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In a world of constant change, maintaining competitiveness requires effective and agile
management of your business. It is in this context that the need arises to implement a
powerful and versatile management solution, designed to simplify your operations and drive
your growth. But how do you transition from discovering a management system to
successfully implementing it, tailored to your specific needs? In this article, we invite you to
delve into the behind-the-scenes of digital transformation and explore the key steps to
effectively implementing this solution. Whether you are a small business seeking a scalable
solution or a large corporation looking to streamline your processes, this guide will

accompany you throughout your implementation journey.

From the initial definition of requirements to deployment, passing through planning, we will
explore the different phases that mark a successful implementation. We will share practical
tips, best practices, and case studies to help you maximize the benefits of your new

management system.

Implementing a management system is much more than just installing software. It is a journey
that requires strategic thinking, meticulous planning, and precise execution. So, are you ready
to discover the key steps of a successful implementation? Onward to optimized business

management, streamlined processes, and accelerated growth!
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Internal Needs
Definition
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Regardless of your industry, a successful implementation begins with a thorough
definition of your company's needs. Before delving into system configuration
and customization, it is essential to analyze your existing business processes in
detail and identify areas that can benefit from integration, as well as areas and

departments that are less efficient today.

Business Process Analysis

This analysis will truly be the foundation of your implementation. It involves
taking the time to examine all the operations and workflows of your company,
from sales and marketing to accounting, human resources, and inventory
management. Above all, it is important to designate a project manager who will
be responsible for managing the entire analysis. If possible, they may even

oversee the project to completion, ensuring its stability.

Spend time with different teams and key stakeholders to understand how each
department operates, what tasks are performed, what interactions exist
between various actors, and what challenges are faced. Take into account
existing processes, strengths, weaknesses, as well as opportunities for

improvement.

This is truly the foundation of your journey. The quality and investment you put

into this analysis will have a significant impact on the rest of the implementation.
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Identification of gaps and objectives

Once you have an overview of your business processes, identify the gaps and
inefficiencies that could be addressed with a management system. What are the
recurring issues that hinder your company's productivity? What manual or
redundant tasks could be automated? In which areas is better coordination
between departments needed? By identifying these gaps, you can define clear

objectives for your implementation.

Documentation of requirements

Pour une implémentation réussie, il est essentiel de documenter clairement vos
besoins internes. Cela peut prendre la forme de spécifications fonctionnelles
détaillées, de diagrammes de flux, de listes de fonctionnalités requises ou
d'autres documents pertinents. La documentation de vos besoins facilitera la
communication avec votre partenaire et garantira que tous les acteurs impliqués

ont une vision commune du projet.

In conclusion, it can be noted that having an overview of your needs is a crucial
first step in choosing the software and your implementation partner. However,
it will be very important to keep in mind that, regardless of the software chosen,

your processes will need to adapt to it.
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The choice of
software and partner
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When embarking on the implementation of a management software, it is
essential to make informed choices regarding the software itself and the partner
who will accompany you throughout the process. This chapter will highlight the
key factors to consider in choosing the right software and the right partner for

your project.

Both choices are of equal importance. Indeed, software that does not meet your
needs and fails to evolve with you risks slowing down your operations.
Furthermore, selecting the right partner to assist you in its implementation is
equally critical: a partner who does not meet your expectations and does not

share the same vision can hinder an implementation, or even cause it to fail.

Even though in some cases, the choice of software is made before the choice of
the partner (the reverse should not be done), both choices are made in parallel,

going through the following steps:

Search for possible solutions.

In this crucial phase, you embark on a thorough search for various management
solutions available on the market. It's an exciting time where you actively explore
online resources and specialized sources of information to discover options that

best fit your needs.

So, you can consult specialized websites, software reviews, and reports from
renowned analysts. Information online is easily accessible. You should examine

the features offered by each solution, their user-friendliness, their compatibility
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with your specific industry, as well as their scalability and ability to meet the
future needs of your business. Also, consider aspects such as data security,

customer support provided by vendors, and value for money.

Before you begin or while scrutinizing the details, establish precise selection
criteria to refine your search. You must identify the essential features that your
management solution must have, as well as additional features that could add
value to your business. Consider the specificities of your industry, the regulations

you are subject to, and the unique needs of your company.

This thorough research will enable you to establish a shortlist of solutions that
appear to meet your needs and deserve special attention. It will also allow you
to move on to the next step with a clear vision of the available options and

criteria to consider in making the best decision for your business.

To make the best choice, we also invite you to consult the guide "7 Essentials for

Digitizing Your Business," particularly points 5 ("Avoid the Customization Trap")

and 6 ("Prioritize Integrated Tools").

Search for partner

Once you have identified potential solutions, you enter the phase of searching
for partners, experts who will accompany you throughout the software
implementation. Choosing the right partner is crucial as they will play a key role

in the success of your project.
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In this search, several criteria need to be evaluated: the experience, reputation,
and expertise of potential partners in the field of implementing management
solutions. The same goes for their client references to ensure that they have
worked with companies similar to yours and have successfully guided them

towards a successful implementation.

Also, seek recommendations from other companies in the same sector to obtain
valuable feedback. Testimonials from satisfied clients can give you an idea of the
quality of service offered by potential partners, their ability to understand the

specific needs of businesses, and to provide tailored solutions.

During interviews with potential partners, do not hesitate to ask them questions
about their approach to implementation, methodology, timelines, and
commitment to customer satisfaction. You are looking for a partner who will
understand your specific needs, who will be able to make the solution as
effective as possible based on your business processes, and who will accompany
you throughout the process, from planning to training to production

deployment.

Trust and compatibility between your company and the partner are also key
elements to consider during this crucial step of your journey towards
implementation. You should feel comfortable working with the partner,
communicating openly, and collaborating effectively to achieve the set

objectives. Your implementation vision should be aligned.

www.nalios.com



https://www.nalios.com/

By carefully choosing your partner, you give yourself the best chances of
succeeding in your implementation and benefiting from a strong and lasting

relationship with a trusted partner.

Exposing the needs to partners

This part is crucial; you communicate your specific needs to the pre-selected
partners. You provide them with detailed information about your company, your
business processes, and the features you are looking for in the management
software. This step allows partners to better understand your expectations and
to formulate proposals tailored to your situation. It isimportant to establish clear
and open communication to ensure that partners have a precise understanding
of your needs.

The best way to proceed is to share these needs verbally, to ensure that requests

are well communicated and understood.

Demonstrations, budget, methodology & planning

After detailing what you are looking for, your various suppliers should be able to
provide you with a demonstration of the proposed system. This will give you a
good idea of what the management system could look like once implemented.
Additionally, a budget should be provided. This will ensure that the chosen
software and implementation partner are in line with your budget.

Note that the budget could already be estimated after the initial discussions.
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In addition to the demonstration of features and budget, you should also align
with your partner on methodology and planning. Point 7 of the article "The 7

Essentials for Digitizing Your Business" will provide you with some useful tips.

The moment of decision-making

Once you have gathered all the necessary information and evaluated the various
options, it's time to make a decision. You compare proposals, costs, timelines,
and the reputation of partners. You also take into account demonstrations,
feedback from previous experiences, and customer references to help you make
an informed decision. The goal is to choose the management software and

partner that best fit your needs, budget, and long-term objectives.

To assist you in your decision-making process, here is a non-exhaustive list of

important attitudes and skills to look for in your partner:

- Under promise, over deliver: Your partner should always fulfill their
commitments. You should be able to rely on them in all situations.

- Clear communication;

- Transparency on progress status.

- Challenge: Seek a partner who will challenge your needs to make your
project effective and stable in the long term.

- Knowledge and experience: Look for a partner with impeccable
knowledge of the system and substantial experience.

- Leadership: Your partner will be the project guide; they should provide

guidance and best practices.
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- Rigor: Implementation is challenging. Without rigor, it's nearly
impossible. Your partner must be extremely rigorous in all aspects of

the project and instill this rigor in your internal teams.

As an exclusive Odoo integrator, the upcoming sections will be more
related to the implementation of this software and our implementation
methodology, which focuses on achieving quick results while minimizing
custom developments. However, these principles can also apply to other

software and methodologies.
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Implementation
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So, you've chosen a new management system and a good partner to take you on
an exciting journey towards efficiency and growth. This journey is divided into

several stages, each playing an essential role in the success of your business.

The kick-off phase — Mapping out the itinerary

Like any journey, it's important to plan your route before setting off. During the
kick-off phase, you and the implementation team sit down together to
thoroughly analyze your needs and define your ultimate destination. Together,
you determine the key features you require and the goals you want to achieve
with the chosen software. All needs are reviewed, allowing for the development
of a tailored implementation schedule and strategy. This is also the time to
ensure that communication channels, documentation methods, and overall

collaboration approach are aligned between you and your partner.
The configuration phase — Keys to the Journey

Once your itinerary is mapped out, you need the keys to unlock the doors to
success. The implementation team configures Odoo according to your specific
needs. They adjust settings, customize modules, and create, if necessary, custom
workflows to provide you with a solution tailored to your business. They guide
you through the various options, advising you on your choices to obtain a

solution that best fits your business processes.
The training phase — The experienced guide

Now that you have your keys, you need an experienced guide to show you the
way. The implementation team plays this role by providing you with
comprehensive training on the configurations put in place to meet your needs.
Indeed, a good partner is one who helps you master your new management

system so that you become independent from them. They teach you how to use
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it effectively and show you how to make the most of its features. Like a guide
who knows the hidden trails and the best panoramic views, they share with you

their practical advice and tips to optimize your experience.

The role of the guide will be to train your project manager. However, depending
on the project, the training of end users may be the responsibility of the project
manager. This will not only make them more independent but also allow them

to master a tool that will become their own.

The go-live phase — The journey begins

The time has come to put into action everything you have learned and begin your
journey towards success. The go-live phase is like setting off on a new adventure.
The implementation team ensures that all configurations are in place and that
you have the necessary tools to use Odoo optimally. They verify that everything

is working correctly and accompany you during this transition period.

Throughout your journey, the implementation team remains by your side to
answer your questions, address any potential issues, and help you fully leverage
your new software. Like a dedicated travel companion, they ensure you're on
the right track and support you throughout your path to success, continuously

enhancing the solution.

Indeed, the best strategy is to opt for an 80-20 go-live approach; 80% of the
requirements will be implemented for the production launch, and the remaining

20% will be added, if necessary, after the go-live.
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System in place ... And
then ?
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You know better than anyone: your business never stops evolving. So, it's
essential to have a management system that evolves with you, always enabling
you to go further, faster! And that's a major strength of Odoo. It's essential to
take advantage of this and embrace the continuous improvements of the
system. (So, it's one of the reasons to choose a management system that can
evolve). One of the key steps to keeping your system up to date and benefiting
from the latest features is migrating from one version to another. This best
practice, typically done every 2 to 3 versions (or years), allows you to keep

evolving and fully enjoy the benefits offered by your management system.

The importance of regular migration

Regular migration of your system offers many benefits. Firstly, it allows you to
stay up to date with the latest enhancements and bug fixes. If you opt for a
solution that is constantly evolving, each new version brings additional features,
performance improvements, and essential security fixes. Updating enables you

to access these enhancements, ensuring an optimal user experience.

Thousands of people work daily on standard improvements to Odoo. Not
migrating means depriving yourself of the work included in your subscription.
Therefore, this migration should be seen as a separate project and should be

given the necessary attention and energy.
Moreover, by migrating regularly, you avoid accumulating delays in versions. The
longer you wait before migrating, the greater the distance to cover to reach the

latest version. Regular migration allows you to maintain a smoother and less
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complex update process, thus reducing the potential risks of compatibility issues

between versions.

Your réle in the migration

As explained, you can consider a migration as a new project in its own right.
Initially, you will receive a migrated database (obviously in a testing
environment). Your role will be to test all of your existing workflows in this new
database. This also requires involvement from key user teams, who can test
workflows specific to their department. Your role and responsibility will be to
validate that the workflows function correctly and/or report any anomalies.
Once the existing workflows have been validated, you can seek assistance in
implementing new features specific to this version. Odoo provides lists of new

features, which can also facilitate your learning process.

The partner’s support during the migration

During the migration from one version to another, it is recommended to work
closely with your partner. Their expertise and in-depth knowledge of the system
will facilitate the transition and minimize potential risks. Your partner can help
you assess the impact of the migration, plan the process, and conduct necessary

tests. They should also assist you in updating any implemented developments.

Don't forget that migration is an opportunity to improve and optimize your
system. Seize the opportunity to review your business processes, explore new

features, and adjust your setup accordingly.
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Conclusion
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Choosing the right management software and the right partner to accompany
your company on its journey towards efficiency and growth is a crucial decision.
This process involves careful research, clear communication, and rigorous
evaluation of proposals. Once your choice is made, implementing the
management system requires careful planning, customized configuration,

comprehensive training, and smooth production deployment.

The implementation of a management system and its ongoing maintenance
require an investment of time and resources, but the long-term benefits are
worth it. Once you have chosen the right software and the right partner, and
have gone through the various implementation stages, you will be able to
optimize your business processes, increase efficiency, and drive the growth of

your company.

Remember that the journey does not end with the implementation of the
system. Stay open to continuous improvements, leverage new features, and
adjust your setup according to the evolution of your business. With the right
management software and a trusted partner, you can transform your business

and realize its full potential in an ever-changing world.

And Nalios in all of this ?

There are obviously many solutions, each with its own advantages. At Nalios, we
firmly believe that Odoo is the best solution on the market, which is why we

specialize exclusively in this software.
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digital audit ?
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