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Modernizing ERP doesn’t have to mean disruption. With 
Appian, you can show value in weeks, keep your core clean, 
and reduce risk at every step.

This guide is your action plan, built around the 10 most 
important questions to answer when planning your ERP 
modernization with Appian. For each question, we give you 
concrete steps to take and strategic advice for navigating 
common challenges. Use this framework to build a clear 
strategy and an ERP that finally works for you, not the  
other way around.

Appian gives you an agility layer that helps modernize 
and extend your ERP. 

Instead of altering the core engine (your stable but rigid ERP), 
Appian provides a flexible low-code layer that sits on top. It 
orchestrates complex workflows, unifies data from multiple 
sources, and creates the intuitive user experiences that your 
legacy systems lack—so you continually iterate on your ERP 
transformation journey without disrupting the business.

What’s the impact?

•	 Accelerate value, reduce risk. Build and deploy new, 
modern processes quickly and without the disruption of  
a traditional “rip and replace” project.

•	 Unify the user experience. Replace multiple complex 
screens with a single, intuitive interface that guides users 
through tasks and eliminates “swivel-chair” inefficiency.

•	 Keep your core clean. Handle all customizations and 
extensions in Appian. This preserves the integrity of  
your core ERP, making future upgrades simpler, faster,  
and dramatically less expensive.

http://appian.com
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Step 1. Strategic alignment

Ask yourself: how does Appian align with your 
business goals?

An ERP modernization should be justified by its contribution 
to business goals. Technology initiatives that lack a clear 
connection to strategic objectives—such as revenue growth, 
cost reduction, or operational agility—are destined to be 
viewed as cost centers, not value drivers. In practice, this 
means translating broad goals into specific, measurable 
targets for your Appian implementation, such as growth, 
customer satisfaction, cost reduction, or agility.

Actions to make sure Appian delivers real  
business value:

•	 Define clear objectives. Identify the business objectives 
(e.g. faster order fulfillment, improved compliance 
reporting) that your ERP transformation initiative  
with Appian will achieve. Use frameworks like OKRs 
to turn broad goals into measurable objectives—for 
example, reducing process cycle time by 30% with  
Appian automation.

•	 Ask “why?” for each requirement. Continually ask “why” 
for each new feature and workflow planned in Appian 
and how it traces back to business value. This prevents 
scope creep and ensures development resources are 
strategically focused.

•	 Establish ROI and project prioritization. Clear, 
quantifiable goals are essential for ROI calculations  
and prioritization. Projects with the strongest business 
case, like savings from reduced legacy system 
maintenance or new sales revenue, should come first.

http://appian.com
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Potential challenges

A common pitfall is treating ERP modernization as a tech 
upgrade instead of a business initiative. Without clear drivers 
and metrics, projects risk low engagement, high costs, and little 
proof of value—eroding executive trust and future investment. 
For instance, a “rip and replace” of legacy systems without 
understanding new business requirements may miss key needs, 
resulting in a modern platform that still fails to solve pressing 
business problems.

Best practices

Before your ERP migration or any Appian development begins, 
business leaders must articulate and sign off on what success 
looks like in measurable business terms. Document how the 
Appian-enabled processes will support specific corporate 
strategies (e.g., accelerating market entry, improving customer 
experience, reducing compliance risk). And secure executive 
sponsorship aligned to those outcomes. This creates shared 
ownership and accountability from day one.

The Appian Platform helps you  
gain a strategic edge, making it ideal  
for areas that directly drive  
competitive advantage. 

http://appian.com
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Step 2. Process optimization

Ask yourself: how can your existing workflows  
be improved?

An ERP transformation is an opportunity to optimize business 
processes rather than simply move them to a new system. 
Instead of recreating inefficient workflows in Appian,  
ask which processes can be streamlined, automated, or even 
eliminated. The Appian Platform’s architecture—grounded  
in business process management (BPM), automation, and 
case management—is designed specifically for this purpose.

Actions to optimize existing processes: 

•	 Analyze your current state. Engage process owners 
and end users to identify where the current ERP system 
is causing frustrations or workarounds. Begin with a 
thorough assessment of existing ERP-related workflows, 
Map out the steps, handoffs, and pain points. And look  
for bottlenecks or repetitive manual tasks that slow  
things down. 

•	 Leverage Appian for automation. After identifying 
inefficiencies, use Appian automation—including process 
models, RPA bots, and AI services—to streamline 
work. Automation is the “bread and butter” of workflow 
optimization, unifying people, bots, and systems in a 
seamless flow. For example, instead of staff re-keying 
data between ERP modules, Appian can automatically 
transfer it behind the scenes, creating a single, cohesive 
workflow that ensures consistency and compliance. 

•	 Enable continuous improvement.  One advantage of 
using Appian is the ease of modifying processes.  
Appian decouples business logic from the ERP core, 
letting you modify, test, and deploy improvements  
without compromising the integrity of the underlying 
system of record. This separation drives agility and 
continuous improvement, allowing you to optimize  
a process, measure with built-in analytics, and quickly 
refine as needed.

http://appian.com
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Potential challenges 

In the rush to implement a new platform, many organisations 
default to a “lift and shift,” rebuilding inefficient legacy 
processes without improvement. Conversely, attempting to 
re-engineer every process at once can overwhelm end users 
and delay value realization. Striking the right balance is key. 
A phased approach is almost always superior, especially for 
processes with strict regulatory requirements or upstream/
downstream system limitations that limit how much you can 
change them. 

Best practices

Treat process optimization as a non-negotiable project 

outcome, not as an optional activity. Use process mining and 
discovery tools early to identify the highest-impact candidates 
for redesign, and focus optimization efforts on processes that 
directly support the strategic business goals you identified in 
Step 1. For example, if the objective is to improve customer 
service efficiency, prioritize order-to-cash or support ticket 
resolution processes. Include a step in your action plan to pilot 
the optimized process with a subset of users to gather feedback 
and iterate on the process design before a wider release. 
Remember, improved processes not only drive efficiency  
but also contribute to user satisfaction as employees see  
their daily work become easier and more effective.

With Appian, you can map a  
process “as-is” to create a baseline  
for future iterations. 

http://appian.com
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Step 3. Integration

Ask yourself: what systems need to be integrated 
with Appian?

Modern ERP systems are deeply interconnected with a 
complex web of CRMs, legacy applications, databases, and 
third-party services. The success of your ERP transformation 
hinges on how well Appian will integrate with your systems, 
so it’s crucial to ask: Which systems will Appian need to 

connect to, and how? 

Actions to prepare for integration: 

•	 Inventory your systems. Begin by listing every system 
and data source that interacts with your ERP processes. 
This could include the core ERP itself (e.g. SAP or Oracle 
modules), CRM (like Salesforce), HR systems, databases, 
legacy applications, and even external partner systems. 
For each system, document the required data flows 
and what kind of integration is needed: Is the data flow 
one-way or bidirectional? Is it real-time, near-real-time, 
or batch? Will it use APIs, web services, database calls, 
or file exchanges? This detailed map is the essential 
blueprint for your integration architecture. The goal is  
to achieve a “single source of truth”  for users, reducing 
the need to swivel-chair between multiple applications.

•	 Leverage pre-built connectors and APIs. One of 
Appian’s strengths is its integration capabilities.  
Low-code/no-code integrations and prebuilt connectors 
to Salesforce, Google, Microsoft SharePoint, DocuSign, 
AWS, and anything else you can imagine are simple 
to configure. Appian provides built-in connectors for 
common enterprise software and protocols (web  
services, REST APIs, databases, etc.), which accelerates 
the integration process.

•	 Plan for new and legacy systems. Most transformations 
involve a transitional period where new and old systems 
are running in parallel. Appian serves as an “agility layer” 
that bridges legacy and modern platforms. This means 
that during the transition period, Appian workflows can 
fetch data from the legacy ERP while also interacting 
with a new cloud system. Designing integrations for 
both scenarios ensures business continuity and creates 
a hub where new technologies can be leveraged without 
disruptions. This future-proofs your integration strategy 
and makes your transformation project more scalable. 

http://appian.com
https://appian.com/products/platform/process-automation/api-integration
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Potential challenges

Integration projects can become complicated if not scoped 
properly. Common challenges include mismatched data 
formats, network and security constraints (firewalls, VPNs 
for on-prem systems), and latency issues if real-time data 
is needed from a slow system. Additionally, integrating 
with legacy systems that lack modern APIs may require 
workarounds (like database links or RPA to screen-scrape). 
While Appian makes system integration straightforward, 
integration always involves two players involved  
(and sometimes even middleware). Be prepared that setting 
these up to expose data might not be as fast as connecting  
and consuming it in Appian.

Best practices

Develop a detailed integration architecture diagram  
as part of your action plan. For each integration, define the 
method (e.g., API, pre-built connector), frequency, data to 
be exchanged, and responsible owners. Engage technical 
architects or integration specialists early to validate that the 
necessary connectivity is feasible.

It’s also wise to set up a sandbox environment where Appian 
can test connections with other systems early in the project, 
reducing risk. Appian deliveries move fast, but dependencies 
on other less agile systems can hold projects up. Pay attention 
to data consistency and error handling, and plan how Appian 
will handle cases when an external system is down or returns 
errors, so that one system’s issue doesn’t interrupt your entire 
process. Document the integrations thoroughly. Integrations 
are the arteries of your new ERP ecosystem, and maintaining 
them will be crucial for long-term success and reuse in future 
Appian projects.

Appian acts as an orchestration 
layer, pulling together information 
from disparate systems into a unified 
interface for the user.

http://appian.com


appian.com   |    12Defining an ERP Transformation Strategy  |  Step 4. Configuration

Step 4. Configuration

Ask yourself: when should you configure something 
in Appian versus use the ERP directly?

A fundamental architectural decision for your ERP 
transformation is determining which processes belong in the 
ERP core and which should be handled in Appian. Appian’s 
low-code capabilities allow for greater flexibility, whereas 
ERPs are traditionally built for standardized transactions. 
The best approach can be determined by assessing process 
flexibility, integration needs, and user experience. 

Actions for determining a configuration approach:

•	 Process volatility. Processes requiring frequent  
updates or rapid adjustments benefit from the agility 
offered by Appian. Appian enables quick iterations, 
whereas modifying the core ERP is typically slow, costly, 
and high-risk.

•	 Complexity and uniqueness. Standardized processes 
that fit ERP out-of-the-box should remain in the core. 
Processes involving unique business logic or frequent 
exceptions are better managed in Appian, which  
is designed for custom workflow management.

•	 Cross-system orchestration. Processes requiring 
seamless interaction between multiple systems (ERP, 
CRM, databases, external services) are best orchestrated 
in Appian, which can unify these interactions through 
APIs and automation.

•	 User experience and accessibility. If a process suffers 
from a poor ERP user interface or requires mobile  
access, Appian’s modern UI and mobile capabilities 
provide a better user experience without altering ERP 
core functionality.

•	 Impact on the ERP core. Heavily customized ERP 
solutions create technical debt, making future upgrades 
difficult and expensive. By handling workflow extensions 
and user interaction in Appian, you maintain a “clean 
core” that is easier and cheaper to maintain and upgrade.

Use Appian for: Use the ERP for:

•	 Multi-department workflows. Use Appian for processes  

like new customer onboarding or procurement that span 

multiple departments and systems. Appian streamlines  

the end-to-end process without requiring ERP modifications.

•	 Exception handling & case management. ERPs handle 

structured transactions well, but when exceptions arise (e.g., 

invoice disputes, compliance approvals, or service escalation), 

Appian provides a flexible case management solution.

•	 User-facing applications and portals. If external 

stakeholders (vendors, partners, employees) need an  

intuitive portal, Appian can deliver a seamless front-end 

experience while connecting to the ERP in the background.

•	 Innovation & Rapid Prototyping. When implementing 

AI-driven automation, RPA bots, or intelligent document 

processing (IDP), use Appian for faster deployment without 

interfering with the ERP’s core processes.

•	 Core financial operations. Standard accounting, payroll, 

and general ledger management should remain within ERP 

systems for consistency and compliance.

•	 Inventory and supply chain management. Processes  

like inventory control, order fulfillment, and production 

planning are best executed in ERP to maintain real-time 

data accuracy.

•	 Admin and human resources. Employee records, payroll, 

and standard HR workflows are typically well-supported  

by modern ERP suites.

http://appian.com
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Potential challenges 

Over-reliance on ERP customization can lead to higher 
costs and make upgrades difficult, while using Appian for 
extensions helps maintain flexibility. Without clear governance, 
workflows may become inefficiently split between Appian and 
ERP, leading to inconsistencies and operational challenges. 
Additionally, user adoption is a key factor—if users do not 
have a clear understanding of which system to use for which 
task, they will either default to old habits or create inefficient 
workarounds. Employees need proper training to understand 
when and how to use Appian versus the ERP to ensure  
a smooth transition and avoid confusion.

Best practices

Establish clear guidelines to determine whether a process 
should be built in Appian or ERP, considering factors such  
as process complexity, integration needs, and change 
frequency. Use Appian as the system of engagement for  
user interactions and workflow coordination while the ERP 

remains the system of record for financial transactions  
and master data. 

Appian extends your ERP’s capabilities 
without the high costs and upgrade  
lock-in of direct customization,  
providing a flexible process layer  
that keeps your core system clean  
and boosts user adoption. 

http://appian.com
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Step 5. Data unification

Ask yourself: which data needs to be  
physically migrated? 

Data migration is often the most costly, risky, and time-
consuming part of ERP modernization. Legacy systems  
hold decades of transactions, master data, and documents, 
but moving everything isn’t practical—or necessary. Appian’s 
data fabric offers a modern, virtualized alternative that 
minimizes physical migration while ensuring access and 
integrity. The key is knowing what must move, what can  
stay, and how to keep data consistent across systems.

Actions to prepare your data:

•	 Assess data integration requirements. It’s rarely 
necessary or practical to physically migrate all 
legacy data. Legacy systems typically contain non-
standard data structures that may not align with 
your new environment. Data fabric can help bridge 
these differences while reducing the cleansing burden 
associated with full migration. Analyze usage patterns 
and regulatory requirements to determine which data 
should be:

•	 Connected via data fabric while remaining in  
original systems. 

•	 Physically migrated to Appian and/or new  
ERP datastores.

•	 Archived separately for occasional reference.

•	 Implement a connected data strategy. Appian’s data 
fabric creates a federated data layer that connects 
information across your technology landscape. This 
approach allows you to:

•	 Create a single source of truth for users,  
processes, and reporting—regardless of where  
data physically resides. 

•	 Allow real-time access to both legacy and  
new systems. 

•	 Reduce migration scope, cost, and risk by leaving 
stable, historical data in its original system.

•	 Use a phased strategy for data that must be 
physically migrated to move datasets incrementally 
while maintaining while maintaining connections  
to unmigrated data through data fabric.

•	 Establish data governance and synchronization. 

Even with data fabric, you’ll need robust validation and 
governance processes. Remember that connected data 
still requires governance to manage access rights and 
regulatory compliance. To prepare:

•	 Implement data quality checks across  
connected systems

•	 Develop clear rules for which system is authoritative 
for which data elements.

•	 Consider how changes in one system propagate  
to others

•	 Ensure security and compliance across your 
connected data landscape

http://appian.com
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Potential challenges 

A hurdle with this modern data strategy is overcoming the 
traditional “all-or-nothing” migration mindset. A virtualized 
approach requires a more nuanced, strategic assessment,  
as not all source systems are suitable for real-time connection 
via data fabric. Even with data fabric, strong validation and 
governance processes are a non-negotiable requirement.

Best practices

A well-designed data fabric strategy can significantly reduce 
migration complexity, minimize business disruption, and provide 
flexibility as your system landscape evolves. By connecting 

data—rather than moving it—you create a more agile 

foundation for your ERP transformation.

Begin by documenting your data landscape, identifying 
which systems contain which data entities and mapping the 
relationships and dependencies between them. You can use 
Appian’s data fabric to create a POC connecting high-value 
data sets across systems. For business users, you can configure 
interfaces in Appian that present a cohesive, unified view of 
data, regardless of its physical source. This allows users to 
work seamlessly with both legacy and new data in a single 
environment, minimizing disruption and training overhead.

http://appian.com
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Step 6. User adoption and change management  

Ask yourself: how will Appian drive user adoption 
and facilitate change management during your  
ERP modernisation?

Even the most technically sound ERP transformation can 
falter without effective user adoption. A critical question is 
how Appian will drive user adoption and facilitate change 
management during your ERP modernization. Appian’s 
platform provides unique advantages in preparing users for 
new ERP workflows, training them on modernized interfaces, 
and managing organisational change to generate enthusiasm 
rather than resistance. As Appian transforms your ERP 
experience, proactively addressing the human side of this 
modernization becomes key. 

Actions to drive user adoption:

•	 Develop a change management plan. Change 
management works best when the future-state feels 
real and exciting. Treat it as integral to your ERP 
modernization strategy. Outline how Appian will improve 
communication of ERP changes, who will champion the 
Appian-powered ERP features, and how user feedback 
will shape the modernized system. While methodologies 
like ADKAR or Kotter’s 8 steps provide frameworks, 
Appian offers unique capabilities to execute them 
effectively. For example, with Appian, you can build 
interactive prototypes early—working apps that show 
users how their jobs will improve. This makes change 
tangible, driving awareness, desire, and advocacy.

•	 Use Appian’s low-code flexibility for incremental 

transformation. Traditional “big bang” go-lives are 
notoriously high-risk, often resulting in user confusion 
and operational disruption. Appian enables a superior, 
iterative approach with low-code. Unlike traditional ERP 
deployments, Appian allows you to deploy modernized 
workflows to small pilot groups and refine the application 
within days. This rapid feedback loop is a powerful 
change management tool. It transforms users from 
passive recipients of a new system into active  
co-designers, building trust and momentum for the  
wider rollout.

•	 Enhance ERP training. Appian’s intuitive design reduces 
the traditional ERP learning curve, but ongoing support 
remains essential. The ultimate goal is to shorten the ERP 
learning curve. Plan a multi-faceted training program that 
includes hands-on workshops, quick reference guides 
for common tasks, and in-app tool tips embedded within 
Appian interfaces. Involve departmental champions and 
super-users early, then empower them to support peers.

http://appian.com
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Potential challenges 

While Appian simplifies the ERP experience, underestimating 
training needs can still lead to adoption challenges. Legacy 
system power users may feel their expertise is threatened,  
and staff may view automation as a risk to job security. 
Without clear benefits, users can revert to offline workarounds, 
while overlapping initiatives risk “change fatigue”  
and disengagement.

Best practices

Communicate early and often, focusing on the “what’s in it for 
me?” for the user. Go beyond listing features and demonstrate 
specifically how the new Appian interface eliminates their most 
frustrating tasks, simplifies approvals, and makes their daily 
work easier. Recognize successful user adoption and secure 
visible management support, ensuring leaders actively use the 
Appian-enhanced ERP features to reinforce their importance.
You can also consider a phased rollout of Appian-enhanced 
ERP functionality by department or process, allowing you to 
learn from early implementations. 

By leveraging Appian’s capabilities 
throughout your change management 
approach, you’ll maximize the success 
of your ERP modernisation while 
minimizing the adoption obstacles.

http://appian.com
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Step 7. Scalability and future proofing 

Ask yourself: can the solution grow with  
the business?

Your ERP modernization is a significant investment. The final 
measure of its success is whether it becomes a strategic  
asset that grows with the business or a new legacy system  
in five years. A successful strategy must be designed from  
day one. When evaluating your Appian-based solution, 
consider scalability and adaptability to ensure the solution  
can handle future transaction volumes, business changes,  
and technological advances.

Actions to ensure a future-proof  
ERP transformation: 

•	 Ensure technical scalability. Scalability requires both a 
capable platform and smart design. While Appian Cloud 
offers elastic infrastructure designed to scale, you should 
still run performance tests for your specific apps under 
simulated peak loads to uncover and fix bottlenecks 
early. Architect applications modularly—splitting large 
processes into sub-processes or using Appian’s elastic 
scaling for high-volume tasks—to avoid single points 
of strain and ensure the solution can handle business 
growth with minimal effort.

•	 Design for future requirements. Business needs 
will evolve—through new products, acquisitions, or 
regulations—so a future-proof ERP design must adapt 
without starting from scratch. Appian’s inherent agility 
supports this, but your design principles matter too. 
Achieve this with loose coupling: keep business rules 
in decision tables or configurations rather than hard-
coding, and document workflows so they can be easily 
understood and extended. IT modernisation success 
depends on agility—designing solutions that can securely 
integrate new technologies, scale with growth, and adapt 
quickly to change. Regularly review Appian’s quarterly 
releases against changing business demands to ensure 
continuous improvement and protect your investment. 

•	 Plan for scaling users and features. Scalability goes 
beyond handling technical load—it means expanding 
Appian from one project to an enterprise-wide platform.  
A deployment that begins with procurement workflows 
may soon extend to finance or compliance, so your 
strategy should include a roadmap for broader Appian 
adoption. Establish a Center of Excellence (CoE) to set 
development standards, manage reusable components, 
and ensure quality across projects, and build growth into 
your financial models by budgeting for additional licenses 
and infrastructure as more departments come on board.

http://appian.com
https://appian.com/support/resources/trust/scalability#:~:text=Automate%20mission,as%20needed%20without%20sacrificing%20performance
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Potential challenges

Scalability pitfalls often come from short-term thinking. Teams 
may design applications that work today but can’t handle 
higher transaction volumes, new business models, or added 
departments. Over-customization or tightly coupled workflows 
can make future changes slow and costly. Without a roadmap 
for enterprise-wide adoption—or governance through a Center 
of Excellence—organizations risk creating another rigid system 
that becomes tomorrow’s legacy.

Best practices

Design with change in mind. Your Appian applications will need 
to be refined, extended, and scaled. Shifting your resourcing 

mindset from a one-time project to the continuous 

management of a strategic asset will maximize the 

longevity and value of your ERP transformation investment. 
In practice, this means incorporating scalability testing and 
review as a checkpoint in your action plan and keeping an 
eye on Appian Platform improvements and feature releases. 
To ensure today’s design doesn’t block tomorrow’s needs, 
maintain a backlog of potential future features and business 
requirements that you review and refine periodically.  
Allocate budget and developer time for ongoing iteration, 
refinement, and the incorporation of new business needs  
to continue delivering value and empowering the business  
to remain agile after the initial go-live.

http://appian.com
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Step 8. Compliance and security 

Ask yourself: what regulatory requirements must  
be met?

In an ERP modernization, security and compliance are not 
features; they are foundational requirements. Critical business 
data housed in ERP systems—like financial records, personal 
customer and employee data, supply chain information, or 
support processes—might be subject to regulations or internal 
governance policies. 

Introducing an agility layer like Appian into your ERP strategy 
should maintain or strengthen your existing security posture, 
not introduce new risks. This requires a deliberate, proactive 
approach from day one. 

Actions to assess compliance and security needs:

•	 Translate regulations into requirements. Begin by 
cataloging all applicable regulatory frameworks—such as 
SOX, GDPR, HIPAA, or PCI-DSS—and internal security 
policies. For each regulation, map the key requirements 
that must be met to system requirements (e.g., data 
residency, audit trails, data retention, consent tracking) 
for your Appian application. This compliance matrix 
becomes a core part of your design blueprint, and early 
identification ensures compliance is built in by design.

•	 Leverage Appian’s security features and certifications. 

Appian provides a secure, certified foundation  
(SOC 2, ISO 27001, FedRAMP), but it’s your responsibility 
to configure applications carefully. Use features like  
role-based access control, single sign-on, encryption at 
rest and in transit, and audit logs, and apply safeguards 
such as data minimization, masking, or record-level 
security when handling sensitive information..

•	 Conduct security and compliance reviews. Treat 
security as a continuous validation process, not a final 
check. Involve cybersecurity and compliance teams 
early to run threat modeling and risk assessments, and 
address vulnerabilities through design controls such as 
multi-approver workflows. Use Appian’s auditing and 
reporting to demonstrate compliance, but also maintain 
documentation to satisfy auditors. Before go-live, conduct 
penetration tests and validate compliance features—
like data retention and purge rules—to ensure gaps are 
resolved before regulators or attackers find them.

http://appian.com
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Potential challenges

Security risks often arise from design and governance gaps. Teams 
that are overly reliant on a platform’s certifications may neglect 
secure configuration or early input from compliance teams. This can 
lead to missed requirements like auditability, retention, or access 
controls—issues that become costly to fix later. Treating security 
as a one-time check also leaves organizations exposed to evolving 
regulations and threats.

Best practices

Adopt a “secure by design” and “compliant by design” philosophy 
that makes security and compliance considerations part of every 
decision. And keep an audit trail for critical actions. Appian can 
log process actions, but you need to ensure logs are retained 
and reviewable. Engage with compliance officers with regular 
checkpoints in the project and create a compliance requirements 
traceability document that maps regulatory requirements to how 
the system fulfills it for easier audit preparation.

Don’t forget: compliance is not a one-time project. Assign  
a clear owner responsible for monitoring changes in regulations 
and assessing their impact on your Appian applications  
post-go-live, and provide security training for your technical team.  
A platform’s security features are only effective if your team knows 
how to use them correctly. Train developers and administrators 
on Appian’s security model, including best practices for role 
configuration, data encryption, and secure integration patterns. 

A platform like Appian offers a lot of 
power. With careful planning and a 
proactive stance, you can meet or exceed 
your security and compliance requirements, 
turning this aspect from a risk into a 
strength of your ERP transformation.

http://appian.com
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Step 9. Performance and monitoring 

Ask yourself: how will success be measured?

When your Appian-driven ERP processes are live, how will 
you know they are working well and delivering the benefits 
you aimed for? A measurement framework is non-negotiable 
for justifying your investment and driving continuous 
improvement. Your strategy must track two distinct but 
related streams: the business value delivered by the new 
processes and the technical health of the underlying system.

Actions to effectively measure success:

•	 Define key performance indicators (KPIs).  

Establish KPIs during planning to turn strategic goals into 
measurable results—for example, order fulfillment time 
for efficiency or percentage of transactions in Appian vs. 
legacy for adoption. Establishing good KPIs allows you 
to measure the success of your process and track the 
indicators that are most relevant to your business.  
And setting these metrics early lets you capture baselines 
and track improvements after go-live.

•	 Use Appian’s monitoring and analytics. Appian’s 
Process HQ includes process mining and monitoring 
dashboards to let you track KPIs in real time, spot 
bottlenecks, and set alerts for changes in performance. 
You can view process instances, stalls, and cycle times, 
create custom dashboards or feed data to BI tools, and 
monitor system health metrics like memory, CPU, and 
response times through the admin console or APM tools. 
Cloud customers can also leverage Appian support for 
scaling and performance insights. 

•	 Establish a cadence for review and action. Data only 
matters when it drives action. And deciding on metrics 
is useless without a plan to review them. Hold regular 
reviews with business stakeholders to compare technical 
metrics (uptime, incidents, response time) and business 
KPIs, then create an action plan to refine workflows or 
train users as needed. This feedback loop both supports 
continuous improvement of the system and proves 
transformation success with concrete results  
(e.g., 50% faster order fulfillment).

http://appian.com
https://docs.appian.com/suite/help/latest/process-custom-kpis.html
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Potential challenges

A common mistake is tracking too many vanity metrics instead 
of a few KPIs tied to business outcomes, which wastes effort 
and complicates diagnosis in integrated systems. Difficulty 
getting data from legacy platforms for comparison adds to the 
challenge. Technically, if performance issues are discovered, 
diagnosing them can be complex in an integrated environment. 
Having good logging and monitoring at each integration point 
can help pinpoint issues. There’s also the human side: teams 
may resist measurement if it’s seen as oversight—leading to 
disengagement or even data manipulation.

Best practices

Tie your success metrics back to the original goals of the project 
to ensure you’re measuring what truly matters. For each KPI, 

define clear targets, including realistic ramp-up goals 

for the initial post-launch period to account for the user 

learning curve. Use visual dashboards to make monitoring 
results accessible and easy to understand at a glance.  
For example, you can build a real-time “transformation 
dashboard” directly in Appian that pulls in key stats for project 
stakeholders to view live data. Celebrate the successes that 
your monitoring reveals. When a KPI milestone is achieved, 
celebrate and communicate it widely to build momentum.  
When a metric misses its target, treat it as an opportunity  
for root cause analysis and rapid iteration.

Appian lets you continuously improve  
the system with relatively quick 
development cycles.

http://appian.com
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Step 10. Cost and ROI analysis 

Ask yourself: what is the expected return  
on investment?

Every transformation initiative must be justified by a 
compelling business case. A thorough cost and ROI analysis is 
not just a hurdle to secure initial funding; it’s a living document 
that guides the project and validates its success post-launch. 
This analysis should be comprehensive, credible, and revisited 
at key milestones. 

Actions to determine expected ROI:

•	 Identify all relevant costs. To build a credible financial 
model, you must account for all one-time and recurring 
costs. This includes Appian licensing or subscription costs, 
implementation costs (external consultants or internal 
development effort), infrastructure costs (if on-premise 
or special connectivity needs), training and change 
management program costs, data migration effort,  
and any costs for decommissioning legacy systems.  
Don’t forget the indirect costs such as the time users 
spend testing or any productivity dip during the transition. 
Having a comprehensive view prevents budget overruns 
and helps in calculating true ROI.

•	 Quantify the benefits. Quantify benefits by translating 
project goals into financial impact over three to five 
years. Capture efficiency gains, such as labor savings 
from automation or lower IT delivery costs with low-code 
development. Include cost avoidance from retiring legacy 
systems or avoiding expensive ERP customizations,  
and model performance improvements like faster 
invoicing for better cash flow or fewer errors to reduce 
compliance penalties. Finally, estimate the value of 
intangibles such as higher customer satisfaction or better 
decision-making using proxy metrics like retention rates.

•	 Calculate ROI and communicate the financial impact. 

Once costs and benefits are defined, calculate metrics  
like ROI, NPV, and payback period. Benchmarks can help 
set expectations.

http://appian.com


appian.com   |    25Defining an ERP Transformation Strategy  |  Step 10. Cost and ROI analysis 

Potential challenges

Estimating ROI for transformative projects is challenging, 
often undermined by optimistic assumptions, overlooked 
indirect costs, or treating the analysis as a one-time funding 
exercise. Without tracking actual costs and benefits post-
launch, true value goes unproven. Another pitfall is building 
models without stakeholder agreement on core assumptions—
intangible benefits like agility or morale are real but risk being 
undervalued if not clearly defined. 

Best practices

Treat the ROI analysis as a living document. Start with 
a baseline projection to get approval and funding. Use 
conservative, defensible estimates and, reference internal 
benchmarks or credible third-party research to lend weight  
to your projections. And always consider the total cost  
of ownership (TCO) of the new solution. A comprehensive  
TCO analysis provides an honest long-term financial picture  
and prevents hidden costs from eroding benefits over time.

A solid cost and ROI analysis grounds your ERP 

transformation in financial reality and answers the 

question: Is the effort worth it? When done right, you’ll be 
able to confidently say yes, for example, by proving the project 
will pay for itself in 18 months and then deliver net benefits  
or by highlighting strategic returns like enabling growth that 
was otherwise not possible. This financial perspective—
combined with strategy, process, technology, and people 
considerations—forms a complete action plan for your  
Appian-powered ERP transformation.

http://appian.com
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Summary and next steps

From action plan to agile enterprise

ERP modernization is a defining initiative, holding immense 
potential and risks. A modern approach requires architectural 
discipline—keeping your ERP core clean, leveraging an agility 
layer for processes, and virtualizing data access. Success 
depends on treating this as a business transformation, not  
just a technology replacement. 

 
 
 

Appian provides the platform to execute this strategy, offering 
the speed and flexibility that ERP systems lack. Answering 
the 10 questions in this guide will help you create an action 
plan for navigating the complexity and ensuring strategic 
alignment at every checkpoint in your planning process.  
This not only minimizes the risks inherent in such a large 
initiative, but also positions your organization to reap the 
benefits of a modern, agile ERP environment powered  
by Appian. 

Ready to plan your ERP transformation? Start the 

conversation with your Appian account rep today.

http://appian.com
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Additional resources

•	 Define your Low-Code Strategy

•	 Appian as an Agility Layer for your ERP

•	 Workflow Optimisation Defined & Best Practices

•	 Appian API Integrations & Connectors with the Platform

•	 Appian Cloud Scalability

•	 Appian Documentation: Manage KPIs

http://appian.com
https://community.appian.com/success/w/guide/2968/define-your-low-code-strategy
https://appian.com/blog/2022/appian-as-the-agility-layer-for-your-erp
https://appian.com/blog/acp/process-automation/workflow-optimization
https://appian.com/products/platform/process-automation/api-integration
https://appian.com/support/resources/trust/scalability#:~:text=Automate%20mission,as%20needed%20without%20sacrificing%20performance
https://docs.appian.com/suite/help/25.3/process-custom-kpis.html
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Appian is The Process Company.  

We deliver a software platform 

that helps organizations run better 

processes that reduce costs, improve 

customer experiences, and gain 

a strategic edge. Committed to 

client success, we serve many of the 

world’s largest companies across 

industries. For more information, 

visit appian.com. [Nasdaq: APPN]

http://appian.com
http://appian.com
https://x.com/appian
https://www.linkedin.com/company/appian/
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