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Executive Summary

For many organizations, the budget for ERP/CRM modernization
is not outside the business. It is already inside—trapped in
operational friction, inefficient processes, and outdated systems.
e—trapped in operational friction, inefficient processes, and
outdated systems.

Value trap How it shows up

Manual effort Productivity lost to repetitive, low-value work

Excess working capital Cash tied up in inventory, AR, and slow turns

Duplicate systems Redundant licenses, tools, and maintenance

Slow reporting Lagging insights that delay action and increase risk
Delayed collections Cash delayed is cash that does not earn

Fragmented data Silos that impair visibility, accuracy, and trust

Rising support costs More tickets, custom fixes, and vendor dependence
Decisions made too late Late decisions are expensive decisions—and erode margin

The better CFO question is not: Can we afford to modernize?
It is: How much value are we losing by continuing to fund the current state?

Three Value Pillars
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Reduce waste, simplify Accelerate cash flow, Deliver timely, trusted
operations, and lower improve turns, and insights to act faster
the cost to run. unlock liquidity. and protect margin.
Cost efficiency Working capital Speed of
optimization decision-makin
N AN AN 9

Al as a multiplier across all three pillars:
Automate. Augment. Accelerate. Realize more value, faster.
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1.

Why “No Budget” Is Often
a Business Case Problem

ERP and CRM modernization proposals often fail because they
sound like technology upgrades. CFOs need a business case
framed in cash, margin, risk-adjusted return, payback, timing,
and value tracking—so it competes for capital and wins.

What proposals often say What the CFO needs to hear
Legacy ERP replacement Reduce manual finance effort
Modern CRM Shorten the close cycle
Better reporting Retire duplicate tools and licenses
Al-ready data Improve collections and cash visibility
Move to cloud Reduce inventory buffers
\ Phase investment so early value funds later waves )

2.
Why Now:
The Cost of Waiting Another Year

Doing nothing is not neutral; it is a decision to keep paying for inefficiency.

Area Current state Cost of waiting

Legacy support Aging systems cost more and limit options. Higher run cost

Manual processes High-touch work slows the business. Higher labor cost

Margin visibility Poor visibility hides margin leakage. Slower corrective action

Working capital Cash tied up in inventory and receivables. Cash remains trapped

Decision speed Data gaps delay high-value choices. Slower capital reallocation
\AI readiness Data and process debt keep Al on hold. Al stays experimental )
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3.
Where Value Is Trapped Today

Most organizations already pay for transformation—but inefficiently.

s p

Value trap Description

Finance productivity Too much manual work drives up labor cost.

Application rationalization Redundant tools and licenses waste spend.

Legacy support High maintenance cost with rising risk.

Working capital Inventory and A/R drag down cash and returns.

Decision latency Slow insights lead to missed opportunities.

Compliance and controls Manual controls increase risk and cost. )

Modernization should be positioned as a value recovery program, not a systems
replacement project.
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The Three Value Pillars That
Fund Modernization

A CFO-ready ERP/CRM modernization case should be organized around three value pillars:
cost efficiency, working capital optimization, and speed of decision-making.

Pillar 1: Cost Efficiency

Cost efficiency answers where the business is spending too much to run operations.

/Area What it represents
Finance operations Higher overhead and error risk
Repor’rir;é Lost analyst time
Applica’f_i;)ns Avoidable license and vendor cost
Suppor’r.“ Rising maintenance cost
\Process _e-xecu’rion Margin leakage

Pillar 2: Working Capital Optimization

Working capital is often the most powerful but underused part of the business case.

/Lever

Impact
Inventory Lower buffers and fewer stockouts
Receivogies Prioritized collections and lower DSO
Order—’r;—cash Cleaner orders and faster invoicing
Forecos’.r-i-ng Rolling forecasts and demand sensing
\Supply c-f;oin Faster exception management

Example: 12,000 annual hours on reconciliations and reporting; a 35% reduction releases
4,200 hours annually.

Pillar 3: Speed of Decision-Making

Legacy systems slow decisions because data is scattered.

¢ Days to close ¢ Time to identify margin leakage
* Days to produce management reports * Time to resolve order exceptions
* Forecast refresh cycle ¢ Sales forecast accuracy

Example: 12,000 annual hours on reconciliations and reporting; a 35% reduction releases
4,200 hours annually.
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Al as a Practical
Workflow Multiplier

6 .
| o

Total Technology Transformation

).X( Korcomptenz

/N

0l 7

Al should not be treated as a separate transformation project; it should be treated as a
multiplier inside the ERP/CRM modernization case. For CFOs, Al becomes credible when it is
tied to a workflow, a baseline, an owner, and a measurable financial lever.

Workflow

Al-enabled improvement

CFO metric

Invoice exceptions

Inventory alerts
Forecast commentary

Pipeline risk

-

Classify, route, and resolve
exceptions faster

Cost per invoice, cycle time,
error rate

Match transactions, flag
anomalies, draft explanations

Close days, finance hours,
audit effort

Prioritize accounts by risk, aging,
and payment behavior

DSO and cash forecast
accuracy

Detect excess stock, demand
shifts, and replenishment risk

DIO, carrying cost, stockouts

Generate variance explanations
and scenarios

Forecast cycle time and
planning accuracy

Flag deal slippage, discount risk,
and renewal exposure

Revenue forecast accuracy
and margin visibility

Al value lever

Description

Reduces manual work

Accelerates insight

Enables earlier action

Moves repetitive workflow steps from manual handling to guided

automation.

Surfaces collections, inventory, and payment signals earlier.

Explains variances and exceptions faster.

Highlights risk while there is still time to intervene.




6.

The Business Value Register:
The Link Between Case

and Execution

The Business Value Register is not just a planning artifact; it is the
operating mechanism that keeps modernization tied to
measurable value.
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Value item Baseline Target Owner Timing Confidence o "9
method
Reduce Monthly
reconciliation 12,000 hours 7,800 hours Finance Ops Wavel Medium close
effort dashboard
Improve AR aging
collections DSO 52 DSO 48 AR Lead Wave 2 Medium and cash
prioritization forecast
Retire
duplicat IT and Li
= |cc.1 © 5 tools 2 tools , an Wave 1 High lcense .

reporting Finance spend review
tools
Improve $60M Inventory
inventory average 5% reduction Supply Chain Wave 2 Medium and carrying
visibility inventory cost report
R
) edL.Jce AP cycle-
invoice . )

i 8 days 4 days AP Lead Wave 1 Medium time
exception

. dashboard
cycle time

)

Every major modernization workstream should connect back to a value item, owner, metric,
and tracking method.
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7.
lllustrative 3-Year ROl View

lllustrative example only — actual benefits, costs, timing, payback, ROI, and NPV will vary by
baseline, maturity, adoption, data readiness, and execution scope.

(9] Year1 Year 2 Year 3
Finance productivity savings $350K $800K $950K
Retired systems and license savings $200K $500K $650K
Legacy support reduction $150K $400K $500K
Inventory carrying cost reduction $300K $900K $1.2M
Collections / DSO improvement $250K $700K $900K
Faster close and reporting productivity $150K $450K $600K
Al-enabled automation and decision support  $100K $600K $™M
Total benefits $1.5M $4.35M $5.8M
Total costs $4.15M $2.3M $1.85M
Net benefit $2.65M $2.05M $3.95M
Cumulative net benefit $2.65M ($600K) $3.35M

In this illustrative scenario, payback occurs during Year 3.




8.

Stay vs. Transform:

The CFO Capital Allocation Choice

lllustrative example only — actual benefits, costs, timing, payback, ROI, and NPV will vary by
baseline, maturity, adoption, data readiness, and execution scope.
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High maintenance, rising run cost

Lower total cost of ownership

Cash

Cash tied up in inventory and Al

Cash released and redeployed

Margin

Eroding margin from inefficiency

Margin expansion through efficiency

Close cycle

Long, manual, and unpredictable

Faster, consistent, and scalable

Reporting

Siloed, delayed, and inconsistent

Real-time, trusted, and unified

Compliance

Higher risk, reactive, audit heavy

Built-in controls and auditability

Customer and revenue

Slow response, experience gaps

Better experience and revenue lift

Decision speed

Weeks to months

Hours to days

Al readiness

Data silos and brittle workflows

Clean dataq, governed, Al-ready

Risk

Technology, process, and talent risk

Lower risk, higher resilience

Cost

N

High maintenance, rising run cost

Lower total cost of ownership
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How CFOs Can
Reduce Execution Risk

-

CFO concern

How to reduce it

Program overrun

Phased scope, value gates, executive steering, backlog control

Benefits not realized

Business Value Register, benefit owners, KPI tracking

Scope creep

Wave-based delivery, change control, clear decision rights

Adoption risk

Process ownership, training, change management, usage metrics

Data readiness

Data assessment, cleansing plan, governance

Business disruption

Prioritized pilots, controlled rollout, testing

Al risk

Human approvals, audit trails, access controls, output validation

kExecuﬁve misalignment

Sponsorship and value-based prioritization

Validate all external benchmark claims before publication; use benchmarks as directional
context, not promised outcomes.
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10.

How CFOs Can
Reduce Execution Risk

4 N

Step Action Purpose

Identify where value is trapped across people, processes,

1 Find the value data, and systems.

Size the upside, costs, timing, and risk-adjusted returns with

2 Quantify the case

Y finance discipline.
3 Phase the roadmap Sequence initiatives to deliver early wins and compound value.
4 Track realization Measure, learn, and reinvest—turn the program into a value

\ engine. /

SmartForge can support connected insight, simulation, forecasting, and Al-assisted action
across ERP, CRM, finance, and operations.

The next step is not to choose a platform. The next step is to find the
value currently trapped in the operating model.

Korcomptenz helps CFOs build the case through a value discovery workshop, value leakage
assessment, and CFO-ready modernization business case.
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Get in touch with us:

+1(973) 6018770
sales@korcomptenz.com

www.korcomptenz.com
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