Acme Widgets Financial Software Conversion Project

Case Study Exercise #1

Background on the Case Study

This case study exercise will provide a chance to practice what you are learning in class by applying the concepts to a specific project. Much of the general information you need is included in the case study, but it does not contain 100% of the information you may need. If necessary, make some assumptions and generate some of the project detail based on the overall descriptions given. It many cases, it is the extra information that each team adds that provides a valuable diversity of solutions.  

Acme Widgets, Inc.

Acme Widgets is one of the top 100 largest manufacturers in the world, and one of the top five widget manufacturers. They own manufacturing facilities in the United States, as well as a number of other countries around the world. 

Acme has realized that their financial systems need to be upgraded and integrated. Currently, each facility around the world has their own financial software, some of which was custom written years ago, while others are using various packages from different vendors. Because of these differences, it is difficult to collect a common set of financial information at a corporate level and make sound financial forecasts. It is also difficult to make improvements in the financial processes. 

The Work

Acme has decided that they need to standardize their financial reporting environment around the world. However, they know that a worldwide implementation is more than they can successfully manage and implement all at one time. They have decided to start with an eighteen-month effort to implement financial software called FinWise in their United States facility. If this project is successful, they will then roll out this common set of financial modules across all of their worldwide organization. 

This work will include a complete analysis of the current financial processes to see which ones are critical to their business and which ones need to be replaced, improved or eliminated. They will make changes to their current practices and to the software, when necessary, to support the new best practices. Then they will implement the FinWise software to support this revised set of business practices. The vendor will work with Acme staff to make changes to the software to support any critical business processes that the software package does not include today. 
The following financial modules will be replaced with the FinWise package.

· Billing

· Accounts Receivable

· Accounts Payable

· General Ledger

Case Study Exercise #1

Instructor’s Notes

Structure the Work - You are trying to point out that a large project should be broken up into smaller pieces that are easier to define and manage. Examples of answers include:

Process-based Projects (all packages)
· Analysis Project (Current State Assessment, Future State Vision, Gap Analysis) 
· Design Project
· Vendor Customization Project
· Implementation Project 
Functional projects (Each project progresses through analysis, design, construct / vendor updates, implementation, etc.)

· Billing Project

· Accounts Receivable Project

· Accounts Payable Project

· General Ledger Project

Other (Any combination that gets the work done through a number of smaller projects.)
· Current State Assessment Project

· Future State Vision Project

· Gap Analysis Project

· Package Implementation – As Is (all packages)

· Package Enhancement Project – Customization

Advantages / disadvantages – The first approach lets you implement all modules at once, which may or may not be an advantage. When implementation occurs, they will have an integrated set of financial software working together. However, this may be so complex that there will be a disruption in the financial processes until the set of products stabilizes.

The second approach might take longer if they are all done sequentially. However, it may be possible to perform more than one of the package implementations in parallel. 

The third approach simplifies implementation by first implementing the packages as delivered. Then a second project is responsible for customizations. However, if the customizations are significant, this approach may not work because the financial packages may not be usable without the customization.  

There are no absolute advantages or disadvantages to one approach over another. It depends on how each project proceeds and what the resource capabilities of the organization are. There are multiple processes that need to be executed against multiple functional areas, so there is not one simple answer that everyone can agree on, based on the limited information given here. 
Case Study Exercise #2

Background on the Case Study

This case study exercise will provide a chance to practice what you are learning in class by applying the concepts to a specific project. Much of the general information you need is included in the case study, but it does not contain 100% of the information you may need. If necessary, make some assumptions and generate some of the project detail based on the overall descriptions given. It many cases, it is the extra information that each team adds that provides a valuable diversity of solutions.  

Acme Widgets, Inc.

Acme Widgets is one of the top 100 largest manufacturers in the world, and one of the top five widget manufacturers. They own manufacturing facilities in the United States, as well as a number of other countries around the world. 

Acme has realized that their financial systems need to be upgraded and integrated. Currently, each facility around the world has their own financial software, some of which was custom written years ago, while others are using various packages from different vendors. Because of these differences, it is difficult to collect a common set of financial information at a corporate level and make sound financial forecasts. It is also difficult to make improvements in the financial processes. 

The Work

Acme has decided that they need to standardize their financial reporting environment around the world. However, they know that a worldwide implementation is more than they can successfully manage and implement all at one time. They have decided to start with an eighteen-month effort to implement financial software called FinWise in their United States facility. If this project is successful, they will then roll out this common set of financial modules across all of their worldwide organization. 

This work will include a complete analysis of the current financial processes to see which ones are critical to their business and which ones need to be replaced, improved or eliminated. They will make changes to their current practices and to the software, when necessary, to support the new best practices. Then they will implement the FinWise software to support this revised set of business practices. The vendor will work with Acme staff to make changes to the software to support any critical business processes that the software package does not include today. 

The following financial modules will be replaced with the FinWise package.

· Billing

· Accounts Receivable

· Accounts Payable

· General Ledger

The Billing and Accounts Receivable (AR) modules are closely tied and must be implemented together, after the implementation of General Ledger. 
For the purposes of the second case study exercise, the specific project to define is the Billing / AR Implementation. 

Project Budget

The budget for this Billing / AR Implementation project is $300,000 USD, which represents a combination of vendor and employee labor, software, hardware and other equipment and material. This estimate is high-level and was developed with a 50% confidence factor, meaning the actual project cost may be from $150,000 USD to $450,000 USD. 

The Project Team

Bill Smith is the project manager. He has many years of experience, but this will be the largest project he has ever managed. Amy Sanchez is the sponsor and will make the money available. This project is the number one business priority for her department this year. Amy has designated Sam Arnold as the day-to-day business contact. Bill Smith’s manager is Tom Mogul. He understands the importance of this project and wants to be involved to make sure things are progressing as planned. There will be up to six additional team members working on the Billing / AR Implementation. Some of these will be vendor consultants. Some of the employees on the team will be part-time and will contribute only as needed. The manager of the vendor team is Sandy Snow. The vendor sales representative is Mike Armstrong. 

Other Information

· Amy Sanchez is very eager for this project to be completed successfully. She knows that priorities could change in the future, and she wants to make sure that this first installation in the United States shows positive results as quickly as possible. 

· The FinWise vendor is relatively new in the marketplace and Acme will be its largest customer. This company was chosen because they specialize in financial software to support the widget marketplace. 

· In addition to implementing the FinWise software for the United States, the project team is asked to document all the steps they go through in the implementation. This documentation will then be used to assist in the software conversion for other countries in the future. 

· The company also wants to come up with a set of best practices describing how each location should process their financial information with the new system.

Case Study Exercise #2

Instructor’s Notes

Again, there are not necessarily any right or wrong answers. Many of the answers depend on the assumptions each team is making and how they are looking at the overall project. From an instructor perspective:

· Objectives - low level, SMART and deliverable based. For instance:
· Analyze the current Billing and A/R environment to create a revised set of more efficient and effective business processes. 

· Implement FinWise software package for the accounts receivable and billing functions for no more than $300,000 and within six months of starting.

· Document all important aspects of this project so that all of the processes and key learnings can be applied for future implementations. 

· Scope – Defines the boundaries of the project, could be deliverable based, including

· In scope – USA implementation only
· In scope – Implement Billing and AR modules only

· In scope – Create current state assessment
· In scope – Develop best practices documentation.

· In scope – Minor (?) customization

· Out of scope – all other modules

· Out of scope – non USA

· Out of scope – major customizations

· Assumptions – Each team may have different ones. Make sure they fit the definition of an assumption. They should all contain some risk.

· Resources to complete the project will be available

· General Ledger Implementation Project will be complete

· FinWise vendor will be able to make the customizations in a timely manner

· New, efficient and effective processes will not be radically different than today. (If they are, then the budget and duration estimates may need to be revisited.)
· Organization – Based on the case study material. The salesman (Mike Armstrong) is probably not a part of the project. The rest of the people mentioned could be
· Executive Sponsor (Amy Sanchez) on top

· Project Sponsor (Sam Arnold) underneath at next level

· Project manager (Bill Smith) at next level

· Project team under the project manager

· Vendor project manager (Sandy Snow) at same level or slightly below the project manager, with dotted line to the project manager or the project sponsor.

· Tom Mogul may be on as a Project Director (optional) with a straight line or dotted line to the project manager
Note that the teams do not need to identify risks. We will do that as a separate case study exercise under the risk management topic.
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