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Based upon two decades of scoping, designing, implemen�ng and researching PLM solu�ons from around the world, we would like to share our top �ps that might prompt you
to think about certain things you may not otherwise have considered. Let’s phrase them as common mistakes, since our experience leads us to see them this way – as a list of
ten things that are rou�nely overlooked and that can poten�ally jeopardise an implementa�on.
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1. Not selec�ng the correct PLM solu�on that best serves your company’s specific needs

2. Not ensuring your execu�ves are educated and a part of the PLM project team

3. Not having the right team with complementary skill sets in place

4. Star�ng an implementa�on without the PLM team being fully educated on all aspects

5. Not defining clear ROI objec�ves prior to star�ng a project

6. Not measuring your PLM success drivers throughout, and following, the implementa�on

7. Not promo�ng your PLM journey and success throughout the value-chain

8. Looking at PLM as a quick fix, rather than as a global project

9. Not planning carefully for the effects of Master Data & Change Management

10. Not phasing the implementa�on correctly based upon successful milestones versus a big bang approach
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1. Not selec�ng the correct PLM solu�on that best serves
your company’s specific needs

In order to make the right selec�on, you and your team first need to clearly define
what and why it is that you need a PLM solu�on, what challenges specifically you are
trying to resolve. With this in mind your first step would be to make a list of your
challenges and try to put them in some form of logical sequencing (cri�cal path use-
cases). During our own advisory sessions, we o�en start the process by helping our
client with what we call the seven Ws: Why, When, Where, What, Which, Who and
the How (which we know doesn’t begin with ‘W’!

Following this workshop session, you would then use your cri�cal use-case lis�ngs to
best match with WhichPLM’s ‘Assessment for Best-Prac�ce Solu�ons (Checklist)’,
which serves here as your RFI (Refer for Informa�on). It’s worth no�ng that, we have
updated the criteria, not only to list the cri�cal elements of a modern PLM solu�on,
but also to highlight many of the best-of-breed (point) solu�ons that will add
significant value to any PLM implementa�on.

Even if a fully detailed RFI has been prepared, it s�ll doesn’t stop the suppliers from
interpre�ng the ques�ons to suit their own solu�ons, and the fact is that this happens
on almost all RFIs and RFPs. Therefore, we have developed a set of processes that
offer differing levels of importance for you to best match your requirements.
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Example needs may include:

• How PLM can help to achieve a higher success rate on the percentage of
products developed and then delivered to market

• How PLM can shorten and meet agreed development lead-�mes and deliver
product to market on a more consistent basis

• How PLM can improve product quality and lower purchase prices

• How PLM can enable the globalisa�on of the value-chain leading to being able
to compete be�er in an ever expanding and challenging market

• How PLM can assist in the management of compliance and limit the risk of
liability or bad publicity

• How can PLM a�ract & hold good people to the business

• How PLM can do more with the same level of resources

• How PLM can be�er support its value-chain partners to meet joint objec�ves

It’s also important to note that it is not only so�ware that ma�ers, and to achieve a
successful implementa�on it is essen�al to choose a PLM provider with whom you
feel you can build a mutually beneficial business rela�onship.
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2. Not ensuring your execu�ves are educated and a part of the
PLM project team

From past experience, we can say with confidence that the most successful
implementa�ons have been delivered when senior execu�ves are involved at each
key stage of the implementa�on. They help set the objec�ves, at least from a strategic
level, and then play the role as gatekeepers to ensure that both the internal and
vendor teams are delivering according to the plan. With this in mind, it’s not only
important to obtain commercial buy-in for the project, but also senior sponsorship to
the point that those involved are educated on PLM’s abili�es to meet the needs of the
business and stay with the project from beginning to end.

[You can find more on this in ‘Best Prac�ces to get PLM-ready’, within this Project Pack.]
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3. Not having the right team with complementary skill sets in
place

Like any good coach it is essen�al to appoint the best possible PLM team made up of
key stakeholders that have a very good understanding of the business and its
strategic goals, all with a posi�ve a�tude to change for the best. There should be a
team member represen�ng each department that will u�lise the system and they
should have cross func�onal knowledge of the product lifecycle and be well informed
about the company, respected by management and staff, and be able to make
decisions on future direc�ons and have the required �me to be involved in the
project.

A key considera�on is to ensure that your PLM provider can also display a robust
implementa�on and support system in terms of quality of people who will be involved
throughout the implementa�on and a�er to support the business especially in the
early days of bedding in – remember that the majority of enterprises work on a global
basis and therefore you will need to carefully consider and understand how your
chosen PLM & best-of-breed vendors will be able to support your value-chain
partners that may operate six days a week across mul�ple �me-zones.
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Another sugges�on is to request the CVs of each of the implementa�on team to
gauge their experience and to see what type of projects they have been involved in,
to make sure that they have a good fit with your own specialty and can add value to
your project.

Your internal team will need to demonstrate a detailed level of familiarity with your
own internal and external processes and workflow. Then you will need to research
and select key stakeholders and subject ma�er experts that will be open to change.
Keep in mind that most people like things the way they are and don’t really like
change. Your team will require a set of complementary skills, people that can think
outside the box, are open to change, interested in new technologies and that are
able to demonstrate both a crea�ve and analy�cal mindset. Beyond process experts
it will be important to obtain the skills of the IT team to ensure that any future
solu�on will be able to operate seamlessly together with today’s IT strategic
systems, as well as those that may come in the future. There is li�le point including
departmental heads if they are going to delegate their role to a more junior member
of their team. Appoint the person who will be carrying out the role, but conversely
there is no point co-op�ng someone who is considered to be lightweight and whose
opinions and efforts will be ignored.

Every good team needs a good leader - a project manager - and a PLM team is no
different. But it is impera�ve to select the project manager with care. That single
person will be responsible for overseeing the en�re PLM strategy, and will be
required to balance a great many different responsibili�es and the interests of a huge
range of stakeholders at once.

A successful PLM project requires a leader who can be cross func�onal, has a good
working knowledge of the company on many different levels, not just their own
department, and is a good manager who is respected and can be diploma�c when
required. The project leader needs to be given the authority and responsibility for
the project with full knowledge when any obstacles occur, they are able to consult
the execu�ve team for support and guidance.

Beyond the internal team and PLM vendor team, you may want to consider u�lising
the exper�se of an external advisor, someone that can help through the journey and
can be used as a go between to ensure that everything runs as smoothly as possible
…if you like: a PLM project auditor!

This document is the intellectual property of WhichPLM and should not be shared beyond your organisa�on.
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4. Star�ng an implementa�on without the PLM team being
fully educated on all aspects

It is really important that as well as your execu�ve board being educated, that the
PLM Team and key stakeholders are educated. Your whole PLM team should have a
full understanding of the project - especially the key company objec�ves. Without
this, it will be near impossible to compile a cohesive implementa�on strategy.

The main project team should be involved from the beginning and should be involved
in both the RFI-ROI stages. This will ensure they fully understand the business
objec�ves for implemen�ng a PLM system, and should give them a sense of
responsibility to ensure the project delivers on the ROI objec�ves and doesn’t fail,
which can sadly be the result when a team feels a solu�on has been foisted upon
them.

Project buy-in can be gained by educa�on; when the team fully understands what
PLM is and what PLM can do for them, they will be be�er equipped to help deliver a
successful project.
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In probability they will each have their own opinion as to what PLM can achieve in
the business and if there is no control, they will all head off in different direc�ons.
Remember, speed is irrelevant if you are travelling in the wrong direc�on! Don’t
assume or take anything for granted – you need to check that everything that is
required can be catered for to your level of sa�sfac�on in the current version of the
PLM solu�on and it should be fully tested prior to contrac�ng. Once you have signed
the contract it’s then very difficult to get those assump�ons adopted into the
so�ware!

All solu�ons should be able to deal with your market specific needs, as listed within
the RFI; they should also be able to operate globally and on comple�on of the data
entry the tasks should perform at around 5-7 second screen refresh rates, but it is
worth checking everything thoroughly as some�mes there are technical specifics
that get overlooked and/or taken for granted - especially when you are opera�ng in
real-�me, sharing large file sizes. We’ve come across these issues as recently as
2020, so it’s not what happened in the past, but what’s s�ll happening today.

Always check PLM’s ability and experience to integrate seamlessly and, if required,
bi-direc�onally with other best-of-breed solu�ons that you may already have within
your business or may employ in the future. It’s important that the Applica�on

Programming Interface (API) integra�on tools have been fully tested and signed-off
ahead of any agreement on PLM to ensure that you will be sa�sfied with the method
of integra�on and that it is future proofed.

The business also needs to consider how it is going to cross-train all users across the
en�re value-chain, otherwise there is a poten�al danger that those who have been
trained know the system but their colleagues in other parts of the organisa�on or
across the value-chain do not know it at all – hence depriving the business of the full
benefit of the solu�on.

Again, sadly we o�en see the case that the H.Q. did everything right when planning
their PLM only to find themselves actually delivering a PDM system i.e., li�le
considera�on was given for their value-chain partners resul�ng in an exchange of a
glorified Tech-Pack via a PDF file.

The best projects are those that have all members of the business fully educated and
facing in the same direc�on.
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5. Not defining clear ROI objec�ves prior to star�ng a project

It is impera�ve to define the key drivers that will determine whether the project has
been successful or not. There are methods (as well as ROI analysis) of keeping
projects on track and actually defining their success, all of which should cover at least
the following:

• Desired target: Define what you want to achieve based on your measured process
maturity improvement objec�ves, examples of this could be things like:

◦ Lead �me reduced by 20%

◦ Headcount reduced by 10%

◦ New Product Introduc�on (NPI) rate improved by 20%.

◦ Overall reduc�on in product costs by 10%

◦ Overall improvement in margin by 5%

• Timeline: Phase 1 complete by [date], phase 2 complete by [date] and so on

• Budget: This should cover the upfront investment and the expected ROI and the
�me it should take to see these benefits come to frui�on in terms of increased
margins and profitability. (Remember that it may take a couple of season turns
before the new PLM solu�on delivers the true ROI poten�al.)
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This is some�mes defined as se�ng your Cri�cal Success Factors (CSFs). These are
the few key areas where things must go right for the business (and your PLM project)
to flourish.

It is vitally important that project plans as well as tasks, goals and �metable include
milestone points where the CSFs can be checked, progress iden�fied, and plans
realigned accordingly. This will enable the PLM team to assess if the project is on
track and make adjustments to the plan where required.

Carrying out a full and detailed Return on Investment (ROI) will deliver the
maximum possible return on investment, answering ques�ons like:

• What is the value of the PLM installa�on and what value will that bring to the
rest of the business?

• How do the costs of PLM compare to the PLM savings?

• How will the proposed PLM ac�vi�es impact the bo�om line?

This in turn will drive the Cri�cal Success Factors (CSFs).

If you can clearly specify the value of PLM to your business it can assist in many
different ways such as selling the value to the execu�ve board, extended supply
chain and business partners and then measuring and communica�ng the progress of
the project.

Also keep in mind that your PLM solu�on will con�nue to evolve and will therefore
require con�nuous finding based upon new ROI (Return on Investment) targets, and
therefore past proven benefits will help to ensure further rounds of funding.

As we’ve a�empted to hammer home, it’s cri�cal to define what your company will
consider success to be when we’re talking about a PLM project… but this will be
pointless if those CSFs are not measured or progress checked throughout the
project.

Don’t forget the old adage: “If you can’t measure, you can’t manage”.

Teams some�mes get carried away with �cking off the task list and believing that
that in itself is the desired outcome, with no reality check as to what they have
actually achieved.
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6. Not measuring your PLM success drivers throughout, and
following, the implementa�on

By measuring results and then realigning ini�a�ves, priori�es and �melines there is a
much higher chance of actually achieving a successful implementa�on.

A project plan is a cri�cal part of any implementa�on and we believe that this plan
should be bespoke to each individual project. It can be based on a standard “Best
Prac�ce” format u�lising a supplier’s previous experience, but it should be adapted
and refined to be�er suit the required and specific RFI processes of your individual
enterprise.

Every business is unique, and that is why you must measure your business to get an
idea of where to start, or where to con�nue, your PLM implementa�on efforts. You
should not let a PLM vendor tell you what you need and where to start; they do not
know your business in the same way that you and your team know it and therefore
may not understand your challenges in the level of detail that is desired.

It is in our nature to enjoy the fruits of our success, and success breeds success, so it
is essen�al to communicate any progress that has been achieved throughout the PLM
project to all value-chain partners.

11

This document is the intellectual property of WhichPLM and should not be shared beyond your organisa�on.



12

The PLM team should communicate all ac�vi�es on a regular basis within the PLM
project not only between themselves, but also to the wider enterprise; this is one of the
keys to a successful PLM installa�on.

If you don't communicate current status, successes, even challenges, future plans and
current ac�vi�es, the project will get forgo�en, people will lose focus, and no one will
care about PLM outside of the core team that you appointed to safeguard the project.
The cultural change that is required for PLM cannot happen without a great deal of
posi�ve communica�on across the en�re value-chain – with all partners across
countries and con�nents.

It is always beneficial to pick off some "low-hanging fruit" and realise some quick results
and share these wins with the wider community as to how PLM has posi�vely impacted
the business. You will then find you start to get posi�ve a�tudes and willingness
towards the planned changes. Do not underes�mate the �me taken to change the
culture of the business; it’s similar to turning an oil tanker around in a small channel!

Many companies approach PLM implementa�ons as if it is a 100m sprint, when in reality
it's more like a marathon.
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7. Not promo�ng your PLM journey and success throughout
the value-chain

To successfully implement any enterprise solu�on like PLM or ERP into your
business can be very tough, and PLM is especially challenging as it is a strategic
solu�on that touches every part of the value-chain.

The amount of �me and energy required to complete all the prepara�on required
for a good PLM implementa�on can o�en be grossly underes�mated. Think of all
the bases you need to cover:

• Process re-engineering

• Business requirements gathering

• Solu�on selec�on

• Technical infrastructure

• Cultural change

• Management planning

• Solu�on configura�ons

• Master data gathering and structure

• Data migra�on planning

• Solu�on interfaces (APIs)

• User acceptance tes�ng

• Training

• Rollout and on-boarding

• Support

These plans take �me to create and manage and if plans are not carried out
correctly then failure is a real possibility.

Remember we are wri�ng about PLM, not PDM. In this day and age we need to
ensure that we are talking about being a fully interac�ve solu�on working together
with all departments and value-chain partners throughout the extended supply-
chain, poten�ally linking to each of the �er partners.
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8. Looking at PLM as a quick fix, rather than as a global project

If we buy PLM and implement PDM then the expecta�ons of the ROI will never be
met.

PLM is not any one piece of so�ware, and will not deliver a quick fix, but it’s rather a
way of integra�ng the many applica�ons and methodologies through the en�re
extended value-chain. PLM allows a complex process to be manageable and it’s
going to take �me to deliver value like the list below:

• Allowing designers to work more cohesively with development and
manufacturing, understanding and considering their needs when crea�ng new
products.

• It will help your mills and trim suppliers to become part of an integrated process.

• It allows manufacturers to improve their collabora�on with marke�ng and
distribu�on.

• It’s a way of linking design and development to manufacturing to retail and
logis�cs.

To make sure these processes work seamlessly and efficiently takes careful and
detailed analysis to ensure that they can link and func�on together.
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9. Not planning carefully for the effects of Master Data &
Change Management

One issue that comes up �me and �me again as a reason for �me delays is poor
planning of Master Data and data migra�on. Too many companies are under the
impression that data cleansing and migra�on will happen almost by magic. It is
impera�ve to ensure there is an understanding and apprecia�on for the scale and
importance of this task as we all know the phrase – garbage in, garbage out, and it can
make or break the success of a PLM Implementa�on. Master Data is a project in its
own right and needs careful a�en�on to detail and again addi�onal planning ahead
of �me! [You can find more on this in ‘Best Prac�ces to get PLM-ready’ in this Project
Pack.]

Likewise, change management is one of the toughest challenges when carrying out a
PLM implementa�on and o�en one of the areas that can be neglected or forgo�en
as the implementa�on progresses. It’s pointless to implement PLM over the same
process methods; you need to challenge the status quo and find new ways to improve
the process or even eliminate certain processes that will no longer be required.

Things will change when you implement PLM, and unless you prepare to lend a
helping hand and actually help to manage people through this tectonic
transforma�on, the project will suffer.
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A PLM solu�on brings massive change to a company, such as:

• Old processes requiring modifica�ons

• Process maturity improvements

• Elimina�ng the need for outdated processes and technologies

• New tasks which need to be iden�fied and defined

• People changes – headcount, job roles, organisa�onal restructuring

• Informa�on being used in different ways across mul�ple systems and by
different people

• Cultural challenges to be addressed - “we’ve always done it this way”

• Introduc�on of new solu�ons and technologies

• Rollout and training requirements for all enterprise partners

• Support opera�ng 24 X 6 across mul�ple �me zones

People are creatures of habit and we as humans are therefore ins�nc�vely wary of
change and to some people it may feel like their world is falling apart. Do not
underes�mate the challenge of persuading people to stop using the paper/
spreadsheet system they have been using for the last 10-20 years even though they
have done nothing but complain about it, The idea of restructuring can be very
in�mida�ng.

If handled badly, change management can lead to many costly issues and general
nega�vity about the project. But with careful planning and management of the
user’s expecta�ons, clear and frequent communica�ons and integra�on of the
teams, before, during and a�er the project, these types of challenges can be
overcome, and a successful launch achieved.

Change can be �me consuming, difficult and expensive and to bring about the
required changes it is necessary for the following to be understood and accepted:

• The reasons for the PLM system being introduced and those reasons accepted

• That each person involved understands how the changes will affect them
personally now, in the interim and in the future

• The change process is a major ac�vity in its own right and will bring a certain
amount of flux and perceived pain before se�ling down into what will be
normal. (You may wish to consider using a Change Management trained expert)

• How the changes will be carried out and what those ac�vi�es will be

It is also essen�al to formulate a well thought out cultural change management plan
that will ensure the correct interac�ons with users before, during and a�er the
implementa�on.
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10. Not phasing the implementa�on correctly based upon
successful milestones versus a big bang approach

Once the PLM solu�on has been selected it is essen�al that the implementa�on
process is properly executed. Most companies will opt to take a more careful, phased
approach where they can choose to invest on a more gradual basis into focused
modules/phases and therefore minimise risks. Others will decide on a big bang
approach, covering the en�re end-to-end business. In recent years, we’ve witnessed
that the la�er is less in favour due to the speed of change in most businesses today.

It is possible to phase the implementa�on in many ways:

• Across a single department,

• A single business unit,

• A single product type,

• A loca�on

• Or by key set of processes i.e., Design, Development, Fi�ng & Measurements,
Specifica�on & BOM genera�on, con�nuing to send to suppliers by email and
once the new method is proven then allowing suppliers access into PLM in a
separate phase.
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This allows you to check the theory and realign where required so the best method is
achieved. By achieving some wins, however small, helps gain user acceptance and
once some benefits have been seen it is easier to persuade the rest of the enterprise
to accept the change. (People like success and to follow winners.)

Defining the phases for your PLM implementa�on should be based on the
organisa�on’s business improvement priori�es and the ability of the phase to achieve
results in a short �me span and support the later steps in the PLM program. This will
allow the key benefits to start to be realised as early as possible rather than wai�ng
for months or years for PLM to be implemented across the en�re end-to-end value-
chain.

In conclusion, we hope that this guide will help provide value to your pending PLM
project. As the industry’s longest-standing group of independent PLM professionals,
we’ve carefully considered what we believe are our top ten ‘dos and don’ts’ that will
help to provide you and your team with suppor�ng insights into what it takes to
deliver a successful PLM project.
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