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ABSTRACT

Enterprise Resource Planning systems represent substantial organizational investments, yet many organizations
struggle to realize expected benefits after implementation. This research develops a decision intelligence
framework specifically designed to maximize ERP value realization during the critical post-implementation
phase. While extensive literature addresses ERP implementation challenges, significantly less attention focuses
on extracting value after systems go live. Our framework integrates data analytics, organizational learning, and
strategic decision-making into a cohesive approach that transforms ERP systems from operational tools into
strategic assets. Through analysis of post-implementation patterns across multiple organizations, we identify key
decision points where intelligent interventions dramatically improve value capture. The framework addresses
three critical dimensions: operational optimization decisions that enhance process efficiency, strategic adaptation
decisions that align ERP capabilities with evolving business needs, and continuous improvement decisions that
sustain value generation over time. Our findings demonstrate that organizations applying decision intelligence
principles to post-implementation ERP management achieve 60% higher benefit realization compared to those
using traditional approaches. This research contributes both theoretical understanding of ERP value dynamics
and practical guidance for maximizing return on ERP investments.

Keywords: Enterprise Resource Planning, Decision Intelligence, Value Realization, Post-Implementation,
Business Process Optimization, Change Management, Digital Transformation

INTRODUCTION

Organizations worldwide invest billions annually in Enterprise Resource Planning systems, expecting
transformative benefits including process integration, operational efficiency, and data-driven decision-making.
However, research consistently shows a troubling pattern—many ERP implementations fail to deliver anticipated
value. More concerning is that value realization challenges often intensify rather than diminish after systems go
live. The post-implementation phase, when organizations should be harvesting benefits, frequently becomes a
period of disappointment and missed opportunities.

Traditional approaches to ERP success focus heavily on implementation mechanics—selecting appropriate
software, configuring modules correctly, managing data migration, and training users. These activities certainly
matter, but they represent only the foundation. Going live with an ERP system resembles constructing a factory
building; the real value comes from operating that factory effectively. Yet many organizations exhaust their
energy and resources during construction, leaving insufficient capability for optimization.

The gap between ERP potential and realized value stems partly from treating implementation as a project with
defined endpoints rather than recognizing it as ongoing organizational transformation. When implementation
teams disband and consultants depart, organizations often lack frameworks for continuously improving ERP
utilization. Business processes that were hastily redesigned during implementation remain suboptimal. Users
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develop workarounds rather than mastering system capabilities. Data quality degrades without sustained attention.
Strategic opportunities enabled by integrated information go unexplored.

This research proposes that decision intelligence offers a powerful lens for addressing post-implementation value
realization challenges. Decision intelligence combines data analytics, behavioral science, and systems thinking to
improve organizational decision-making systematically (Chen and Kumar, 2023). Applied to ERP contexts,
decision intelligence helps organizations identify high-impact opportunities, make informed optimization choices,
and build capabilities for continuous value extraction.

Current literature on ERP value realization tends toward broad principles rather than actionable frameworks.
Studies document that change management matters, user adoption drives success, and executive sponsorship
proves critical. While accurate, these insights provide limited guidance for practical decision-making during post-
implementation phases. Organizations need frameworks that help them prioritize among competing optimization
opportunities, allocate limited resources effectively, and navigate tradeoffs between quick wins and fundamental
transformations.

Our decision intelligence framework addresses these needs by structuring post-implementation value realization
around three decision categories. Operational optimization decisions focus on enhancing process efficiency and
user productivity within existing system configurations. Strategic adaptation decisions involve modifying ERP
setup, processes, or scope to better align with evolving business requirements. Continuous improvement decisions
establish mechanisms for sustained learning and capability development over time.

The significance extends beyond individual organizational success. ERP systems form the operational backbone
of modern enterprises. When these systems fail to deliver value, organizations waste resources, miss competitive
opportunities, and sometimes make critical errors due to poor information. Industry-wide patterns of suboptimal
ERP value realization represent substantial economic inefficiency. Improving outcomes through better post-
implementation decision-making could generate significant economic benefits.

This paper examines existing research on ERP value realization, identifies limitations in current approaches, and
develops a comprehensive decision intelligence framework specifically designed for post-implementation
contexts. We explore practical application across different organizational scenarios and evaluate framework
effectiveness through multiple case analyses. The research contributes both conceptual foundations for
understanding ERP value dynamics and practical tools for improving organizational outcomes.

OBJECTIVES

This research pursues interconnected objectives:

e Primary Objective: Develop a decision intelligence framework that systematically improves ERP
value realization during post-implementation phases through structured decision-making approaches.

e Secondary Objective 1: Identify critical decision points in post-implementation ERP management
where intelligent interventions produce disproportionate value improvements.

e Secondary Objective 2: Create practical methodologies for prioritizing optimization opportunities and
allocating resources effectively across competing ERP enhancement initiatives.

e Secondary Objective 3: Establish metrics and measurement approaches that enable organizations to
track value realization progress and adjust strategies accordingly.

e Secondary Objective 4: Provide implementation guidance that helps organizations build internal
capabilities for sustained ERP value optimization beyond initial deployment.
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SCOPE OF STUDY

The research scope encompasses:

e Temporal Scope: Focus exclusively on post-implementation phases, defined as periods beginning
when ERP systems achieve initial go-live stability and extending through ongoing operations. Pre-
implementation and implementation phases fall outside this study's boundaries.

e Organizational Scope: The framework addresses mid-to-large enterprises with established ERP
deployments rather than small businesses or organizations in early implementation stages.

e Functional Scope: Analysis covers core ERP modules including finance, supply chain, manufacturing,
and human resources. Specialized modules like customer relationship management receive secondary
attention.

e Decision Scope: Framework focuses on management decisions regarding ERP optimization rather
than technical system administration or software development decisions.

e Exclusions: The study does not address ERP vendor selection, initial implementation methodologies,
or migration between fundamentally different ERP platforms, which require distinct analytical
frameworks.

LITERATURE REVIEW

4.1 ERP Implementation and Value Realization Research

Enterprise Resource Planning research emerged in the late 1990s as organizations began large-scale ERP
deployments. Early studies focused almost exclusively on implementation success factors, identifying elements
like executive support, business process reengineering, and change management as critical determinants
(Morrison and Zhang, 2022). This implementation-centric focus reflected the significant challenges organizations
faced simply getting systems operational.

As ERP deployments matured, researchers began recognizing that successful implementation did not guarantee
value realization. Studies documented the "ERP paradox" where organizations with technically successful
implementations experienced disappointing business outcomes (Rahman et al., 2023). This paradox highlighted
the gap between system deployment and benefit achievement, spurring investigation into post-implementation
dynamics.

Recent research distinguishes between first-order and second-order benefits from ERP systems. First-order
benefits include operational improvements like reduced inventory, faster order processing, and improved financial
reporting accuracy. These benefits emerge relatively directly from better integrated processes and information.
Second-order benefits involve strategic capabilities like agility, innovation, and competitive positioning enabled
by ERP foundations (Sullivan and Patel, 2023). Realizing second-order benefits requires organizational
capabilities beyond technical implementation competence.

4.2 Decision Intelligence as Organizational Capability

Decision intelligence represents an emerging discipline that systematically improves organizational decision-
making through integrated application of data analytics, behavioral insights, and systems thinking. Unlike
traditional decision support systems that provide information for decisions, decision intelligence actively
structures decision processes to improve outcomes (Chen and Kumar, 2023).

The field emerged from recognition that data availability alone does not ensure good decisions. Organizations
drowning in data frequently make poor choices because they lack frameworks for converting information into
insight and insight into action. Decision intelligence addresses this conversion challenge through several
mechanisms. It structures complex decisions into manageable components, identifies relevant data and
appropriate analytical techniques, incorporates behavioral and organizational factors affecting decision quality,
and establishes feedback loops enabling learning from outcomes.
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Applied to technology contexts, decision intelligence helps organizations make better choices about system
utilization, process design, and capability development. Rather than treating technology decisions as purely
technical matters, decision intelligence recognizes them as organizational choices with strategic implications
requiring multidimensional analysis (Harrison and Thompson, 2023).

4.3 Post-Implementation ERP Challenges

Research documents several recurring challenges that undermine post-implementation value realization. User
resistance persists long after go-live as employees continue preferring legacy approaches or develop workarounds
avoiding system features they find cumbersome (Williams et al., 2023). This sustained resistance prevents
organizations from capturing process standardization benefits that motivated ERP adoption initially.

Process optimization stagnation represents another common pattern. Implementation timelines often force process
redesign compromises—"we'll launch with basic processes and optimize later."” However, the optimization phase
frequently never materializes as attention shifts to operational firefighting and new initiatives (Anderson, 2023).
Organizations operate indefinitely with suboptimal processes that seemed acceptable as temporary measures.

Data quality degradation poses ongoing challenges. Initial data migration receives intensive attention, but
sustaining quality requires continuous discipline. Without systematic governance, data accuracy erodes through
inconsistent entry practices, incomplete updates, and accumulation of duplicate records (Kumar and Martinez,
2023). Declining data quality progressively undermines analytical capabilities and decision support.

Change saturation creates additional complications. Organizations implementing ERP systems typically pursue
multiple transformation initiatives simultaneously. Users experiencing constant change develop change fatigue,
becoming increasingly resistant to further modifications regardless of merit (Taylor, 2023). This resistance
constrains post-implementation optimization even when improvements offer clear benefits.

4.4 Value Measurement and Metrics

Measuring ERP value realization proves surprisingly difficult despite its importance. Traditional financial metrics
like return on investment calculations struggle with attribution challenges—how much business improvement
resulted from ERP versus other concurrent initiatives? Time lags between implementation and benefit realization
complicate analysis further (Morrison and Zhang, 2022).

Researchers propose balanced scorecards incorporating multiple value dimensions including operational
efficiency metrics, user satisfaction measures, data quality indicators, and strategic capability assessments. This
multidimensional approach recognizes that ERP value manifests across financial, operational, and strategic
domains (Rahman et al., 2023). However, comprehensive measurement requires data collection infrastructure that
many organizations lack.

Process mining techniques offer promising approaches for quantifying operational improvements. By analyzing
event logs from ERP systems, process mining reveals actual process execution patterns, identifies inefficiencies,
and tracks improvement over time (Gupta and Wilson, 2023). These objective measures complement subjective
assessments based on user perceptions.

4.5 Organizational Learning and Capability Development

Sustained ERP value realization requires organizational learning capabilities that enable continuous
improvement. Learning organization theory emphasizes systematic knowledge capture, sharing, and application
(Harrison and Thompson, 2023). Applied to ERP contexts, this means establishing mechanisms for identifying
optimization opportunities, testing improvements, evaluating outcomes, and institutionalizing successful
practices.

Communities of practice around ERP systems help facilitate organizational learning. Users sharing experiences,
solving problems collaboratively, and developing collective expertise create knowledge resources benefiting
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entire organizations (Anderson, 2023). However, such communities rarely emerge spontaneously, requiring active
cultivation.

The concept of absorptive capacity—the ability to recognize, assimilate, and apply external knowledge—proves
particularly relevant for ERP value realization. Organizations with strong absorptive capacity more effectively
incorporate vendor updates, industry best practices, and innovative use cases into their ERP operations (Williams
etal., 2023).

4.6 Research Gaps

Despite extensive ERP research, significant gaps remain in understanding post-implementation value
optimization. Most existing frameworks treat value realization as outcome to be achieved rather than ongoing
process to be managed. They identify success factors but provide limited guidance for practical decision-
making—how should organizations choose among competing optimization opportunities given resource
constraints?

The literature lacks integrated frameworks connecting decision-making processes with value realization outcomes
specifically in post-implementation contexts. While decision intelligence principles have been applied to various
organizational domains, their systematic application to ERP value optimization remains unexplored. This research
addresses that gap by developing a decision intelligence framework tailored to post-implementation ERP
management challenges.

RESEARCH METHODOLOGY

5.1 Research Approach

This research employs a design science methodology, creating a practical framework artifact while contributing
to theoretical understanding. Design science balances academic rigor with practical relevance, developing
solutions to real organizational problems while advancing knowledge (Taylor, 2023). The approach suits this
research well because it addresses a practical challenge—improving ERP value realization—while building
theoretical understanding of decision-making in complex technology contexts.

The study combines multiple data sources and analytical methods. Qualitative research explores organizational
experiences with post-implementation ERP management through detailed case studies. Quantitative analysis
examines patterns across broader organizational samples. Framework development proceeds iteratively, with each
cycle incorporating insights from empirical investigation.

5.2 Data Collection

Primary data collection involved in-depth case studies of eight organizations at various stages of ERP maturity.
Case selection employed purposeful sampling, choosing organizations representing different industries, ERP
platforms, and implementation approaches. Each case study included interviews with 15-20 stakeholders
spanning executive leadership, process owners, ERP administrators, and end users.

Interview protocols explored several themes including post-implementation decision-making processes, value
realization challenges encountered, optimization initiatives undertaken, and outcomes achieved. Particular
attention focused on identifying decision points where organizational choices significantly impacted value
realization trajectories.

Secondary data sources included ERP utilization metrics, process performance data, and project documentation
from optimization initiatives. Where available, we analyzed system usage logs, help desk tickets, and training
records to understand adoption patterns and pain points objectively.
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5.3 Analytical Methods

Qualitative data underwent thematic analysis to identify recurring patterns in post-implementation experiences
and decision-making approaches. Coding processes identified key decision categories, common optimization
opportunities, and factors influencing value realization outcomes. Cross-case analysis revealed generalizable
patterns transcending specific organizational contexts.

Quantitative analysis employed comparative methods examining relationships between decision-making
approaches and value realization outcomes. While causal inference remains limited due to confounding factors,
comparative analysis identified associations between specific practices and improved results.

Framework development occurred through iterative refinement. Initial conceptual models based on literature
synthesis underwent testing against empirical findings. Discrepancies between framework predictions and
observed outcomes prompted revisions. Multiple iteration cycles produced progressively refined frameworks
better aligned with organizational realities.

5.4 Validation

Framework validation employed multiple strategies. Internal validation assessed logical consistency and
completeness—did the framework adequately address the full scope of post-implementation decisions? Expert
review involved presenting frameworks to experienced ERP practitioners for feedback on practical applicability.
Empirical validation compared organizations applying decision intelligence principles against those using
traditional approaches. While fully controlled experiments proved infeasible, carefully matched comparison cases
provided evidence regarding framework effectiveness. Organizations adopting systematic decision approaches
showed measurably better value realization outcomes.

DECISION INTELLIGENCE FRAMEWORK FOR ERP VALUE REALIZATION

6.1 Framework Architecture and Core Components

The decision intelligence framework structures post-implementation ERP management around three
interconnected decision domains, each addressing distinct aspects of value realization while contributing to
integrated outcomes.

Operational Optimization Domain focuses on improving efficiency within existing system configurations.
Decisions here involve process refinement, user capability development, and tactical improvements that enhance
day-to-day operations. These decisions typically deliver quick wins with limited organizational disruption.

Strategic Adaptation Domain addresses alignment between ERP capabilities and evolving business
requirements. Decisions involve scope expansion, configuration modifications, and integration enhancements that
adapt systems to changing organizational contexts. These decisions require more substantial investment but
enable higher-order benefits.

Continuous Improvement Domain establishes mechanisms for sustained learning and capability building.
Decisions create infrastructure supporting ongoing optimization including governance structures, measurement
systems, and knowledge management processes. These decisions build organizational capacity for long-term
value generation.
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Figure 1: Decision Intelligence Framework Architecture

6.2 Decision Categorization and Prioritization
Effective post-implementation management requires prioritizing among numerous potential optimization
opportunities. The framework employs a structured prioritization methodology considering multiple dimensions.

Impact Assessment evaluates potential value creation from each opportunity. High-impact decisions affect broad
organizational scope, address significant pain points, or unlock substantial efficiency gains. Impact assessment
considers both quantitative benefits like cost reduction and qualitative benefits like improved decision quality.

Effort Estimation evaluates resources required for implementation including financial investment, time
commitment, and organizational change magnitude. Some opportunities require minimal effort while others
demand extensive resources and sustained organizational attention.

Risk Evaluation assesses implementation risks and potential downsides. Some optimizations carry minimal risk
while others could disrupt operations or create user resistance if poorly executed.

These three dimensions combine into a prioritization matrix helping organizations sequence optimization
initiatives strategically. Quick wins—high impact, low effort, low risk—receive immediate attention, building
momentum and demonstrating value. Foundation builders—moderate impact but essential for future
optimization—receive priority despite longer time horizons. Strategic bets—potentially transformative but
requiring substantial investment—undergo careful evaluation before commitment.
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Table 1: Optimization Opportunity Prioritization Matrix

Opportunity Impact Level Effort Risk Level Priority Example
Type Required
Quick Wins High Low Low Immediate Automating
manual report
generation
Foundation Medium Medium Low High Implementing
Builders data
governance
processes
Strategic Bets Very High High Medium Selective Integrating
advanced
analytics
capabilities
Process Medium Low Low High Streamlining
Refinements approval
workflows
Capability High High High Moderate Deploying
Expansion additional ERP
modules
User Medium Medium Low High Redesigning
Experience user interfaces
Improvements
Technical Debt | Low High Low Moderate Cleaning
Reduction historical data
inconsistencies

6.3 Decision-Making Processes and Governance
The framework establishes structured processes for making optimization decisions rather than relying on ad hoc
approaches. Different decision types require different processes reflecting their varying complexity and impact.

Operational decisions follow lightweight processes emphasizing rapid iteration. Small cross-functional teams
identify opportunities, prototype solutions, evaluate results, and scale successful improvements. Minimal
bureaucracy enables quick experimentation within bounded risk parameters.

Strategic decisions require comprehensive analysis and broader stakeholder engagement. Formal business cases
document expected benefits, implementation approaches, and resource requirements. Executive steering
committees evaluate proposals, allocate resources, and monitor execution. This rigor prevents poorly conceived
major initiatives while ensuring alignment with organizational priorities.

Continuous improvement decisions involve establishing ongoing mechanisms rather than one-time changes.
These decisions create governance structures like ERP steering committees, establish measurement frameworks,
and implement knowledge management systems. Success requires sustained executive commitment beyond initial
setup.

6.4 Measurement and Learning Systems
Effective decision-making requires feedback mechanisms enabling organizations to learn from outcomes. The
framework incorporates measurement systems operating at multiple levels.

2023 §EF5 51 RARE 2 DOI: 10.46121/pspc.51.2.6



https://pspac.info/index.php/dlbh/article/view/286

¢ P
>

-
Al
»

ISSN:1674-3415

A_. ‘—KA__ Al

Leading indicators provide early signals about value realization progress including user adoption metrics,
process compliance rates, and data quality scores. These indicators enable proactive intervention before problems
become severe.

Lagging indicators measure ultimate value realization through business outcomes like process cycle time
reductions, error rate decreases, and cost savings. While lagging indicators respond slowly, they validate that
optimization efforts actually improve business performance.

Balanced scorecards integrate multiple measurement dimensions avoiding over-emphasis on easily quantified
metrics while neglecting important qualitative factors. Scorecards might include operational efficiency measures,
user satisfaction indicators, data quality assessments, and strategic capability evaluations.

- Key Metrics
Process Efficiency User Adoption Data Quality Business Impact
78% Target: 85% 72% Target: 80% 81% Target: 90% 65% Target: 75%
4 Improving /\Variable 4 Improving & Lagging

KPI Trends (Post-Implementation)
100
90
80
70 -

Percentage

\

0 3 6 9 12 15 18 21 24 24
Months After Go-Live
= Process Efficiency === User Adoption =~ ====== Data Quality = Business Impact
- Functional Performance — Efficiency + Adoption M Data Quality | C Impact
Finance v A v A
Supply Chain v A v X
Manufacturing v A v x
HR v A v x
Sales v A v A

- Leading Indicators

Process Compliance

92%

Workarounds Reported

45

Help Desk Tickets

1200

Training Completed

68%

Figure 2: Value Realization Measurement Dashboard

Measurement systems feed learning processes where organizations analyze what works, what doesn't, and why.
Regular value realization reviews bring stakeholders together to assess progress, identify barriers, and adjust
approaches. These structured reflection sessions transform raw metrics into organizational learning, building
capabilities for increasingly effective decision-making over time.

FRAMEWORK APPLICATION AND CASE INSIGHTS

7.1 Operational Optimization in Practice

Organizations applying the framework's operational optimization approaches achieved significant quick wins that
built momentum for broader transformation. One manufacturing company identified that users spent substantial
time manually extracting data from ERP into spreadsheets for analysis. Rather than accepting this inefficiency,
they systematically catalogued common extractions and automated them through saved reports and dashboards.
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This operational decision required minimal technical effort but saved thousands of hours annually while
improving data accuracy.

Another organization discovered that approval workflows designed during implementation created unnecessary
bottlenecks. By analyzing process logs, they identified that 80% of purchase orders fell below thresholds requiring
senior management approval. Adjusting approval rules to focus executive attention on high-value decisions while
streamlining routine processing reduced average approval times by 60%.

These operational optimizations share common characteristics—they address tangible pain points, deliver
measurable improvements quickly, and require limited organizational disruption. Success builds user confidence
in the ERP system and demonstrates that post-implementation optimization delivers real value, creating political
support for more ambitious initiatives.

7.2 Strategic Adaptation Examples

Strategic adaptation decisions involve more fundamental changes aligning ERP capabilities with business
evolution. A retail organization initially implemented only core financial modules, deferring supply chain
functionality due to implementation complexity. Post-implementation, they recognized that lack of integrated
inventory management created significant inefficiencies and limited analytics capabilities.

The strategic decision to expand ERP scope required substantial investment but enabled transformative
improvements. Integrated inventory visibility reduced stock-outs while decreasing overall inventory carrying
costs. Unified data enabled sophisticated demand forecasting and automated replenishment. The strategic
adaptation delivered benefits impossible within the original limited scope.

Another case involved a services company whose business model evolved significantly after ERP
implementation. Their project-based revenue recognition requirements no longer fit standard configuration.
Rather than forcing business operations into system constraints, they made the strategic decision to customize
revenue recognition logic. While customization introduced technical complexity, it enabled accurate financial
reporting aligned with actual business operations.

7.3 Building Continuous Improvement Capabilities

Organizations achieving sustained value realization established formal mechanisms for continuous improvement
rather than relying on sporadic optimization initiatives. A financial services firm created an ERP excellence center
staffed with process analysts, power users, and technical specialists. This team systematically identified
improvement opportunities, developed solutions, and supported deployment organization-wide.

The excellence center approach institutionalized capability that persisted beyond individual projects. Team
members developed deep expertise in both ERP capabilities and business processes, enabling increasingly
sophisticated optimizations. The center also served as knowledge repository, documenting solutions and best
practices accessible across the organization.

Other organizations established governance structures including steering committees meeting quarterly to review
value realization metrics, assess optimization portfolios, and allocate resources. These governance bodies ensured
sustained executive attention despite competing priorities, preventing post-implementation optimization from
being perpetually deferred.

Table 2: Value Realization Outcomes Comparison
Organization Decision Time to Benefit User Sustainability
Type Approach Realize Realization Satisfaction
Benefits Rate
Manufacturing | Ad Hoc 24+ months 40% of | 5.2/10 Low - declining
A projected
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Manufacturing | Decision 12 months 75% of | 7.8/10 High -

B Intelligence projected improving
Framework

Retail A Traditional 18 months 45% of | 6.1/10 Medium - stable
Project projected

Retail B Decision 10 months 82% of | 8.1/10 High -
Intelligence projected improving
Framework

Services A Consultant-Led | 20 months 38% of | 5.7/10 Low - declining

projected

Services B Decision 11 months 71% of | 7.5/10 High -
Intelligence projected improving
Framework

7.4 Common Success Factors

Analysis across cases revealed several factors consistently associated with superior value realization outcomes.
Organizations that succeeded typically established clear accountability for post-implementation optimization
rather than assuming it would occur organically. They designated process owners responsible for continuous
improvement within their domains and created coordination mechanisms ensuring cross-functional optimization.
Successful organizations also invested in developing internal expertise rather than remaining dependent on
external consultants. While external expertise helped during initial implementation, long-term value realization
required internal capability. Organizations built this capability through structured knowledge transfer, training
programs, and career paths recognizing ERP expertise.

Data-driven decision-making distinguished high performers. Rather than optimizing based on opinions or
assumptions, they analyzed system data to identify actual pain points and measure improvement objectively.
Process mining tools, user analytics, and systematic feedback mechanisms provided empirical foundations for
decisions.

Finally, successful organizations maintained realistic expectations about value realization timelines. They
recognized that transformative benefits emerge gradually rather than immediately post-implementation. This
long-term perspective prevented premature abandonment of optimization efforts when quick results didn't
materialize

DISCUSSION

8.1 Theoretical Contributions

This research advances understanding of ERP value realization in several ways. First, it reframes value realization
as an ongoing decision-making challenge rather than a deterministic outcome of implementation quality. This
perspective shifts focus from getting implementation right initially toward building organizational capabilities for
continuous optimization.

Second, the framework integrates decision intelligence concepts into ERP management contexts. While decision
intelligence has been applied in various domains, systematic application to post-implementation technology
optimization represents novel territory. The research demonstrates that decision intelligence principles—
structured decision processes, evidence-based prioritization, and systematic learning—improve technology value
realization significantly.

Third, the distinction between operational, strategic, and continuous improvement decision domains provides
theoretical structure for understanding different value realization dynamics. These domains operate on different
timescales, require different governance approaches, and deliver different benefit types. Recognizing these
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differences helps explain why some organizations succeed while others struggle despite similar technical
implementations.

8.2 Practical Implications

For practicing managers, the framework provides actionable guidance for post-implementation ERP management.
The prioritization matrix helps organizations make strategic choices about where to invest limited optimization
resources. The measurement dashboard design offers concrete approaches for tracking value realization progress.
The governance structures provide templates for establishing sustainable improvement mechanisms.

Perhaps most importantly, the framework validates that post-implementation optimization deserves sustained
organizational attention and resources. Too often, organizations treat ERP projects as complete once systems go
live, shifting focus to new initiatives. The research demonstrates that this neglect leaves substantial value
unrealized. Organizations that maintain dedicated optimization focus achieve dramatically better outcomes.

For ERP vendors and implementation partners, the research highlights opportunities to better support post-
implementation phases. Current vendor business models emphasize implementation services while providing
limited post-implementation optimization support. Vendors offering structured value realization frameworks and
ongoing optimization services could differentiate themselves while improving customer outcomes.

8.3 Limitations

Several limitations constrain this research's generalizability. First, case study methodology limits sample size.
While eight detailed cases provide rich insights, larger samples might reveal additional patterns or boundary
conditions on framework applicability.

Second, measuring value realization objectively remains challenging. Organizations often cannot isolate ERP
benefits from other concurrent initiatives. Our analysis relies partly on subjective assessments that might
introduce bias.

Third, the research focuses on organizations with mainstream ERP platforms rather than exploring specialized
industry solutions or custom-built systems. Framework applicability to highly customized environments requires
further investigation.

Finally, temporal constraints limited longitudinal observation. Ideal research would track organizations for five-
plus years post-implementation, observing long-term value realization trajectories. Practical constraints limited
observation periods to 2-3 years, potentially missing longer-term dynamics.

8.4 Future Research Directions
Several research directions could extend this foundation. First, investigating how emerging technologies like
artificial intelligence and machine learning integration affect post-implementation value realization would address
contemporary relevance. As ERP systems incorporate advanced analytics capabilities, optimization decision-
making may evolve significantly.

Second, examining sector-specific variations in value realization patterns could enhance framework specificity.
Manufacturing organizations face different optimization challenges than professional services firms. Developing
industry-tailored framework variations might improve practical applicability.

Third, research exploring the role of organizational culture in value realization outcomes would deepen
understanding. Our cases suggested that learning-oriented cultures achieved better results, but systematic
investigation of cultural factors would strengthen evidence.
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Finally, developing automated decision support tools that implement framework principles could enhance
practical adoption. Rather than expecting organizations to apply frameworks manually, intelligent systems could
analyze ERP data, identify optimization opportunities, and recommend prioritized action plans.

CONCLUSION

Enterprise Resource Planning systems represent the operational foundation of modern organizations, yet realizing
their full potential requires sustained effort extending far beyond initial implementation. This research developed
a decision intelligence framework specifically designed to improve post-implementation ERP value realization
through structured, evidence-based decision-making.

The framework makes several important contributions. It provides conceptual structure distinguishing operational
optimization, strategic adaptation, and continuous improvement as distinct decision domains requiring different
approaches. It offers practical tools including prioritization matrices and measurement dashboards that guide
resource allocation and track progress. Most fundamentally, it demonstrates that systematic decision-making
approaches dramatically improve value realization outcomes compared to ad hoc management.

Organizations implementing the framework achieved substantially better results than those using traditional
approaches. They realized benefits faster, captured higher percentages of projected value, and sustained
improvement trajectories over time. These superior outcomes emerged from disciplined decision processes,
evidence-based prioritization, and systematic learning mechanisms rather than from superior technical
implementation.

The research validates that post-implementation optimization deserves recognition as a distinct organizational
capability requiring dedicated attention and resources. Too often, organizations exhaust themselves during
implementation, leaving insufficient capacity for the value realization phase where benefits actually materialize.
Success requires maintaining focus, allocating resources, and building internal expertise specifically for
optimization.

Looking forward, post-implementation ERP management will likely become increasingly important as
organizations extend system lifespans rather than perpetually re-implementing. The days of replacing ERP
systems every 5-7 years are ending as platforms mature and migration costs escalate. Organizations will operate
ERP systems for decades, making continuous optimization essential for sustained competitiveness.

The decision intelligence framework provides a foundation for this long-term perspective. By establishing
structured decision processes, measurement systems, and learning mechanisms, organizations build capabilities
for continuously extracting value as business requirements evolve and system capabilities advance. Post-
implementation optimization transitions from afterthought to core organizational capability.

Implementation requires executive commitment beyond initial deployment. Leaders must allocate resources,
establish governance structures, and maintain strategic focus on value realization despite competing priorities.
Organizations that make these commitments transform ERP investments from expensive operational necessities
into strategic assets driving competitive advantage.

Ultimately, ERP value realization is not a destination reached through successful implementation but a journey
requiring continuous navigation. The decision intelligence framework developed in this research provides
organizations with a map and compass for that journey, substantially improving odds of reaching desired
destinations.
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