1. During the implementation of SAP at Nestlé, several issues arose that could have been addressed with
a more comprehensive and collaborative approach.

One of the biggest issues with the SAP implementation was that employees felt they were not consulted
orinvolved in the process. Nestlé could have done a better job of involving stakeholders from all affected
groups, including purchasing, manufacturing, inventory, accounting, and sales, in the planning and
implementation stages of the project. This could have helped address concerns and ensure that the new
system and processes were designed to meet all groups' needs.

Resistance to change is a common issue during ERP implementations, and Nestlé was no exception. The
company could have done a better job of addressing the concerns and resistance of employees who were
affected by the new system and processes. This could have involved providing more training and support
and involving employees in the planning and implementation stages.

Nestlé could have developed a more comprehensive change management plan to address issues related
to resistance to change and stakeholder involvement. This could have included a communication plan to
ensure that all employees were aware of the reasons for the change and how it would affect them, as well
as a training plan to ensure that employees were prepared to use the new system and processes.

The decision not to use SAP's Advanced Planner and Optimizer (APO) module, and instead opt for the
Manugistics supply-chain module developed by an SAP partner, may have contributed to some of the
problems that arose during the implementation. Nestlé could have done a better job of evaluating the
various module options available and selecting the one that best meet their needs.

Senior management's lack of understanding of the project's scope and impact was another area for
improvement. It is crucial to ensure that top executives understand the project's goals, benefits, and
potential challenges to provide adequate support and resources.

Nestlé could have provided more extensive training and communication to employees before and during
the implementation process to ensure they understand how the new system and processes will affect
their work, how to use the new system, and how to troubleshoot any issues that arise.

The company could have reviewed their project plan regularly to identify and address potential issues
before they became significant problems. Additionally, they could have implemented a change
management process to manage any unexpected challenges that arose during the implementation
process.

Finally, Nestlé could have considered all available options for software and module selection, including
SAP's Advanced Planner and Optimizer (APO). The team recommended Manugistics, which was developed
by an SAP partner, instead of using the APO module, which was viewed as too risky. However, this decision
resulted in additional problems during the implementation process.



2. Nestlé's implementation of SAP was successful due to a combination of factors.

First, the company undertook a comprehensive planning process that included defining clear objectives
and goals, identifying key stakeholders, and developing a detailed project plan. They also created a
communication strategy to keep everyone informed of the project's progress. Secondly, before going live
with SAP, Nestlé conducted extensive testing to ensure that the system was functioning as intended and
that all data was accurate. Additionally, Nestlé invested in user training to ensure that all employees who
would be using SAP were comfortable with the system and knew how to use it effectively.

Furthermore, Nestlé worked closely with SAP to ensure that the system was customized to meet the
company's specific needs and requirements. Nestlé also recognized that SAP is an ongoing project and
continues to work on improving and optimizing the system to ensure that it meets the company's evolving
needs.

In addition to these factors, Nestlé conducted thorough research and planning before implementing SAP,
including training employees and conducting a pilot program in a subsidiary company to identify any
potential issues. The company also had clear objectives for implementing SAP, including streamlining
processes, improving data accuracy, and reducing costs. Nestlé invested in change management efforts
to ensure that employees were trained and prepared for the new system. They also continued to monitor
and evaluate the effectiveness of SAP after implementation and adjusted improve the system as needed.

3. Implementing a change management plan from the beginning of SAP implementation at Nestle would
have been beneficial in several ways.

The change management plan would have allowed Nestle to define its goals and objectives for
implementing SAP clearly. This would have ensured that everyone involved in the project understood
what was expected of them and what the project aimed to achieve. Additionally, a communication plan
from the beginning would have helped Nestle ensure that everyone affected by the project was informed
and engaged throughout the process. By involving employees in the planning process and providing them
with the necessary training and support, Nestlé could have reduced resistance to the new system and
made the transition smoother.

A well-designed change management plan would have helped Nestle get buy-in and commitment from all
stakeholders, including employees, managers, and executives. This would have increased the likelihood
of success and adoption of the new system. Moreover, change management would have helped Nestle
engage employees throughout the implementation process, ensuring that they felt involved and invested
in the success of the project. This would have increased their motivation to learn the new system and to
use it effectively.

A change management plan would have helped Nestle identify and manage risks and issues associated
with the implementation of SAP, ensuring that problems were addressed promptly and effectively.
Moreover, a well-executed change management plan would have helped Nestlé maximize the benefits of
the new system by ensuring that employees were trained effectively, processes were optimized, and the
system was fully integrated into the organization's workflows and culture.



4. In the case of Nestlé's SAP implementation, the success of the project heavily relied on change
management, which is a sentiment echoed by many experts in the field. While the technical aspects of
the software were not the primary challenge, it was the organizational and human factors that posed
significant obstacles. To achieve a successful outcome, it was necessary to manage the changes that came
with the project effectively. This involved ensuring that everyone affected by the change was engaged,
trained, and supported throughout the process. Therefore, | agree with Dunn's statement that no major
software implementation is just about the software, it is about managing the changes that come with it.



