems of an
enterprise are not connected with the production planning systems, that enterprise will
not have production efficiency and customer interaction. Similarly, in case that the sales
and marketing systems are inappropriate to the financial reporting systems, the upper
management will find it difficult to reach the actual information in making emergent and
important business decisions, which will make the decisions taken instinctively.

Even if a company has different factories and different production stages, it may be
mandatory or economic to keep some functions such as design, central procurement,
storage, shipment common. In this case, the ERP system will create an effective and
productive working order by providing cooperation between the aforementioned factory

and production stages (Sener, 2001).

The requirement on understanding the reasons under application of the ERP system and
understanding completely the demands of the companies must be met very clearly by the
people supporting the system long time prior to beginning establishment of the system
(Karakanian, 1999).



Factors such as obtaining a single institution source to meet the information needs of the
company, reaching the same data at once and to integrate the work systems in a single
platform as much as possible (Diizakin and Seving, 2002) are only some of the main
factors (Karakanian, 1999). However, the ERP systems is preferred not due to the ability
to integrate the work systems in the enterprise but also the ability to integrate the internal

progresses of a company with the partners of the company (Wilson, 2000).

The developments in the technology made a company able to operate in different
geographic regions. In global companies, it requires more effort to integrate various
production tools due to the differences of technology in the other countries. If a company
use different computer systems in different countries, transferring the information through
these different systems generally requires expensive interface units and time and effort of
the company's employees to make data entry. In addition to this, the number of different
computer software and hardware systems increase as the company grows and expands
(Palanisvamy and Frank, 2000). This is a complex structure which is hard to manage as
well as it delays the decisions of the upper managers with the problems brought by the

possibility to reach the information instantly.

All these reasons increase the need to the ERP systems day by day. The main reasons of
selecting ERP packages are as follows (Davenport, 2000; Ross and Vitale, 2000;
Bayraktar, 2007):

I.  Providing automation in the background works.

ii.  Providing better coordination between work processes.

iii.  Increasing individual and organizational efficiency.

iv.  Providing coordination between locations that geographically are far from each
other.

v.  Providing unity of termination in the organization.

vi. ~ Having consistent application logic, consistent information and interface
that allow to understand the information technology's infrastructure and to

work in this infrastructure.



vii.  Meeting the need of easy access to the data in order to improve the decisions of

strategic planning.

viii. ~ Meting the expectation of decrease in the costs of operation.

ix.  Meting the expectation of increase of the customer contribution in the processes.

24 ERP SYSTEM SELECTION CRITERIAS

During the selection of the ERP software, the selection criteria must be considered in

three main groups (Kdostence, 2009):

I.  Purchase Progress.
ii.  Installation Progress.

iii.  Operation Progress.

2.4.1 Purchase progress

During the Purchase Progress, two sub criteria must be evaluated as purchase costs and

status of the supplier company.

2.4.1.1 Purchase cost

As the cost of purchase, the equipment to be used, operating system and the cost of
database must be evaluated within the purchase costs together with the ERP's license. In
addition, the costs of consulting, training and maintenance must be evaluated in the

purchase stage.

2.4.1.2 Situation of the supplier company

During the purchase stage, the previous works of the supplier company in the sector and
its status in the ERP market must be considered as well as its financial structure. Before
the purchase it is especially required to visit the companies, which are mentioned by the

supplier of ERP as reference, if it is not possible, a short research must be made.



2.4.2 Installation progress

During the selection of ERP, the criteria in the installation progress must be considered
after completing evaluation of the purchase criteria. At this stage, compliance of the ERP
software with the company must be inspected and the duration of installation, and training
and consulting services must be inspected in detail. While considering the criteria of
compliance of the ERP software with the enterprise, its compliance with the sector and
the organization structure must be evaluated. If it is hard to meet these criteria, it must be
inspected whether the system is in integration with external systems or the additional
software for removal of this deficit. Of course, time and material dimensions of these
must also be considered. In the process of installation, it is of utmost importance to find
an experienced consulting company that can well organize the adoptions and additional
software. If the consulting company has other projects in process, sufficient consulting

resource may not be found.

2.4.3 Operation progress

The last stage in selection of the ERP is the evaluation of the criteria during usage. The
ERP system to be purchased must be easily learnable, the user must have the ability to
design own reports, there must be an infrastructure that can meet local and international
needs, the reports to be taken must be consistent, web-based applications must be
supported, performance problems must be solved, and the system must be able to give
continuous support and the authorizations and safety policies must be created. The

software to be purchased must be guaranteed with maintenance agreements.



2.5 ERP MARKET IN TURKEY

251 SAPERP

According to the SAP ERP official web site, SAP is the number one ERP software in
Turkish market. It is the leader in the world market of ERP in terms of revenue. SAP
(Systems, Applications and Products in Data Processing) was founded in 1972 in
Walldorf city of Germany by five former IBM employees.

SAP was designed to meet the demands of all kinds of enterprises from small and medium
sized enterprises (SMES) to the global companies and it has a great advantage potential
for the enterprises in the competition environment which gets harder day by day. SAP is
general in the ERP sector and it is a strong ERP solution. SAP and ERP have the same
meaning. In addition, SAP has special solutions for difference industry areas such as

hospitals, banks and commercial enterprises.

SAP, which is in Walldorf city of Germany, is the leader client/server business
applications solution provider in the world. Today, SAP R/3 client/server and R/2
Mainframe Business Applications have been selected by more than six thousand big
enterprise in more than fifty countries to organize their financial, production, distribution
and human resources processes. SAP manages 31% of the world's client/server research
application software market and it is the world's number one business applications

software seller and the world's fifth biggest independent software provider.

"R" ("Realtime™) in SAP R/3 symbols the data processing features, and "3" symbols the
three-level application architecture which consists of database, application server and
client. RDBMS (Relational Database Management System) allows to use the advantages
of Oracle, Microsoft SQL, Informix servers. SAP R/3 has an internal EDI (Electronic
Data Interchange) which supports the office software. R/3 was developed and released to
the market after R/2 in 1992. R/2 software is appropriate for main structure environment

system apps and R/3 for open client/server (customer/service provider) system apps.

10



The other products developed by SAP can be summarized as APO (Advanced Planner
and Optimizer)- BW (Business Information Warehouse)- CRM (Customer Relationship

Management)- SRM (Supplier Relationship Management) etc.

252 NETSIS|ILOGO SOFTWARE

According to the LOGO official web site, Logo, which has entered the sector in 1984
for developing application software for personal computers, is one of the biggest
application organizations of Turkey. It has been the innovative leader of the software
sector in Turkey with the solutions, services and innovations it produces. The products
of Logo, which is one of the fastest growing companies of the sector with its
distribution network and more than 800 agencies, are used actively in more than 85
thousand companies. Logo distributes its products, which are adapted into languages,
business practices and legal regulations of many countries in Europe, Middle East,
Africa and Asia, to the users via its authorized business partners or fully authorized

distributors.

Logo, which has invested in new business models and technologies during its software
sector experience of 30 years, added its software products to the scope of Coretech which
is one of the leading technology companies in the sector with SaaS applications in the
year 2011. In 2013, it merged with WorldBI which develops Business Intelligence
software and it gained a great share in the market of Business Intelligence in addition to
internet and mobile based technologies. Attendance of Netsis, one of the important
players in the local software sector, in September 2013 has strengthened the competitor
position of Logo in the Turkish market. The sales activities which will provide strategical
contribution continued in 2014 too. In 2014, Logo Electronic (e-Logo) was acquired. e-
Logo has product and service portfolio which allows companies to adopt the electronic

commerce in the best, fastest and easiest way.

11



2.5.3 CANIAS ERP (IAS: Industrial Application Software)

According to the CANIAS offical web site, this company was founded in Germany in
1989. It has had great success in export of corporate solutions. CANIAS ERP is the only
Turkish ERP software which is used in six languages in totally nine countries including
Germany, Austria, France in particular. It includes modules such as logistics, production
and capacity control, accounting-financing, actual costing, customer relations
management, human resource management, document management, maintenance
management, EDI (Electronic Data Transfer) and corporate records (Balanced Score
Cards). Its infrastructure, which was created by thinking in details, makes it easy to use

and diminish the costs of consulting and training.

CANIAS ERP's modular structure gives important advantages for development of the
enterprises. Thanks to its flexible modular structure, it is possible to integrate the
applications in the system in time. Therefore, you can install the system according to your
needs and priorities in the first installation and you can integrate new modules to the

system in parallel with your development.

254 ORACLE

According to the ORACLE offical web site, it is one of the first three players in the world
market. It also has an important market share in Turkish ERP market (ias.com.tr).
ORACLE, which is widely known with its database solutions, has an ERP package
identified as “Oracle E-Business Suit”. Oracle is the second of the ERP market in the
world and it has made a serious attack against SAP by acquiring Peoplesoft (JD Edwards)

which is on the third rank. It has approximately 200 installations in Turkey.

Relational Database Management Systems-RDBMS are the programs in which great
amount of data are kept safely, the information can be accessed quickly, the information
can be kept in integrity and more than one users can access the information at the same
time. ORACLE database is also a RDMS.
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255 MICROSOFT DYNAMIX AX

According to the official web site Microsoft, Microsoft Dynamics AX, within the
Microsoft Dynamics family of solutions, is a highly effective ERP solution that meets the
needs of any large-scale organization. With its many advanced features, powerful
architecture, and the advantages it offers, Microsoft Dynamics AX adds value to
businesses that see technology as a competitive weapon. One of the key benefits of
Microsoft Dynamics AX is that it offers all the functions and features that a agile and

competitive organization would need in a "package."

2.6 ERP SYSTEM MODULES

In general, ERP modules are as follows (Hossain, Patrick and Rashid, 2002):

a. Material (Stock) Management

b. Sales and Distribution Management

c. Quality Management

d. Human Resources Management

e. Finance Management

f. Production Planning and Control Management
g. Supply Chain Management

h. Purchasing Management

a. Production follow up module: It is a module which generates fast, effective
and automatic results in creation of the production plans, storage the realized
production data and provision of continuation of the activities in all of these
progresses. In particular, comparison of the realized and planned data becomes
the only work remaining after processing the production models and entering
the main data into the system. The ERP system allows to report the requested
data according to any search and ranking criteria when it is programmed. It

especially removes the possible human errors in calculations and processes.
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. Purchase module: All data about purchases are kept in this module. All
activities from the purchase information to the purchase specifications and
product features, from the offers to the orders, from the contracts to the
applications and the purchase supplies are automatically, quickly, reliably and
smoothly made in this module. In addition, the evaluations about the suppliers,
supply durations and the factors in the supply chains are followed with this

module.

Material management module: It gives very importance traceability
advantages especially in creation of BOM (Bills of Materials) data, obtaining
the amount data in the purchase decisions, keeping storage and inventory

records and tracking all of these.

. Quality control module: This is the module in which the quality conditions
are controlled, all control data are recorded, and the results of the quality data
are kept in order to check whether the products meet the determined quality
conditions. Especially for producing a product, traceability and the quality data
of that product is kept in this module. It gives very important advantages in

access to the retrospective data.

Sales and distribution management module: It gives very importance
advantages in especially realization of the sales, tracking the order data, making
shipment planning, tracking the distribution channels, realizing the sales in a
timely and requested manner, tracking the distributed products and making the
recall activities. In particular, it makes very important contributions for
automatically accessing all sales data in a recall situation and for providing
traceability of the product, although the product does not belong to the

enterprise anymore, in terms of time, quality and other factors.
Financial accounting module: It gives very important advantages in tracking

of all financial data of the enterprises regarding the financial infrastructures,

keeping continuous and actual records, realizing the activities on the investment

14



decisions, meeting the short, medium and long financial needs and the payment

plans.

g. General accounting module: It covers all of the records about accounting, the
information in the customer database, payment plans, receivables and
collections, checks and the other financial applications. Receivables of the
personnel, payroll transactions and the other financial records are kept in this

module.

h. Human resources module: This is a module which can be actively used for
determination of the training needs, creation of the training plans, keeping the
training records, determining the criteria of employment, keeping the interview
results and all resumes. It gives very important advantages in continuous
development of the human resources, determination of the abilities and storage

of the data regarding all of these processes.

2.7 HOW IS THE ERP SYSTEM INSTALLED AND COMMENCED?

How an ERP system is implemented in an organization occurs in the following steps,

respectively (Kostence, 2009). These steps are given below and also explained in detail.

i. Project preparation stage,
ii. Determination of the project team,
iii. Software selection,
iv. Consulting company selection,
v. Hardware and infrastructure preparation stage,
vi. Current system analysis,
vii. Conceptual design stage,
viii. Detailed design stage,
ix. Test stage,
X. Stage of end user trainings,

xi. Go-live preparation stage and
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xii. Go-live start and use stage.

2.7.1 Project preparation stage

The first stage of the ERP system installation must be commenced by checking whether
the enterprise needs the ERP package. Because passing to the ERP application is a process
which is expensive and long. The enterprises act without knowing what to do in this
process. Generally, the consultants carry all the load in the application stage. Actually,
this is not the consultant company's, but the enterprise’'s own project. The enterprise must
assign a person who is experienced in ERP application as project manager when it decides
to pass to the ERP project. The project manager must be fully authorized in the company.
When required, the persons who manage the enterprise must act in accordance with the
requests of the project manager. For realizing this, regular informational meetings must
be made during the project. The project plan and the budget of the project must be

reviewed in these meetings.

2.7.2 Determination of the project team

The first job of the project team manager must be to create a project team. The appropriate
people in the enterprise must be determined as key users and new staff must be employed
for supporting the insufficient departments. The project team to be determined must
consist of the people who are experienced in the related departments, have the ability of
analytical thinking and follow the technology closely. The most experienced person of
the related department being a member of the project team means that the related person
will give an important part of his/her time to the project works. This is not a situation
desired by the department manager. Although the department manager is right at some
point, assigning this person for the works will give great advantages to him/her in the
future. The project member is not grown up as key user although the related department
has some difficulties during the project. In addition, this key user will make pressure on
the consultants for solving the problems of his/her own department as the person who
knows the problems the best. In case that the managers want the project members to spend

half of their times in the project and the other half in their own jobs, the project member
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will not give the required support to the project without solving the instant problems in
his/her own department. In this case, the project members generally take part in the project
works only when they are free. Instead of this approach, it will be better to transfer their
jobs to the senior ones, which will help the senior ones get more experience and lose their
fears of being unemployed after passing to ERP and they will support the project. In
addition, the key users’ attendance to the project will be provided in a more effective way.
Therefore, selection of the key users and making them spend all of their times for the

project are of great importance to get the best results from the project.

However, it must not be forgotten that "the enterprises which train their employees about
ERP applications are under risk of losing their investments because the consulting
companies have great interest in the employees who are well trained on ERP." (Ayag and
Danaci, 2007).

2.7.3 Software selection

Selection of Software: selection must be done by considering the criteria given under the
heading "ERP System Selection Criteria". In this selection stage, it is better to take the

ideas of the project team.

2.7.4 Consulting company selection

As we mentioned above, this project is not the consulting companies, but your own
enterprise's project. The consulting company will only be a tool to reach your target.
However, this tool is an important one. Therefore, careful selection is an important factor.
The consulting company's experiences and status in the market must be inspected. While
inspecting the experiences, the applications in similar sectors must be considered and the
ideas of this company must be taken. In fact, the experience of the consulting company is
the experience of the consultant to be assigned by it for you. The real experience which
will determine your success is the experience of the consultant. The ideas of the other
companies can be taken on the most experienced consultants. There may be too much

work load on the consulting companies. This may cause not being able to take the
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necessary support from the consultants. On the contract to be made with the consulting
company, it must be clearly mentioned which consultants will come in which days of the

week during the project and the support services.

ERP systems are very complex, and they must be based on many different expertise areas,
which means that the enterprise may need to get external support. It is very hard to find
good and experienced consultants, therefore making an agreement with a consulting

company is not the guarantee of success (Ayag and Danaci, 2007).

2.7.5 Hardware and infrastructure preparation stage

For the system to be used during the project, the appropriate server, operating system and
the database must be purchased, and the system must be installed on these machines by

taking the views of the consulting company. The needs of wiring must be considered.

2.7.6 Current system analysis

At this stage, all work processes of the enterprise, the reports taken, approval procedures
and the structures of the organization must be documented and the relations between the
processes must be determined. In the present situation report, the problems and the

improvement suggestions must also be included.

2.7.7 Conceptual design stage

The project team must be trained about the new system before passing to the conceptual
design stage. The consultants must review the present situation report and check whether
the new system is in compliance with the present structure. Additional software must be
planned for the parts of the new system which are not in compliance with this structure.
The conceptual design must be documented in detail similarly with the present situation.
This report must be carefully read by the enterprise managers and it must be checked
which progresses can be done in the new system. The document of conceptual design

must be approved mutually by the managers and the consultants.
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2.7.8 Detailed design stage

The consultant will make adaptation of the system by working in coordination with the
project team. A record book must be created for the critical decisions and applications in
the adaptation stage. The relations between modules, additional software, integration with
the other systems must also be done in this stage. New work processes are also determined
in this stage. The reports to be taken and the outputs are determined and written according
to the new work processes. The organization structure must be reviewed with the new
processes and the suggestions of change must be presented to the upper management. At
this stage, main data such as seller, customer, material and product trees must be created
for preparation to go-live. If batch programs will be written for these main data to be

entered to the system and the processing data during the go-live, they must be started.

2.7.9 Test stage

The new system arising in the detailed design stage must be tested in this stage. The tests
must be given the necessary importance and the test results must be carefully analyzed.
Every scenario must be separately reviewed with real data and the results of trials must
be reported based on scenarios. The processes which fail in the tests must be reconsidered
and corrections must be made. After completion of the process tests, the integrations
between the modules must be tested in the same way. The tests of integration between
modules must be given more importance than the process tests. All units must take part
in the integration tests at the same time, however, the focus point must not only be the
modules of the tested units. If there is integration with other systems, the tests must be

completed at this stage again.

2.7.10 Stage of end user trainings

After completion of all tests and performance of necessary corrections, the system

becomes ready for go-live and training. At this stage, the trainings must be given for the

end users to use the system. Not only system introduction must be done in the trainings.
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These trainings must also include information on how to realize the jobs and the new

work processes to the end users.

2.7.11 Go-live preparation stage

Firstly, the server to be used in the live system must be installed during preparation to
start go-live. Then the main data are entered to this system. Prior to one week before
starting the go-live, the method of entry of data such as open purchase orders, sales orders,
account balances must be determined. These data must be entered to the system before

passing to go-live.

2.7.12 Go-live start and use stage

Although the users have been given sufficient information as of passage to go-live, there
may be some complexities in the enterprise. The consultants must visit the company more
at this stage. An agreement must be made with the consulting company on how much and

how the consulting support services must be given.

2.8 DIFFICULTIES FACED DURING ERP SYSTEM ADAPTATION STAGE

Passage to the ERP system is realized after inspecting an enterprise's organizational
structure, functions, production or service system. There may be some difficulties as there
will be a passage to the ERP system from a traditional enterprise, which will change the
organizational structure of the enterprise. In short, these difficulties can be listed as not
appropriate environment or product, enterprises not having qualified employees, cost and
insufficiency of the consulting companies, difficulty in payments, customers not being
able to use the electronic environment, infrastructure problems about the information
technologies, entry cots, legal problems and uncertainties, safety and damage risks, not
taking support from company owners or the upper management members, problems about

technologic infrastructure and the cost of computer technologies (Cagil and Ergin, 2008).
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2.9 ADVANTAGES AND DISADVANTAGES OF THE ERP SYSTEM

ERP system have lots of advantages and disadvantages, but according to system number

of these advantages and disadvantages can be changed.

The advantages and disadvantages of the ERP system according to (Hossain, Patrick

and Rashid, 2002), are given in this section.

2.9.1 Advantages of the ERP systems

Advantages of the ERP systems are as follows:
« Developed business progresses.
+ Easy data access for decision support systems.
+ Easy tracking of the work progresses by the employees.
* Less paper works.
+ Better information planning.
* Provision of better data verification.
* Increase of performance.
+ Developed cost tracking.
+ Giving response to the customers in shorter time.
+ Better cash monitoring.
+ Developed data tracking and ranking.
+ Easier adoption to market sales.
+ Competition advantage.
+ Developed supply management.
+ Shared customer database.
+ Developed international processes.
+ Single data entry.
+ Service provider.

* Internet based apps.
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2.9.2 Disadvantages of the ERP systems

Disadvantages of the ERP systems can be listed as follows:

« Complex use.

« Very expensive installation.

* Hard to solve problems, if any occurs.
+ Very expensive to operate the system.
* Fear of users to make mistake.

+ Decrease of self-control on your works.

2.10 COST OF THE ERP SYSTEM AND ITS RETURN OF INVESTMENT

ERP system's installation costs are high. However, a well installed ERP system can return
the investment. ERP systems' annual maintenances and trainings also have important
place in the investment budgets. However, when the additional values are considered, it

is seen that the cost of ERP decreases, and the works go faster.

In a study done by Meta Group and including 63 companies, it was seen that the cost of
ERP starts from 500 000 USD for small companies and up to 15 000 000 USD for big
companies as total cost of ownership including software, hardware, consulting and
training costs (Stein, 1999). In addition, ERP projects may require long, and serious
adoption progresses according to the application strategies of an enterprise. According to
a research, ERP application duration is 23 months in average (Umble et al., 2003). This
duration depends on planned time and budget completion. According to the research done
by Meta Group, the ERP applications start to give results after 8th month and this duration
can extend up to 23 months. The average annual return is estimated as 1 500 000 USD
(Bayraktar, 2007).
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3. CASE STUDY

3.1 THE INSTITUTION

The institution, which is the subject to ERP implementation process, is a national R&D
center that produces innovative and national solutions for the needs of our country with
the studies it has carried out in the areas of information, information security and

advanced electronics.

With the feature of being Turkey's most competent R&D center, to provide technological
independence in the field of informatics and information security in Turkey carries out
technological R&D activities that ensure the security, integrity of military and civilian
information and transmission and storage thereof. Our center conducts scientific and

technological research at international standards with more than 1700 human resources.

The main activities of our center are Research and Development, Testing and Evaluation,
Prototype Production and Training. Our Center has five institutes that have signed
hundreds of successful projects in the fields of advanced electronics, information
technologies, cryptology, cyber security, software technologies, information security,
electronic combat and telecommunication. Apart from the institutes, there are four vice

presidencies.

In addition to this, it operates with the principle of providing our country's information
and information security needs with unique solutions that meet stakeholder needs rather
than with uniform solutions. The technological solutions developed by the Institution
exceed the borders of the country and used by North Atlantic Treaty Organization
(NATO) countries and many European and Asian countries. With this contribution of our
center, our country has become a country that exports solutions in the areas of information

and information security and compete with world’s giants.
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3.2 WHY THE INSTITUTION NEEDS ERP SYSTEM?

With the management change in 2012, suggestions were collected for improvement of
the institution, eliminate deficiencies and for more efficient study. The recommendations
for improvement, which was collected from the Institutes and the Vice-Presidencies and
the units under them, were presented as a report. As a result of this report, studies started

under three main headings. The transition to the ERP system was one of these headings.

In the report prepared with the opinions and suggestions collected from the managers,
include feedbacks on important issues such as "information systems support™ in addition
to those related to processes and organizational structure. The issues in these two subjects

are summarized below.

If we summarize the views on information system support, it can be said that they are

gathered in three points.

(1) The first one of these; is the existence of more than one "information systems™
within the institution, employees have to work both in the project environment
(such as UgNet) and in the "IdariNet" environment, which adversely affects
productivity and communication. Almost everyone at this point agrees and it is
generally accepted that this situation needs to be corrected in a way that does not

undermine security.

(2) The second point is the usage problems of "business application software™ and
requests for change related to them. Together with complaints about resolution,
these problems are tried to be solved by application developers through existing

mechanisms.

(3) The third point is that the view of some applications such as "project management
system™ and "configuration management system" to be made with generally
accepted ready-to-use application software. It has been reported that the business
application software currently being used in this regard is continuously improved

and enhanced.
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The center is an institution with dynamic structure in the sense of administrative affairs
besides R&D work. Especially administrative units such as human resources, accounting,
and procurement were using different systems. Because these systems operated
independently of each other, the same tasks had to be repeated for different jobs. This

was the wasted workforce.
IKYS (Human Resources Management System-insan Kaynaklari Yonetim Sistemi),
SAY2000I and HYS (Expenditure Management System-Harcama Yonetim Sistemi) were
used separately and systems that make it difficult to follow work because of their separate
use. It has been decided to use ERP to execute, measure and report these processes and
functions managed in multiple platforms under one roof.
3.3 SAP IMPLEMENTATION PROCESS
In this section SAP implementation process are depicted in detail, respectively.

3.3.1 Project preparation stage
The project preparation phase has been planned and carried out as four phases. These
phases; determination of the project team, software selection, consulting selection and

hardware and infrastructure preparations.

At the beginning of the project, Project plan has been prepared in MS Project. This plan
includes every step. The project's main calendar is generally as in Figure 3.1.

Figure 3.0.1: Project plan calendar

@ Task _ [Task Name - |Puration - |Start - Finish =
Mod |
1 b= + Proje Hazirhk 42 days Mon 29.04.13 Tue 25.06.13
32 < + Ust seviye modelleme 50 days Mon 27.05.13 Fri 02.08.13
53  af + Analizlerin Gergeklestirilmesi 115,49 days Mon 03.06.13 Fri22.11.13
87 b of + Gergeklegtirme ( Sprint 1) 60 days Fri22.11.13 Fri 14.02.14
141 < + Bagkanlhk IK( Bordro JCanh Gegisi 74 days Thu 02.01.14 Tue 15.04.14
154 = + Gergeklegtirme ( Sprint 2 ) 106 days Mon 02.12.13 Wed 30.04.14
207 =3 + Canh Hazirhk 161 days Mon 18.11.13  Fri 04.07.14
233 = + Canh Gegis ve Kesin Kabul 189 days?  Tue01.07.14 Tue 31.03.15
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3.3.1.1 Determination of the project team

Determination of the project team is one of the most important stages. The team must
have a corporate culture. Apart from that, the unit staff members who will use the system
actively will know how to use the system and for what to be used. Because they will
analyze the deficiencies and needs better the staff members who will support the project

team have been selected from the units.

The project team is composed of two parts. The first one is key users. The second one is

the PMO team (project management office).

Key users are selected from the departments because they know processes and needs very
well. The PMO team is included in the team, provided they are from the relevant software
experienced person or from outside. Because, for a live transition stage or after, a

structure that the institution can give its own support is considered.

3.3.1.2 Software selection

ERP systems are the main backbone of the institution. In order to find solutions that are
compatible with goals and policies, the right software technologies must be selected at
the beginning. It is important that the chosen ERP software is compatible with the
operator's existing human resources and information resources. The software selection

process includes the following general steps:

a. Determination of ERP selection team and manager: For the selection of ERP
software, firstly, the institution selected competent personnel for modules from
information systems. Later, a selection committee consisting of unit managers and
key users, the related number of the users can be seen in Table 3.1, was
established. This selection committee has worked more closely with the team in
the information systems to help determine the requests. People who are
responsible from module, directly contacted the software companies and they
transmitted unit requests. Requests collected from the units are the inputs of the

specification to be prepared by the institution. The specification will serve as the
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basis for the project in terms of both control and operation in the future of the

project. Because it determines the functioning of the entire project, whether the

requests are fulfilled or not or whether the need for updating and development of

the project is needed.

Table 3.1: Number of users

VYS Operational Employee Number of
Number of Users Users

Project Management Module 50

Product Development Module 50

Production Module 15

Customer Relations Module 20

Business Development Module 15

Purchasing Module 15 900
Warehouse and Inventory Management 10

Module

Human Resources Module 25

Finance Resources Management Module 15

Customer Service Management Module 5

Advanced Reporting Module 10

TOTAL 230 900

b. Requirements analysis of the institution: ERP software selection criteria, in

fact, this is the need analysis of the institution. It determines the current and future

requirements of the institution. At this stage, the institution first defined itself. The
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existing business and information infrastructure of the foundation, the duties,
requirements and deficiencies of each unit are clearly defined. Targets have been
set for this, including what is mentioned above and what needs to be done in the
current situation. Meetings with the units were organized and requirements were
analyzed by determining all the requirements, what they were doing at the

moment, and the deficiencies in those systems.

Development of Request for Proposal (RFP) Lists: As a result of the needs
analysis of the institution, a systematic list has been prepared to state the areas
that the new system intends to see and to expand its capabilities. At the same time,
the software to be chosen is also considered as the selection criteria to meet. The
lists were created by the direct selection committee and by the help of information

gathered from suppliers.

. Submission of Request for Proposal (RFP) Lists to suppliers: This stage
carries an invitation to the software suppliers, who are determined to be examined

more closely because of the preliminary work being done.

Invitation of supplier companies for promotion: As a result of the preliminary
investigations was remained among three companies. Later, a calendar was set up
for organizing meetings with these companies. They are invited to make a demo
showing how they can respond to the previously submitted request for proposal
lists. At this stage, the selection committee will find the opportunity to see the

capabilities, abilities, and competencies of different software at first hand.

Visit of other companies that supplier firm has made an installation: During
the meeting with the software companies, information meetings were held about
the transition process by going to other public institutions simultaneously.
Information on how effectively the ERP System has passed and how effective it
is in use has been obtained from the institutions interviewed. During the six-month
period, intensive visits were made to select the most accurate software company

for the institution.
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g. Software selection: The top executive of the institution, defended the need for an
ERP and then began to negotiate with ERP companies. Because the above-
mentioned items are included in the technical specification during the selection
process; Oracle, Microsoft and SAP companies competed, and SAP has received
the bid.

3.3.1.3 Consulting selection

After SAP decided, requests were transmitted to the consulting companies. According to
this request, companies came to the institution together with the team by preparing for
what could be done. They listened to the needs of the units from the end users and

informed the information systems SAP team end users about what they could do.

The specification was prepared according to the requests collected from the units. These
articles were important for the progress of the project. Because satisfying all the requests
meant that it would work smoothly. For this reason, the people responsible for the module
had meetings with all units. Information was provided about what the existing systems
satisfy and what they needed. Reports from institutes/units were requested for the
specification but at this point the information systems team could not get back as they
wanted. Then they prepared the articles according to the information they received and
sent them to the control. At least they would be able to reach the final form of the articles
by adding or subtracting articles on the document that sent to control.

Preparing the articles of the specification was one of the most important steps. Because
the whole project will be shaped and progressed according to these articles. In light of
this information, visits will be made to other public institutions using SAP and analyze

how common they are and how much of the desired features can be met.

a) Project manager

Must have at least five years’ experience in project leadership or management.

Must have been project manager in the proposed VYS at least in three projects.
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b) Module Leader

The module leader should have at least five years of experience. At least three projects

should be realized in the proposed VYS application.

The contractor is obliged to assign at least the specified number of module leaders in the

following modules as shown in Table 3.2.

a. Finance Resources Management 2 (two),

b. Project Management 1 (one),

c. Production 1 (one),

d. Customer Relations 1 (one),

e. Responsible for both Business Development and Customer Services 1 (one),
f.  Human Resources 1 (one),

g. Advanced Reporting 1 (one),

h. Responsible for both Warehouse and Stock, Purchasing modules 1 (one),

i. Responsible for programming 1 (one),

J.  Responsible for integration 1 (one).

Table 3.2: Contractor project team titles and numbers

Minimum o
) Minimum Total
Personnel Title Number of )
Experience (years)

Personnel
Project manager 1 5
Module Leader 11 5
Functional Consultant, Programmer 4 3
System administrator 1 5
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¢) Functional Consultant, Programmer

At least two projects should be realized in the proposed VY'S implementation.
It is obligatory for the contactor to appoint at least the specified number of functional

consultants in the following modules.

a. Business Development 1 (one),

b. Warehouse and Inventory Management 1 (one),
c. Human Resources 1 (one),

d. Financial Resources 1 (one).

e) System Analyst

Must have worked as a system analyst for at least five years in the proposed VYS

implementation.

3.3.1.4 Hardware and infrastructure preparations

Currently, there are two networks, closed network and open network (internet). Due to
data confidentiality, it has been decided to install SAP system like closed systems IKYS,
Property Management System (Mal Yonetim Sistemi-MYS) in the closed network.
However, due to the legal obligation, the use of systems such as SAY2000i and Enterprise
Information Management System (Kurumsal Bilgi Yonetim Sistemi-KBYS) takes place on
the internet side. Therefore, the data will be entered in both systems with the parallel run.

(Relevant risks and disadvantages with this situation will be mentioned below.)
The SAP system will be decomposed into three levels and will be built as a database over

Oracle. Also, these three steps are divided into two in themselves and it is decided to be

kept in separate domains due to data security.
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3.3.2 Conceptual & Detailed design stage

The conceptual design stage and the detailed design stage has progressed simultaneously.
In this process, conceptual design analysis reports have been prepared. These reports are
written design documents which are prepared considering the technical specifications and
which provide the general framework of the project to be adapted during the realization

stage.

These documents demonstrate the requirements for work to be done and form the basis
for configuration, testing and development activities where necessary. With project

analysis report;

a. Business process needs, solution proposals, systems and methods to be used are
defined.

b. How to resolve differences between the Data Management System functionality
and business process needs are described.

c. Development needs are determined.

Separate and detailed reports were prepared for each module. Documents have been

updated with revision changes when necessary.

The matching of conceptual design with technical specification was the most important
part. Already the conceptual design analysis reports have been created with this mapping.
Apart from these reports, "Conceptual Design- Matching with Specification™ part was
opened in the system to follow all the specification items as shown in Figure 3.2. All the

requests are made to be fulfilled so that there is no missing item.
3.3.3 Realization preparations stage
In realization preparations, mapping of technical specification and conceptual design

document has been completed. As it shows whether they met all the needs gathered from

the units and the processes required, this mapping is an important step before starting to
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Figure 3.2: Specification matching in the conceptual design stage
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live system. After the comparison, it is ensured that no specification item is missing, and
the countdown started to pass to go-live. This comparison was performed by monitoring
on the data management system. In the screenshot shown in Figure 3.3, conceptual design
document corresponding to each item of the specification is written, feedback from the
consultant firm and the latest status were regularly entered. When it comes to the last step,
all the specifications have been examined so that there are no missing items and the

transition stage of go-live is reached.

The transition to the live system planned in June 2014 is delayed due to the change in
management. New management was waited to make assessments and approve whether
the system is really needed. In the process, preparations for passing go-live were
continued. The key users who changed with management were the biggest handicap for

the project.

3.3.4 Stage of the go-live transition preparation

Preparations for go-live transition have been realized in two stages. These stages
continued simultaneously. As shown in Figure 3.4, these stages were followed up under
five headings in MS Project. This way, there would be no unfinished works and no step

will be skipped.

3.3.4.1 Test stage

Implementations and enhancements made in the realization stage have moved to the
quality assurance (QA) system. The test scripts (process steps) that key users have
prepared are tested here. The failed steps have been reversed. Incorrect adaptations were
corrected and transferred back to the QA system. After all the steps in the test script have
been successfully completed, a large part of the transition to the live system has been
completed. (Figure 3.5)
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Figure 3.3: MS project management
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Figure 3.4: Go-Live transition preparation
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Figure 3.5: List of things to be completed before go-live
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3.3.4.2 End user training stage

End-user training was part of the live-use transition stage. It was necessary to minimize
the inconveniences and difficulties that could be experienced after passing to go-live.
There were key users, but all the staff should have learned to use the system and they
should have informed. The related scope and the required durations of module

presentation trainings that the staff should take can be seen in Table 3.3.

Table 3.3: Scope of module presentation trainings

Subject of the Training Time (hours)
VYS General Introduction 4
Project Management Module 16
Product Development Module 16
Production Module 16
Customer Relations Module 16
Business Development Module 16
Purchasing Module 16
Warehouse and Inventory Management Module 16
Human Resources Module 16
Finance Resources Management Module 32
Customer Service Management Module 16
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Advanced Reporting Module 16
VY'S Programming 16
VYS System Management 16
VYS Integration 16

First, training was planned. Within this planning, the contents of the training in Figure

3.6 were identified. Modular and unit-based training calendar in Figure 3.7 was created

for the end users. Responsible for each module informed all staff about the modules and

interfaces that they will use so that they had an idea about the operation of the system.

Figure 3.6: Training contents
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Figure 3.7: User training calendar
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3.3.5 Transition to go-live and use stage

A definite acceptance scenario was created for the transition to go-live , see in Figure 3.8.

The preparation of these scenarios was completed with the realization, appropriateness

and testing of these scenarios.

Figure 3.8: Definite transition scenarios
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As shown in Figure 3.9, all the scenarios were assigned in the related personal data

management system. The people to whom the items were assigned the key users in the

unit concerned. Each scenario was matched to the relevant specification material. With

the completion of these tests, the transition to go-live has been successfully accomplished,
with all modules, on 01.01.2015.
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Figure 3.9 : Scenario steps to be implemented in transition to go-live
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3.4 DIFFICULTIES IN TO SAP IMPLEMENTATION

a. Interruption of management support;

The senior management changes that took place in the enterprise following the SAP
transition decision affected the transition period negatively. The new incoming senior
management questioned the decisions taken by the previous management and paused the
project. After the change of management, the transition to the planned live system has

been shifted by six months.

b. Staff resistance;

The staff accustomed to using old systems were prejudiced against the new system.
Instead of systems that are familiar to them and familiar to their use, the new system,
which has a different interface and function, has led to the resistance of staff in terms of

usage and learning.

c. The inefficiency of training, failure of the management to force the staff to

take training;

As mentioned above, another example of the resistance of working personnel is
participation in trainings. Training of related modules for all institutional personnel who
will use SAP has been organized. However, the staff have been reluctant to train, either
not trained or have not effectively listened to their training. The fact that senior
management does not show adequate support for education and does not oblige the staff

to participate in trainings is another reason for the inefficient training.
d. Failure to perform tests or analysis correctly;
During the testing stage, the requests from the units and the redirection of key users were

very important. At this stage, staff change became more frequent, and key users were

constantly changing.
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First, changes in senior management during the testing stage affected key users. These
changes cause key users to leave the project. In the ongoing project, the separation of the
project personnel who know the critical points from the project caused some important

points to be missed during the test and analysis stage.
Another reason is that it is not possible to collect efficiently the requests collected to write
the technical specification, which is intended to be collected at the beginning of the
project. Here again, the effects of the staff resistance are visible.

e. Inventories are not under control;
Products that are in-house for projects and are in general use have not been systematically
controlled. This problem has been continued after passing to the system. This has also
affected other modules and units.

f. Too much staff circulation;
The situation that creates the greatest difficulty during and after the transition to SAP is
the surplus of personnel circulation. During the project or after passing to the live system,
separation of key personnel from work, or separation of project personnel who have

knowledge of the modules in transition, causes the questions to remain unanswered when

there is a problem with the system.

3.5 ADVANTAGES AND DISADVANTAGES OF SAP SYSTEM

SAP system have various advantages and disadvantages can be changed in terms of

intitutions systems. In this section, these advantages and disadvantages are depicted.

3.5.1 Contributions of SAP system to the institution

With one software, all operational processes become manageable. In this way, the work

that can be performed once was prevented from being done more than once. Work force
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gain and overtime earnings are provided. It was possible to elaborate in terms of role and
authority which provides vital data confidentiality for the institution. The staff is only

able to access the information contained within her/his authority.

Due to the prevalence of the SAP system, trained personnel, consultants can be obtained
quickly. When there is a problem in the process or functioning, there is no difficulty in

finding some consultant firm or competent personnel.

User friendly screens are designed.

The reports have begun to be made in much more detail. The processes were reconsidered
and improved during the project and many processes and project data that have not been
done for years have been documented.

3.5.2 Disadvantages of the SAP system in institution

The project has been a very expensive financial asset to the institution. Some processes

in the project have been overlooked and some fiction has been made incorrectly.

After the live-use transition, the product has been tried to be kept alive with high

consulting costs.

3.6 COST OF SAP SYSTEM IMPLEMENTATION

The choice of software has been decided as SAP, but the terms of technical specifications
have been very important here because the tender procedure is carried out. SAP has

gained the tender for providing technical specification requirements.

Consulting Single source type for the company Purchase Performed. Agreement with
MBIs as consulting firm provided MA. The cost of Institution for SAP, consultancy and
support for one year is 5 179 000 USD. Because it is public institution that provides R&D

service, there is no decisive mechanism for the cost to be met.

44



4. DISCUSSION AND CONCLUSIONS

ERP is an enterprise information management system linking all the functions of an
enterprise. ERP system that all business processes and automation are realized on the
same software, ensures that valuable information from each process is used in the other
without errors and time loss. Information gathered under a single roof can be delivered to
the right person at the right time and at the right cost. Thanks to the ERP system, entities

can provide great benefits.

The establishment of the ERP system requires a major organizational change. Failed
installations; besides the investment in the system, also affects the functionality of the
organization. Because the return is very difficult in changes in business processes and
plans. Therefore, ERP setup is an important stage that needs to be studied carefully and

managed well.

In this study, the process of transition to a SAP-ERP system of a public institution that
conducts R&D work in Turkey has been examined. The process of granting the decision
to pass to the ERP System and all the events that took place in the process of passing to

go-live in the organization are explained.

In this study, the factors that have a relationship of pleasure are: the participation and
support of senior management, which is called an important factor in the transition period,
business process restructuring, project management, the accuracy of data, training given
about the system, employee participation and their support, software / hardware suitability
and ERP consulting firm support. It has been observed that these conditions have a

significant effect on the transition process.

The most important factor that enables the implementation process and the effective
maintenance of the ERP system is the participation and support of senior management
and the participation and support of employees were observed with positive and negative

events.
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The support of the ERP consulting firm, which provides installation, support and training
services, also has an important place among success factors. However, this support was
not enough. It is necessary for the ERP package to be functional in terms of the company.
As it can be understood; both the ERP package and the company from which the package
is purchased are important.

The training program is an issue that must be settled on the business processes of the
enterprises. Training is necessary for effective use of the system and employees should
be trained about the system throughout the installation process. However, the training

program was not found sufficient by the companies.

In general, the installation process is not efficient in terms of the institution. Therefore,

the benefits derived from the ERP system have not been realized as expected.

ERP systems are very large and complex systems. Therefore, the installation of this
system must be carried out in a planned manner. Businesses must realize that transition
to the ERP system is an important decision and that this critical transition process must

be well managed.

They need to pay attention to the factors that affect the success of the installation; while
the success of the installation process of the ERP system provides a competitive
advantage in operation; failure of the installation may cause the operator to lose its
effectiveness. It is understood that to be able to receive the benefits expected from the
system, the operator should expend labor and time by giving the necessary attention to
this project.
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