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Welcome to part one of a three-part eBook series on the topic of One System for 

Everyone. The first part explains the concept and principles behind the vision. We 

also look at the series of fatal compromises that organizations have had to make 

historically around Business Performance Management and how these issues can 

now be overcome. 

The importance of a One System for Everyone vision is brought into sharp perspective 

as we enter an era called The Age of the Customer and the demands placed on 

business as a result. This new age focuses on aligning all aspects of a business 

around the needs of the customer. From an information perspective, this means 

gaining a complete picture of the relationship. 

Finally, we introduce an approach called Application Enrichment, which enables 

organizations to realize the One System for Everyone vision through incremental 

change of their existing systems in a manner that delivers remarkable results.

Introduction
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One System for Everyone was one of the original goals of Enterprise Resource 

Planning (ERP) systems: connecting all your data, your people, and your processes 

within a single ecosystem to drive superior business performance.

So what happened? ERP does a great job automating business processes and 

collecting enterprise-wide data, but it fails to put that data to work in ways 

knowledge-workers and decision makers really need.

As a result, Business Intelligence (BI) came along to help deliver the vision that ERP's 

were unable to fulfill. With it came huge costs, long implementation times, low user 

adoption rates and poor return on investment.

Organizations have lowered their sights. They've fought instead for a vision of a 

single source of truth - one consistent set of information that all knowledge workers 

in the business can rely on. However, the inconvenient truth is, a single source  

of truth strategy is only viable as part of a commitment to a One System for  

Everyone vision.

One System for Everyone
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Is a One System for Everyone vision possible? We think so. Third time’s the charm, 

right? Actually, we don’t think charm comes into it. It becomes a reality through an 

understanding of: 

 The root causes that forced organizations to make compromises in the past.

 

 The technology imperatives that overcome the previous challenges that  

 lead to the original compromises being made.

 The essential elements that a modern Business Performance Management 

 (BPM) system must have to deliver on the vision.

Let’s start by taking a look at some of the fundamental principles behind  

the vision.
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The One System for Everyone vision starts with your ERP. It’s the center of the 

business universe, automating business processes and connecting every aspect of 

business activity. Business Performance Management software needs to inherently 

understand the ERP, leveraging its business logic and mitigating its weaknesses.

Without this, ERP is just another generic source of data that needs to be heavily 

manipulated to deliver information the business requires. A lack of ERP intelligence 

has historically led to considerable BI implementation times and increased 

business risk. It has also required an organization’s best people to act as system 

implementers in addition to doing their regular job.

Conversely, Business Performance Management systems with built-in ERP 

intelligence offer lower implementation risks, quick implementation times, and 

faster time-to-value. The results are dramatic, with deployments that used to take 

months, if not years, being achieved in a matter of days.

With ERP at the heart of the solution, the next step in the One System for Everyone 

vision is to connect all other critical business system data, such as CRM, to the ERP 

data. This diminishes data integrity issues, promotes master data management, 

and enables holistic views of business data within a single business performance 

environment.

The 3 Principles

Data
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A system that holds all the critical data, but does not have a people dimension 

is worthless. Historically, a great deal of effort has been invested in connecting 

different data systems together, but to date that effort has been placed on how to 

better connect people with data.

The “everyone” in the One System for 

Everyone vision can not happen without 

extraordinary user adoption. However, 

user adoption cannot occur without 

first understanding all the present 

barriers that prevent it, and the required 

capabilities of Business Performance 

Management solutions to drive viral 

adoption. Everyone must be connected to 

the information they need.

The will of management alone is not sufficient to drive user adoption—it has to 

come from each and every single user’s willingness and desire to embrace the 

solution. Business Performance Management software has historically done very 

little to drive that. However, there’s a new generation of software that embraces 

One System for Everyone principles and by incorporating capabilities, such as 

collaboration, the dynamics around user adoption are radically changing.

People
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“… customer knowledge is drawn from everywhere, 
created centrally, and shared across the entire 
enterprise, so all stakeholders can act upon it and 
measure the results.” 1

-Forrester Research
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The One System for Everyone vision should enable the business to better measure 

and manage the business processes surrounding data and people, presenting an 

opportunity for huge productivity gains. Compromises have forced organizations 

to build inefficient business processes around their information systems to 

compensate. But what if those compromises could be overcome? Why continue  

to live with sub-optimal processes? It’s time to reimagine and challenge what’s  

now possible.

For example, in most organizations, the process of debt collection is run centrally 

by the finance function for operational efficiency. Too often, you see the sales 

organization hurriedly taking new sales orders from customers while the finance 

team are still chasing payment of the previous ones. Providing a total customer view 

to both finance and sales enables organizations to receive customer commitment 

for payment at the point of the next sale - directly from the people who have the 

strongest relationship with the customer. Of course, we don’t want to turn a sales 

organization into a collections agency, but processes like these should provide 

greater enterprise-wide visibility and take a more holistic approach.

It’s at the heart of what research firm Forrester calls the Intelligent Enterprise where:

Processes
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Far-sighted organizations have invested in the 

One System for Everyone vision before, but failed 

to realize the benefits. The failure was the result 

of technology limitations that undermined user 

adoption and an approach that forced businesses 

to make a series of compromises along the way. 

We call these the Five Fatal Compromises.

5 Fatal 
Compromises 

1. Performance
2. Diversity
3. Audience
4. Complexity
5. Affordability

The first fatal compromise is speed and its association with data volumes. 

The need for real-time information has always existed, and when dealing with 

small data sets, information can be provided immediately. However, as data 

volumes grow, so do the problems. The speed by which large data sets can be 

accessed, aggregated and delivered takes time. In fact, so much time, it becomes 

impractical for the information consumer to wait. So instead, many information 

requirements around large volumes of data are taken offline and run in batches, 

(often overnight), when the systems are less utilized.

So, a compromise is made, and different strategies are employed to deal with 

different data sets. This means consumers of information don’t get all the 

information they need, when they need it: a fatal compromise.

1. Performance

It's a goal worth aiming for. Let's take a closer look at some of the compromises 

organizations have to make, why they are making them, and how they can 

overcome them.

The Compromises
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The diversity of information required by the business drives the second  

fatal compromise.

CRM and ERP are great transaction systems, recording many aspects of business 

activity. The problem is that most consumers need information in summary as 

well as transactional form, and that’s where the problems begin.

To deliver summary information, it’s necessary to aggregate vast quantities of 

data, but that data aggregation is not a strength of transactional systems. As a 

result of this limitation a new genre of summarization technologies emerged 

called On-Line Analytical Processing (OLAP). OLAP is superb at providing 

summarized data in a very flexible form known as cubes. The problem is that 

these highly aggregated cubes can only deal with a limited quantity of data, 

before issues such as unacceptable calculation times and performance emerge.

More importantly, this introduces two systems—one for summary data and one 

for transactions—that need to be managed and synchronized. This leads to data 

duplication issues and creates multiple points of failure. Significantly, there is no 

longer a single source of truth and the One System for Everyone vision is dealt a 

fatal blow.

2. Diversity
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Specialist systems came into the market to meet the needs of different 

information constituents. OLAP, for example, appeals to an audience who 

requires heavy data analytics, such as Financial Analysts. For executives, this is 

too data intensive, and they require information in a highly summarized form. 

So along came Dashboards with Key Performance Indicators (KPIs) to illustrate 

important value drivers in the business. 

Of course, this is of little use to information consumers on the manufacturing 

show floor, who need detailed data around inventory stock levels and bill of 

materials. In turn, Finance needs something a little different too—reporting tools 

to create key reports such as Income Statements and Balance Sheets. 

Essentially, everyone in the organization needs something different—different 

data, at different levels of summarization, presented in different forms.

Concluding that this is the case, organizations invested in different point 

solutions to meet different audience requirements such as dashboards for 

executives, CRM reports for sales, transactional inquiry tools for finance and 

operations, and something called Shadow Data Systems—custom systems 

created by individuals to meet only their specific information needs and 

developed because no other solution existed. Such fragmentation systems 

proved fatal to the vision.

3. Audience
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As the audiences for information fragmented, so did the sources of data that 

drove the needs of these individual constituents. The original vision of ERP to 

provide a single, cross-functional system to automate business processes and 

centralize data collection, was being eroded because of its ineffectiveness to 

meet the different information needs of the business. 

Data now lives in many different silos and with it comes a whole set of data 

management challenges—data duplication, keeping data in different systems 

synchronized, maintaining consistent master data (common lists of customers, 

products, accounts, etc.). 

From a user perspective, what appear to be simple information requests have to 

be addressed through multiple systems - leaving them frustrated. Fragmentation 

of systems, leads to fragmentation of data. The result feels like one system for 

one, not One System for Everyone—fatal.

4. Complexity

Finally, there’s the time/money/effort triumvirate. Business Performance 

Management systems have historically been expensive, often requiring armies of 

consultants to implement them and significant resources to maintain them. 

These projects also take some of the smartest people in the organization away 

from their day jobs. This can’t last forever, so the original vision is compromised 

in order to deliver something of value in a more realistic  

time horizon. 

Then there’s the licensing cost of the software itself. Prohibitive pricing and 

unfriendly pricing models limit adoption, often restricting the use and value to 

just a small group of executives—fatal.

5. Affordability
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Today, these compromises around performance and the diversity of information 

required by the business no longer need to be made. Technology has finally caught 

up and can now deliver impressive performance over large volumes of data.  

These technologies are known as Big Data, so now it’s down to Business 

Performance Management software to leverage this technology to provide Big 

Answers to the business.

Modern Business Performance Management systems are able to address a broad 

spectrum of needs around inquiry, reporting, analytics, dashboards, etc. through 

information morphing.  This is a process by which information can transform from 

one state to another and back again, such as a report to a dashboard, without the 

need for separate tools.

And on further inspection, what appear to be different audiences with different 

requirements are often just the same. For example, advancements in data 

visualization mean that information around stock levels, delivery times, and other 

operational data can be shown in a dashboard in just the same way as traditional 

KPIs.  Addressing the needs of multiple audiences in this way reduces the number  

of systems and the fragmentation of data.

The New Reality
So what’s so different this time?
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If companies can’t deliver their entire mission critical 
data from within a single system that everyone 
can use, they are signing up to a life of having to 
reconcile data from multiple systems. 
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Software that once took months or years to implement can now be deployed 

in days, drastically reducing the time-to-value. Cloud computing is playing an 

important role, enabling systems to be provisioned in a matter of minutes. The 

cost dynamic shifts from capital to operational expenditure, removing the risk of 

investment and creating a healthier costs model where you only pay for what you 

use. Progressive vendors are also taking a new approach to licensing, by making 

it 'frictionless'. So rather than limiting user adoption, new licensing models are 

positively encouraging wider adoption.

Given that there’s a roadmap to overcome these compromises, why bother?

That’s probably best answered by understanding the consequences of not pursing a 

One System for Everyone strategy. The fact is: 

The significance of this cannot be overstated. Information consumers outside of one 

information ecosystem go off and develop their own systems to meet their specific 

needs. In turn, those who cannot benefit from these outlier systems, merely build 

further systems. 

Before you know it a multitude of systems exist and the business loses control. 

There’s no better example of these shadow data systems than the myriad of 

individual spreadsheets floating around the organization.

It’s plain for all to see that given the alternative, a One System for Everyone vision 

is a prize worth fighting for. It’s not a moment too soon, as we bid farewell to the 

information age. 
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“A 20-year business cycle in which the most 
successful enterprises will reinvent themselves to 
systematically understand and serve increasingly 
powerful customers.” 2 -Forrester Research

“A customer-obsessed enterprise focuses its strategy, 
its energy, and its budget on processes that enhance 
knowledge of and engagement with customers 
and prioritizes these over maintaining traditional 
competitive barriers.” 3 -Forrester Research
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There’s never been a more important time to pursue a One System For Everyone 

strategy. We have entered a new era; a period of time that research firm Forrester 

calls The Age Of The Customer: 

Our businesses, and our information systems that support them, need to become 

customer obsessed:

This has considerable ramifications for Business Performance Management 

systems. Quite simply, we need to reimagine them. Once the exclusive domain of 

the C-Suite, dashboards and KPIs are needed by every consumer of information to 

drive business performance—something we like to call Information to the Power  

of All.

It’s profound. Even the definition of an information system “user” can’t be taken 

for granted in The Age Of The Customer. Historically, a user has been seen as an 

employee, but now the customer is also a user. And if you thought serving the 

information needs of employees was hard, you should try customers.

The Age of the Customer
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Customers don’t care 
about quotas and 
campaigns; they care 
about information that’s 
relevant to them.

“Customer-obsessed enterprises take advantage of 
multiple sources of data about customers so that 
they can respond in customer-friendly ways.” 4

-Forrester Research
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Business Performance Management systems need to provide customer-facing 

teams, such as sales, marketing and customer services, with a complete picture 

of the entire customer relationship. That means bringing cross-departmental 

information together and integrating different systems that have never had to “talk” 

to each other before. 

What’s more, the One System for Everyone vision extends beyond the enterprise; to 

share relevant customer information with the customers themselves. Isn’t that the 

ultimate definition of a Customer Relationship Management (CRM) system? CRM 

today is something different — it’s too inward looking.

Traditionally, data held in ERP and 

other systems is rarely shared with 

customers. But by not sharing, 

businesses are missing out on a big 

opportunity to continually remind 

customers about the service they 

provide and the value they bring.

Cloud computing means that it’s no more difficult for a customer to access a  

website than it is for an employee. Security is paramount of course and it’s  

essential that only the right people get to see the right information, but it is not a 

barrier to adoption.

Customer-obsessed Business Performance Management systems provide unique 

insights and a genuine competitive advantage to your customers. 
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The concept of Application Enrichment is really quite simple. It’s about leveraging 

your existing systems, and super-charging them to deliver benefits way beyond 

those originally envisioned when you invested in them. It’s the antidote to ripping 

out systems that don’t meet your expectations – or staying frustrated.

In the context of Business Performance Management, this super-changing process 

involves applying the very latest technologies and capabilities to enrich ERP, CRM 

and other business critical systems to provide a complete picture of business 

performance.

It’s an evolutionary approach, supporting the system choices you have already 

made, to quickly deliver game-changing benefits. The result is less disruption, less 

cost and less risk, yet more opportunity. 

New technologies tend to be disruptive in both a positive and negative sense. From 

a progressive point of view, they displace old thinking and ways of working. But they 

are also disruptive to smooth running of the day-to-day business because they tend 

to be complex to implement.

Application Enrichment

Imagine giving your customers a real-time dashboard showing them their orders in 

process, delivery performance, satisfaction scores, payment terms and discounts, 

and order placement incentives?

The customer then has a holistic picture of their entire relationship with you. By 

seeing the same information as your customer-facing teams, you’re making it easier 

for them to do business with you.

Still not convinced? Ask yourself: if one of your suppliers did that for your business, 

how would you feel? We thought so.
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At the heart of Application Enrichment are two key elements: Don’t Break The Link 

and, where it’s already broken, Restore The Link.

What do we mean by breaking the link? Here’s a common example: Many 

organizations purchase a separate financial budget and planning tool to 

complement their ERP system. In this scenario, the actual values are held in one 

system—the ERP—and budgets are held in another. Not only does this introduce 

new processes around the management and manipulation of data, it makes actual 

versus budget reporting extremely difficult. The contention usually ends when the 

summary actuals are extracted out of the ERP and put into the budget system, 

further devaluing the ERP.

Right-minded executives want better control and measurement of business 

performance. However, in seeking to address this challenge, they can inadvertently 

create a data management problem by extracting data from their ERP for planning 

purposes. Keeping this planning data in sync with the ERP and the rest of the 

business ultimately limits their ability to successfully solve the original problem.

With Business Performance Management solutions that take an Application 

Enrichment approach, this never happens. The link is never broken and the budgets 

exist in the same systems ecosystem as the actuals.

Elements of Application Enrichment

Application Enrichment is an evolutionary approach, without the need for the 

organizational “Open Heart Surgery” so often associated with new technology 

adoption. It enables businesses to extend the reach of existing systems while also 

introducing some revolutionary technologies and applications. 

It’s a virtuous circle—revolutionary results delivered in an evolutionary way.
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Application Enrichment is also about restoring, or even creating, the link. Having 

separate ERP and CRM systems is a great example. CRM exists because ERP did 

not fully address the customer relationship piece. So you end up with two systems 

to view information. More often than not, this data can, or should, be related for 

knowledge workers to do their job. Being able to see a single holistic view containing 

both CRM and ERP data is required. An example might be a new customer logo 

count (CRM data) alongside customer profitability information (ERP Data). 

Without the ability to restore the link, users are forced to manually combine data 

from multiple systems – a reality at odds with the One System for Everyone vision. 

Application Enrichment delivers on the vision - in an incredibly pragmatic and 

practical way.

1.  Forrester Report: “The Age Of The Customer Requires A More Intelligent 
   Enterprise - A Framework For Company Change Fueled by Customer 
   Insights”, Jody Samo, January 22, 2014

2 - 4.  Forrester Report: “Competitive Strategy In The Age Of The Customer: Only 
  Customer-Obsessed Enterprises Can Survive Disruption”, David M. Cooperstein 
  with Josh Bernoff, Alexandra Hayes, Elizabeth Ryckewaert, October 10, 2013
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Thank you for reading this first ebook in the One System for Everyone series. 

Next: One System for Everyone – Part II: Essentials

Explore the essential elements of a Customer-obsessed Business Performance 
Management system encapsulating the principles of Application Enrichment to 
deliver on the One System for Everyone vision.

Finally: One System for Everyone – Part III: Technologies

Understand the game-changing technologies that underpin Customer-obsessed 
Business Performance management systems and how, if deployed correctly, they 
can be the source for major competitive advantage.

Further Reading


