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Within Belron you are applying a 
dual ERP strategy with on the one 
hand Oracle and on the other hand 
Microsoft. Is that something which 
has grown or is it a deliberate choice? 

As Belron is a federated organiza-
tion, we took the decision 3.5 years 
ago to stop trying to centralize our 
IT systems. Instead, we have given 
full responsibility to each country 
for them to put in place the technolo-
gy they need to support their busi-
ness strategy. Because the business 
divisions within countries vary 
significantly in number and size and 
are facing different types of market 
dynamics, we came to the conclu-
sion that Oracle was the best fit for 
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is our core business system and 
therefore crucial for supporting 
the core finance, supply chain and 
people-related processes very well. 
Ideally, we want to have a standard-
ized core package combined with 
middleware to interface and expose 
ERP functionality and information. 
Our real focus is on getting as much 
flexibility as we can in the custom-
er-facing parts within our processes; 
those will typically be more bespoke 
systems or hubs that make it easy for 
us to manage interaction with third 
parties without causing an impact 
on this core ERP system. 

How do you support the countries 
with setting up strong project 
governance and making sure the 
right level of expertise is available?

We provide support on various 
levels. Firstly, we want to absolute-
ly ensure that the local business 
has the ultimate ownership of the 
project. This is also a key prerequi-
site for successful change manage-
ment within the project. To secure 
this ownership, we will not only 

our largest countries. 
For the other countries, in partic-

ular for our mid-size countries, we 
have found that the Microsoft AX 
and Dynamics CRM toolsets were a 
better fit for their size of business. 
This combination would produce 
less overhead from a process point 
of view and greater flexibility, since 
these are businesses that are still 
growing quite significantly in their 
markets. 

What sort of implementation model 
do you apply in the various countries 
and does it differ between the 
various countries?

Within Belron, I tend to use the 
Pace layering model from Gartner to 
help countries think through where 
their different systems fit (is it a sys-
tem of record, a system of differenti-
ation or a system of innovation) and 
then use that to help think through 
what type of approach they need to 
be using for managing and evolving 
those applications.

This basic approach is very con-
sistent across the countries. ERP 
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insufficient for the types of process 
that we need to execute, because we 
often need to customize, but we are 
convinced that over time the func-
tional offering will be more mature.

Taking a look at Microsoft, they 
seem to do better in this space, 
although they still do not have a full 
AX cloud platform product; howev-
er, they do in the CRM space and it is 
quite a well-evolved product, which 
receives a lot of focus. Probably 
today, it also makes more sense to 
move directly to CRM as a platform, 
getting the flexibility that we need, 
able to change functionality without 
a need to worry about the support-
ing infrastructure.

Last but not least, what from your 
point of view and experience are the 
top three critical success factors of an 
ERP project?

Firstly, be really clear about your 
scope! Up front we need to be abso-
lutely clear what the project is going 
to deliver, because when there is any 
uncertainty, ambiguity or if people 
think differently, it becomes very 
complicated to manage.

Secondly, take care of the details, 
particularly around data migration 
processes and cut-over (as most of 
the project focus will be on the func-
tionality, evidently). 

Thirdly, make sure your resourc-
ing is very clear, that you have the 
right people dedicated to the project. 
It is often hard because the people 
you want as an expert or key user 
often have a demanding day job as 
well; but be bold about roles and 
make absolutely sure you have the 
best people.

application vendor will certainly 
have a prominent role in our project 
governance.

Transition to cloud services is one 
of your key objectives in the coming 
years. What will be the impact on 
the project governance within your 
ERP projects?

There will surely be an impact as 
the cloud is an area which is evolv-
ing very rapidly. A lot of our focus 
until now is on the cloud as a better 
solution for managing our infra-
structure. Cloud services have great 
benefits, but the real value comes 
from using it as a platform. All of 
the different cloud services that you 
pull together and then orchestrate to 
support your work for your business 
processes – that is where you are able 
to really empower your developers to 
build solutions that are very flexible 
and where your time to market can 
be reduced.

At present, the cloud is really 
moving from something that the 
infrastructure teams have to worry 
about to something that will impact, 
in a positive manner, the people who 
are developing applications. As it is 
impossible to keep up that speed of 
innovation by yourself, you definite-
ly need to partner. The partners can 
bring in that added value, and then 
they will certainly have a dominant 
role in our project governance.

What is your view on the cloud 
strategy of your main ERP suppliers 
Oracle and Microsoft?

I think Oracle’s cloud strategy is 
becoming clear, Fusion is one part 
of it, but they have also announced 
their new IaaS offering and so are 
beginning to compete with AWS.

As a general direction over time, 
we will move towards cloud plat-
forms for our core ERP. From what I 
see today, the breadth of functional-
ly in the cloud platform solutions is 

play an active role in the steering 
committee, but where possible, 
we will also provide support from 
a content point of view. Secondly, 
within my team, I have what Gart-
ner calls “versatilists”; people who 
can support the project with their 
strong understanding of systems 
architecture together with process 
and business expertise. Alongside 
all of this, we also have the IT con-
trols program, which is part of the 
Group Risk and Assurance (GRA) 
program. This program covers 
key risk topics including internal 
financial controls, IT controls, trust 
capital, quality and safety. Last but 
not least, in the early stages of the 
project, we organize ‘lessons learned’ 
sessions, based on our experience 
in other countries. For example, for 
our ongoing Oracle R12 program 
in Germany, we brought together 
some of the key project teams from 
the UK and French R12 implementa-
tion projects to walk through their 
approach and their lessons learned, 
so that Germany could benefit from 
their experiences.

What type of role do your ERP 
supplier and implementation 
partners play within the project 
governance of the ERP programs?

We are applying a pragmat-
ic approach with respect to the 
involvement of our partners: “Who 
are the people who are really going 
to be able to bring something (extra) 
to help ensure the success of the 
project?” Clearly, the implementa-
tion partners we are working with 
should absolutely be part of the 
steering committee as ‘senior sup-
pliers’. When it concerns the appli-
cation vendor, it depends on what 
they will bring. If it is a technology 
that we are already familiar with, 
we generally do not see the need for 
a prominent role. However, when 
we bring in new technology, the 


