ERP Selection Guide: A Practical Framework for Choosing the Right System & Implementation Partner
Created for organizations evaluating new ERP, finance, or accounting platforms

Introduction
Selecting the right ERP system is one of the most strategic decisions an organization makes. The right choice can improve visibility, strengthen internal controls, streamline operations, and support scalable growth. A poor choice — or poor implementation — can lead to cost overruns, resistance from users, and disruption to day-to-day operations.
This guide gives you a simple, structured, and repeatable framework for choosing both:
1. The right ERP software, and
2. The right implementation partner.
It is intentionally practical — not technical — and is designed to help executives, finance leaders, IT directors, and operations teams navigate the ERP selection process with clarity.

1. Define the Problem Before Evaluating Solutions
1.1 Clarify Your Pain Points
List the core issues your current system cannot address. Common examples include:
· Lack of real-time reporting
· Manual work / spreadsheets
· Poor integrations
· Slow month-end close
· Inability to scale with growth
· Audit/control issues
Deliverable: A problem statement describing why change is needed.

1.2 Define Future-State Goals
What should the business be able to do after implementation? Examples:
· Consolidate financials automatically
· Manage multi-entity, multi-currency
· Automate AP/AR workflows
· Track projects, grants, inventory, or revenue recognition
· Improve forecasting and dashboards
Deliverable: A list of measurable success criteria.

1.3 Identify Functional Areas Impacted
Common modules to consider:
· General Ledger & Financials
· AP/AR
· Budgeting & Forecasting
· Purchasing & Approvals
· Inventory & Warehousing
· Project Accounting
· Grant/Contract Management
· Reporting & Dashboards
· Integrations (CRM, Payroll, POS, etc.)

2. Build an Internal Selection Team
2.1 Roles Needed
· Executive Sponsor
· Project Lead (Finance or IT)
· Functional SMEs (AP, FP&A, Operations, etc.)
· Technical Advisor (optional)
2.2 Internal Responsibilities
· Approve requirements
· Attend demos
· Score options
· Participate in reference calls
· Align vendor claims with business reality

3. Document Requirements
3.1 Must-Have vs. Nice-to-Have
Create two lists:
· Non-negotiables (e.g., multi-entity consolidation, ASC 606, dimensional reporting)
· Optional enhancements (dashboards, workflows, automation rules)
This avoids “demo distraction” — where vendors highlight shiny features instead of addressing core needs.

3.2 Technical Requirements
Consider:
· Deployment model (cloud-hosted vs SaaS)
· Security, audit logs, permissions
· Integrations (API availability, native connectors)
· Data migration needs

3.3 Reporting Requirements
· Financial statements
· Departmental reports
· KPI dashboards
· Grant/project reporting
· Drill-down expectations

4. Shortlist the Right Vendors
Common mid-market ERP systems include:
· Sage Intacct – strong financials, multi-entity, auditability
· NetSuite – broad suite, global capabilities
· Acumatica – flexible, workflow-heavy, strong operations
· Microsoft Dynamics GP – legacy on-prem but widely used
· Zoho Finance/ERP stack – cost-effective, modular
· QuickBooks Enterprise – fit for smaller or simpler orgs
· FreshBooks – strong for small service-based orgs
· Martus – budgeting, reporting, planning enhancements
Select 3–4 systems that match your requirements and budget range.

5. Structure Your Demo Process
A good demo is scripted, not vendor-run.
5.1 Provide Vendors With Scripts
Give each vendor real scenarios:
· Create a purchase order for a specific vendor
· Run budget vs. actuals
· Enter and allocate a journal entry
· Process multi-entity transactions
· Review dashboards based on your chart of accounts
5.2 Evaluate Based on:
· Ease of use
· Speed of navigation
· Reporting depth
· Workflow flexibility
· Ability to scale
· Vendor responsiveness
· Fit for industry complexities

6. Evaluate the Implementation Partner
Choosing the ERP is only half the decision — the implementation partner determines success.
6.1 Key Partner Criteria
· Experience in your industry
· Number of successful go-lives
· Team certifications
· References & case studies
· Project methodology
· Support model after go-live
· Transparency in pricing and hours
6.2 Warning Signs
· Heavy reliance on subcontractors
· Vague project plans
· No clear RACI model
· Overly optimistic timelines
· No experience with integrations you require

7. Build a Comparative Scorecard
Create a table comparing systems and partners across:
· Functionality
· Reporting
· Integrations
· Usability
· Cost of implementation
· Cost of ownership
· Partner experience
· Security & compliance
· Scalability
A simple scored average helps eliminate subjective bias.

8. Budgeting & Total Cost of Ownership
Include:
· Software subscription
· Implementation hours
· Training
· Change management
· Data migration
· Integrations
· Annual renewals
Expect:
· Mid-market SaaS ERPs: $25K–$200K+ first-year costs depending on size
· Implementations: 1×–3× annual software cost

9. Reference Checks
Before signing:
· Speak to 2–3 customers in your industry
· Ask what surprised them (positive and negative)
· Validate implementation timelines
· Validate partner communication quality

10. Make the Decision — With a Clear Project Plan
Upon selection:
· Lock in scope
· Lock in timeline
· Lock in team availability
· Establish weekly governance meetings
· Document risks and mitigation plans

11. Preparing for Go-Live
Data Migration Best Practices
· Clean your chart of accounts
· Remove unused vendors/customers
· Standardize naming conventions
· Test test test — then test again
Training Strategy
· Role-based guides
· Hands-on practice
· Recording key sessions

12. Post-Go-Live Optimization
The first 90 days should focus on:
· Stabilizing processes
· Fixing workflow gaps
· Enhancing dashboards
· Adding automation
· Reviewing permissions and audit trails

Appendix A — ERP Selection Scorecard Template
(If you'd like, I can export this as an Excel file.)
	Category
	Weight
	Vendor A
	Vendor B
	Vendor C
	Notes

	Core Financials
	20%
	
	
	
	

	Reporting & Dashboards
	20%
	
	
	
	

	Usability
	10%
	
	
	
	

	Integrations
	10%
	
	
	
	

	Workflow Automation
	10%
	
	
	
	

	Partner Experience
	15%
	
	
	
	

	Cost
	15%
	
	
	
	

	Total
	100%
	
	
	
	



Appendix B — Vendor Demo Script Template
I can also export this to Word.
Scenario 1: Approvals & Purchasing
· Enter purchase request
· Route for approval
· Convert to PO
· Receive and match invoice
Scenario 2: Financial Close
· Allocate expenses
· Run consolidations
· Produce financial reports
Scenario 3: Reporting/Dashboards
· Show real-time departmental dashboards
· Drill to transaction details
· Export to Excel

