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BEFORE WE BEGIN… 
5 KEY STRATEGIES TO DRIVE BUSINESS PROCESS IMPROVEMENT
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QUESTIONS?
P l e a s e  u s e  t h e  c h a t  f e a t u r e  
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O v e r  3 0 0  S u c c e s s f u l  P r o j e c t s

F o c u s e d  o n  M a n u f a c t u r i n g  a n d  
D i s t r i b u t i o n

C l i e n t s  T h r o u g h o u t  N o r t h  A m e r i c a

F o u n d e d  i n  1 9 9 4

1 0 0 %  Ve n d o r  I n d e p e n d e n t  

U LT R A C O N S U LTA N T S

Helping organizations select the right technology, improve 
business performance, and manage their transformation  

u l t r a c o n s u l t a n t s . c o m
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Jeff has OVER 40 YEARS OF EXPERIENCE in manufacturing and technology. He is a LEADING EXPERT ON ENTERPRISE TECHNOLOGY

vendors and Enterprise Systems best practices.

• CEO and Founder

• Extensive industry experience: distribution and 
manufacturing

• Served over 1000 manufacturing and distribution companies

• Author of industry leading enterprise technology insights

• Founded Ultra in 1994

J E F F C A R R
C H I E F E X E C U T I V E O F F I C E R ,  U L T R A C O N S U L T A N T S
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R I C H A R D S I D E S
C H I E F O P E R A T I O N S O F F I C E R ,  U L T R A C O N S U L T A N T S

Rich has OVER 25 YEARS OF EXPERIENCE in manufacturing and technology industry as a SENIOR EXECUTIVE within manufacturing, 
management consulting, and the software industries.

• Operational, management consulting, ERP system 
implementation, senior executive roles

• Process, food  & beverage and discrete manufacturing  

• Developing IT strategies, designing production and inventory 
systems, implementing business process improvements 
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• “The How To” of Evaluating a 
Company 

• Real World Examples

• What’s Key to Consider During 
Acquisition? 

Agenda
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T HE “H OW TO”  
OF E VALUATING A

C OMPANY
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• Document a systems context diagram

• Build a current state maps

• Level 0 – value stream of processes

• Level 1 – integration

• Level 2 map – shows the integration points, waste and redundancies

• Identify opportunities for improvement

• Allow us to clearly see issues in an enterprise wide system

EVALUATE THE BUSINESS PROCESSES
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CURRENT STATE ANALYSIS

Current State Reviews

• Process Owners and Teams 

• Process Review Workshops

Document Current State

• Level 0: Business Model & 
Value Streams

• Level 1: Business Process 
Inventory

• Level 2: Functional Process 
Flows
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MORE THAN “TRANSACTIONAL EFFICIENCY”

Typical Operational 
Improvement Areas 

• Inventory

• Planning

• Scheduling

• Forecasting
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BUSINESS PROCESS MATURITY

Why analyze your current state?

• Understand the issues and opportunities

• Address needs for change

• Inventory all processes and data

• Compare to best practices

• Assess business process maturity
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BUSINESS PROCESS MANAGEMENT
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EVALUATE BUSINESS PROCESS MATURITY
Process - Technology - Culture

Capability Maturity
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CAPABILITY MATURITY DEFINITION SUMMARY
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PROCESS CAPABILITY MATURITY MODEL (CMMI)

Level 1 – Ad-Hoc Processes are unpredictable, poorly controlled, reactive.  

Level 2 – Managed
Processes are planned, documented, performed, monitored, and 
controlled at the individual process level.  

Level 3 – Defined

Level 4 – Quantitatively
Managed

Level 5 – Optimizing
Process performance continually improved through 
incremental and innovative technological improvements. 

Processes are well characterized and understood.  Processes, 
standards, procedures, tools, etc. are defined at the 
organizational level.  Proactive.

Processes are controlled using statistical and other 
quantitative techniques.
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• Manufacturer of truck accessories to OEM, aftermarket

• Best in Class vs. Current State Gap Identification

LOOKING DEEPER
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HOW DO YOU STACK UP AT THE STARTING GATE?

22

Summary

• You are in good shape at 
starting line

• Pro-active discussion & 
planning at forefront

• Open minded to 
change; engaged in 
alternative thinking & 
approaches
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2.50

Leadership Process /
Resources

Culture Technology

Yo u  v s .  U l t r a  C l i e n t s

14 Ultra Comparitive Clients DeeZee
Comparative Analysis
• 14 Ultra Clients 

• Industries
• Distribution – 6
• Manufacturing – 8 
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LEADERSHIP – ASSESSMENT SUMMARY
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Ultra Assessment – Level 2
• Leadership team is actively engaged & supports 

project efforts & requirements
• Demonstrated support of the project company wide
• Lack of ownership enabling “cultural hangover” of 

previous leadership practices (Level 1)  
• Lack of executive presence

Goal Requirements – Level 3
• Continually engage team at all levels – embody your 

company
• Continue down the path of building out strong 

leadership team
• Prepare to own and lead Company through 

implementation
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Apr-18 Kick Off Go-Live Go-Live +6m

Leadership (Summary)

Leadership Goal
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LEADERSHIP – CRITICAL SUCCESS FACTORS (CSF’S)
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Business Plan, Vision & Strategy

Vision, Plan & Strategy Goal
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Executive Commitment

Executive Commitment Goal

 -

 0.50

 1.00

 1.50

 2.00

 2.50

 3.00

 3.50

Apr-18 Kick Off Go-Live Go-Live +6m

Project Management

Project Management Goal
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PROCESS/RESOURCES – ASSESSMENT SUMMARY
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Ultra Assessment – Level 2

• Processes are documented but remain siloed across company

• Current state processes are well understood within each 
function

• Process management based on output and expectations

• KPIs are not fully defined with inconsistent application across 
processes

Goal Requirements – Level 3

• Through the implementation project company will define and 
document processes at a detailed level

• KPIs should be defined against new processes with tools 
(reports/dashboard/alerts/workflow) enabled to monitor KPI 
value to target
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Process/Resources (Summary)

Process / Resources Goal



u l t r a c o n s u l t a n t s . c o m

PROCESS – CRITICAL SUCCESS FACTORS (CSF’S)
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Process Definition & 
Understanding

Process Definition and Understanding Goal

 -

 0.50

 1.00

 1.50

 2.00

 2.50

 3.00

 3.50

Apr-18 Kick Off Go-Live Go-Live +6m

Process Management
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Process Measurements & KPIs

Process Measurements & KPIs Goal
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✓ Culture 

✓ Management 

✓ History of Change 

ASSESS STAKEHOLDERS
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CULTURE – ASSESSMENT SUMMARY
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Current Assessment – Level 2
• Lack of experience with change of this magnitude
• Historically implementation have been rocky, lack of 

organizational confidence
• Lack of robust communication model to support change of 

this magnitude
• Acknowledgment of need for OCM activity
• Organization is excited about the project

Goal Requirements – Level 3 
• On-going communication plan needs developed – capable 

of delivering clear, concise and consistent project 
communication company wide

• BPO’s (business process owners) should be able to 
articulate their expectations of their role on the project

• A culture of accountability & cross-functional collaboration 
should continue to be promoted
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Culture (Summary)

Culture Culture (Goal)
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CULTURE – CRITICAL SUCCESS FACTORS (CSF’S)
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Change Management & Adoption

Change Mgmt & Adoption Goal
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Communications

Communications Goal
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✓ Technology assessment 

• Interfaces, integration 

✓ ITIL IT Processes

• Disaster recovery, 
business requirements, 
buy in PMO, launch, 
change, support 

✓ Assess team resources, IT 
team

ASSESS IT ENVIRONMENT
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TECHNOLOGY – ASSESSMENT SUMMARY
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Current Assessment – Level 1

• IT orientated to “keeping the lights on” – reactive 
development & issue resolution

• IT resources are managed re-actively, adding expertise & 
solving problems after the fact

• Lack of engagement with ERP project

Goal Requirements – Level 3

• Hire an IT executive that can build an IT Center of Excellence 
organization, lead ERP, and support the business post go-live

• Shift IT focus to providing optimized value to the business 
through enablement of business strategy, efficiency, & 
controls

• IT staff model is pro-actively developed based on future state 
support needs/requirements
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Technology (Summary)

Technology Goal
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TECHNOLOGY – CRITICAL SUCCESS FACTORS (CSF’S)
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IT/Business Strategic Alignment 
& Vision

IT / Business Strategic Alignment & IT Vision Goal

 -

 0.50

 1.00

 1.50

 2.00

 2.50

 3.00

 3.50

Apr-18 Kick Off Go-Live Go-Live +6m

IT Leadership

IT Leadership Goal
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Tactical Execution Competency

Tactical Execution Competency Goal
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• Disparate Item Masters 

• 3 sets systems

• 3 sets master data

• Multiple vendors

• Improvement Opportunity Areas

• State of vendor lists, item lists, 
customer lists

• Cost savings potential 

ASSESS MASTER DATA



u l t r a c o n s u l t a n t s . c o mu l t r a c o n s u l t a n t s . c o m

REAL WORLD

EXAMPLES

34
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MERGER - HEAVY DUTY VEHICLE REPAIR

Company Background

• Industry leader in manufacturing and distribution with a full line of waste handling equipment

• Provides repair, maintenance and installation services to its hauler customers on refuse trucks, 
roll-off hoists, street sweepers and compactors. 

Project Drivers  

• Disparate systems

• Growth targets

• Optimize processes

• Manage multiple locations
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Business Process Improvement

• Current State analysis

• Alignment of Resources/Organizational Commitment

• Established Project Charter

• Definition of future state systems and processes 

• Selection and implementation of core ERP that can support company growth

MERGER - HEAVY DUTY VEHICLE REPAIR
V a l u a t i o n  t h a t  c o m e s  f r o m  r a t i o n a l i z a t i o n  o f  p r o c e s s e s ,  s y s t e m s  a n d  m a s t e r  d a t a
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MERGER - HEAVY DUTY VEHICLE REPAIR

Live in 5 Months!

✓ Divergent Cultures

✓ Common 
procurement

✓ Consolidated 
masterfiles

✓ Improved customer 
responsiveness

Inventory 
Management

SUPPORT PROCESSES

Human Resources Accounting/Finance IT

Management Reporting

Stepp Level Zero Diagram

Product 
Management

Warehousing – 
Receiving/
Shipping

Procurement – 
Buying & 
Sourcing

Sales Customer 
Service – SME/
Tech Support

Delivery eCommerce

Body Products
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MERGER - HEAVY DUTY VEHICLE REPAIR

Value Realization  

✓ Working to the future state  

✓ Dashboards and leading indicators  

✓ Reduce manual effort

✓ Improved IT process

✓ Vendor management

✓ Defined “key areas of competency”  

✓ Reduced time to benefit 

✓ Project and risk management  

✓ Established  Process Improvement 
Team  
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Company Background

Company is a leading manufacturer of electronic components to measure critical 
temperature, humidity, pressure, and voltage data.

Project Drivers

• Support growth  

• Integrate IT systems

• Reduce manual handling, paper

• Integrate USA, global operations

• Improve business processes  

JOINT VENTURE - ELECTRONICS MANUFACTURER
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JOINT VENTURE - ELECTRONICS MANUFACTURER

Value Realization
• Define Current  

• Align Resources
• Steering/Governance 

Committee
• Core Team – Process 

Owners
• Process Improvement 

Teams
• Set Project Charter

• Defined Future State

• Selection , implementation of 
core ERP that  

• Implementation Primary Project 
Management / Resource

Conservative       Your High

BENEFIT  OPPORTUNITIES: Effort      Goals Achievement

Inventory Reduction: 15.0%     12.0%  30.0%

Purchased Costs Reduction: 2.0%     1.0%  8.0%

Ops. Productivity Increase: 10.0%     0.0%  30.0%

Sales Increase from Better On-time

Delivery & Reduced Returns: 5.0%     1.0%  10.0%

Days Reduction in A/R *  from

Integrating Shipping & Invoicing: 2     0  10

* If Shipping is not integrated with Invoicing,  the time lag between these events

equates to carrying that many additional days of Accounts Receivable.
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JOINT VENTURE - ELECTRONICS MANUFACTURER

Key Improvement Metrics:

✓ Reduced Shipment process time by 35%. 

✓ Shipment Accuracy increased by 25%

✓ Reduced Finished Good On Hand 
inventory by 10%

✓ Increased Inventory accuracy to 98.5% 
across all locations (was very low)

PROJECTED CASH FLOW

Conservative Your High

Effort Goals Achievement

YEAR 1: Ongoing costs do not include computer hardware amortization.

(Y0 Payout) Implementation Costs: ($20,000) ($20,000) ($20,000)

First Year Benefits: $222,545 $33,815 $537,579

50% of Inv. Reduction: $159,386 $127,509 $318,771

A/R Reduction: $88,710 $0 $443,551

(Y1 Benefit) Subtotal: $470,641 $161,323 $1,299,901

Net Cash Flow Year 1: $450,641 $141,323 $1,279,901

YEAR 2: Ongoing costs no longer include computer hardware amortization.

(Y1 Payout) Ongoing Costs: $0 $0 $0

Annual Benefits: $445,089 $67,630 $1,075,158

50% of Inv. Reduction: $159,386 $127,509 $318,771

(Y2 Benefit) Subtotal: $604,475 $195,138 $1,393,929

Net Cash Flow Year 2: $604,475 $195,138 $1,393,929

Cumulative Cash Flow: $1,055,115 $336,461 $2,673,831

YEAR 3: Ongoing costs no longer include computer hardware amortization.

(Y2 Payout) Ongoing Costs: $0 $0 $0

(Y3 Benefit) Annual Benefits: $445,089 $67,630 $1,075,158

Net Cash Flow Year 3: $445,089 $67,630 $1,075,158

Cumulative Cash Flow: $1,500,205 $404,091 $3,748,989

YEAR 4: Ongoing costs no longer include computer hardware amortization.

(Y3 Payout) Ongoing Costs: $0 $0 $0

(Y4 Benefit) Annual Benefits: $445,089 $67,630 $1,075,158

Net Cash Flow Year 4: $445,089 $67,630 $1,075,158

Cumulative Cash Flow: $1,945,294 $471,721 $4,824,147

YEAR 5: Ongoing costs no longer include computer hardware amortization.

(Y4 Payout) Ongoing Costs: $0 $0 $0

(Y5 Benefit) Annual Benefits: $445,089 $67,630 $1,075,158

Net Cash Flow Year 5: $445,089 $67,630 $1,075,158

Cumulative Cash Flow: $2,390,383 $539,350 $5,899,305

 5 yr. Totals: $2,390,383 $539,350 $5,899,305
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ACQUISITION - FOOD PROCESSOR

Company Background

Company is a snack food processor of national and private 
label brands

Project Drivers  

• ERP Project Recovery

• Legacy system lacked ordering functionality 
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ACQUISITION - FOOD PROCESSOR

Business Process Improvement

• Current State operational processes from front to back 

• Alignment of Resources/Organizational Commitment

• Steering/Governance Committee

• Core Team – Process Owners

• Process Improvement Teams

• Ensured Business Overview

• Strategy Review

• SWOT / Scorecard Review

• S&OP Review

• Established Project Charter

• Definition of future state systems and processes 

• Selection and implementation of core ERP that can support company growth
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ACQUISITION - FOOD PROCESSOR

Correct Major 
Deficient Processes

Defined Future State 
Roadmap & Selected 

New System

Implemented in 12 
Months

Sold Company to PE 
Firm

Completed 
Acquisition 

Assessments

Acquired Company In 
Industry

Rationalized 
Organization/Processes

Rolled out System to 
Acquired Company in 

5 moths
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PROJECT ASSESSMENT
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PROJECT

ASSESSMENT
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PROJECT INTEGRATION
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PROJECT INTEGRATION
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W HAT ’ S K EY TO

C ONSIDER D URING

A CQUIS IT ION?  

49
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1. Evaluating a potential acquisition

2. Improving the performance of your existing portfolio 

3. Preparing a company for sale 

4. Improving business performance by improving business processes

5. How to benchmark your company’s business process maturity

FIVE KEY TAKEAWAYS
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• Case Studies

• Webinars & 
Vendor 
Demos
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I N D U S T R Y T H O U G H T L E A D E R S H I P

u l t r a c o n s u l t a n t s . c o m / e r p - e d u c a t i o n

• White Papers

• Surveys & 
Vendor 
Reports
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I N D U S T R Y T H O U G H T L E A D E R S H I P

u l t r a c o n s u l t a n t s . c o m / e r p - e d u c a t i o n

• Case Studies

• Webinars & 
Vendor 
Demos

• White Papers

• Surveys & 
Vendor 
Reports
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I N D U S T R Y T H O U G H T L E A D E R S H I P

u l t r a c o n s u l t a n t s . c o m / e r p - e d u c a t i o n

• Case Studies

• Webinars & 
Vendor 
Demos

• White Papers

• Surveys & 
Vendor 
Reports
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I N D U S T R Y T H O U G H T L E A D E R S H I P

u l t r a c o n s u l t a n t s . c o m / e r p - e d u c a t i o n

• Case Studies

• Webinars & 
Vendor 
Demos

• White Papers

• Surveys & 
Vendor 
Reports
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QUESTIONS?
u l t r a c o n s u l t a n t s . c o m / e r p - e d u c a t i o n
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