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CUSTOM ERP SMB GROWTH CROSS-INDUSTRY

Off-the-Shelf ERP Was
Built

for Someone Else's
Business.

Not Yours.

Why growing small and mid-size businesses are turning to custom ERP to gain a
competitive edge — and how the right delivery partner makes it more accessible, more

cost-effective, and far less risky than conventional wisdom suggests.
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Why "just use an enterprise ERP" is advice written for
someone else

The standard advice given to growing businesses evaluating ERP options has remained largely
unchanged for two decades: buy a proven platform, configure it to your needs, and benefit from
the investment the vendor has made on your behalf. It is advice that makes excellent sense for
large enterprises with the budget, the IT headcount, and the negotiating leverage to extract value

from platforms like Oracle Fusion or other top-tier enterprise suites.

For small and mid-size businesses, the reality is significantly different. Enterprise ERP platforms
were designed around enterprise-scale process models. Their licensing structures reflect that. Their
implementation timelines reflect that. And their customisation costs — charged at enterprise
consulting rates whenever a business needs the system to behave differently from the out-of-the-

box configuration — certainly reflect that.

The SMB that licenses a top-tier enterprise ERP and then spends the next 18 months asking the
platform to accommodate its actual workflows is not saving money compared to a custom build. It
is paying premium prices for the privilege of adapting its own operations to fit a product designed

for a different kind of business.

"The most overlooked cost in off-the-shelf ERP for SMBs is not the
licence — it is the hidden cost of every business process that gets
quietly reshaped to fit the software rather than the other way
around.”

— HARRY, VIRACENT ERP PRACTICE LEAD




Vendor customisation charges (per-change billing) _ 43% :

v 91%
. . - o 1 largely avoidable
Forced upgrade disruption & re-training cost 30% HE )
i with a purpose-fit
custom ERP

Unused module licensing (modules never activated) . 18% 4
Process workarounds & shadow spreadsheets 9%
Integration gaps requiring third-party connectors 15%

Source: Viracent advisory observations. Indicative figures based on practitioner experience across SMB ERP evaluations. Not a formal study

THE CUSTOM ERP ADVANTAGE

Built around your business — not the other way around

A custom ERP starts from a fundamentally different premise: instead of asking a business to map
its operations to a predefined process model, it maps the system to the operations the business
already runs — and the operations it plans to run as it grows. This is not a luxury reserved for large
organisations. With a disciplined delivery approach and a partner who takes requirements

seriously, it is entirely achievable for growing SMBs.

The advantages compound over time. Every screen, every workflow, every report in a custom

system reflects a deliberate decision made in partnership with the people who will use it. There are
no orphaned modules consuming licence fees. There is no institutional knowledge trapped inside a
vendor's proprietary configuration layer. There is no renegotiation required every time the business

needs the system to do something slightly different.

Ownership also means freedom. A custom ERP is an asset on the balance sheet, not a recurring
obligation. The business can modify it, extend it, integrate it, and evolve it without raising a change
request with an external vendor and waiting for a quoted response. In a competitive environment
where operational agility matters, this is a structural advantage that standard platforms simply

cannot replicate.

l BUSINESS FIT COMPARISON — CUSTOM ERP VS. OFF-THE-SHELF FOR SMBS



CUSTOM ERP FIT CRITERIA OFF-THE-SHELF ERP

High — User Adoption Moderate

Full _ Vendor Independence Low
Unlimite_ Integration Flexibility Connector-limited
Owned asset _ Long-term Cost Control Recurring fees

Bar length is illustrative of relative advantage. Actual outcomes depend on delivery quality, scope, and business context

HOW VIRACENT DELIVERS IT

Why delivery discipline makes all the difference

The primary reason custom ERP carries a reputation for risk is not the technology — it is the
delivery approach. Poorly scoped requirements, underqualified build teams, and absent change
management programmes account for the majority of custom ERP disappointments. These are

governance problems, not technology problems. And they are entirely preventable.

Our approach to custom ERP delivery is built around four principles that we apply consistently,

regardless of sector or budget scale.

THE VIRACENT CUSTOM ERP DELIVERY PRINCIPLES

Diligent, structured requirements gathering — before a single line is written

Every Viracent custom ERP engagement begins with a dedicated discovery phase. We work
directly with the operations, finance, and leadership teams to document every business
process in scope — how it runs today, how it should run on the new system, and what the
non-negotiables are. This phase is not a formality. It is the foundation on which every
subsequent delivery decision rests. Clients who have previously attempted custom builds

without this rigour consistently describe it as the single biggest difference in our approach.



® Phased delivery with working software at every milestone

We do not disappear for six months and return with a finished product. Our delivery model
is iterative — each phase produces a working, testable increment of the system that the
client's team can use, review, and validate. This keeps the build aligned with real business
needs as they evolve, surfaces issues early when they are cheap to fix, and builds the client

team's confidence progressively rather than betting everything on a single go-live day.

© Change adoption management built into the programme — not bolted on at the end

Technology implementations that fail do so because people did not change, not because
the software did not work. From the first discovery session, we run a parallel change
management track: stakeholder communication plans, role-specific training programmes,
super-user identification and enablement, and a structured hypercare period post-go-live.

Adoption is a metric we track alongside system performance.

End-to-end support — from build through to scale

>

Our relationship with a client does not end at go-live. We provide a structured post-
deployment support model that covers bug resolution, performance monitoring, user
support, and system evolution as the business grows. For SMBs without large internal IT
teams, this continuity is a practical necessity — and it is built into every engagement from

the outset, not offered as an afterthought.

' VIRACENT CUSTOM ERP DELIVERY MODEL — PHASE OVERVIEW

Discovery Design & Build UAT & Change Go-Live
& Scoping Iterative sprints Adoption mgmt & Hypercare
Wks 1-3 Wks 4-12 Wks 10-15 Wks 15-18 Ongoing
Key outputs:
Requirements doc Working increments Tested & signed-off Stable production SLA-backed support

Gap & risk register Sprint review sign-offs Trained user base Performance baseline Evolution roadmap



When custom ERP becomes your competitive moat

The businesses that compete most effectively in their markets are those whose operations are
genuinely hard to replicate. Custom ERP, built thoughtfully and maintained well, is one of the most
powerful contributors to operational uniqueness available to an SMB. The workflows, the
integrations, the reporting structures — all of it becomes institutional knowledge encoded in a

system that belongs entirely to the business.

This matters especially in industries where speed, accuracy, and process consistency are direct
differentiators: logistics, manufacturing, professional services, specialised retail, and financial
services operations. In these environments, a system built precisely around how the business

operates is not a technology project — it is a strategy.

CUSTOM ERP MAKES STRONGEST SENSE WHEN

— Your operations are genuinely differentiated: Your competitive advantage lives in how you

execute — and off-the-shelf platforms would require you to standardise it away

— Vendor licensing costs are disproportionate to your scale: For many SMBs, enterprise
platform per-seat fees represent a significant and growing overhead that custom ownership

eliminates

— You need deep integration with legacy or industry-specific systems: Custom builds

integrate on your terms, on your timeline, without waiting for a vendor's connector roadmap

— Your team's adoption is critical and at risk: Systems built around actual user workflows
consistently show faster, higher, and more sustained adoption than platforms that require

behavioural change as a precondition of use

— You are planning for significant growth: A custom ERP scales with the business by design,
rather than requiring re-implementation or expensive upgrade projects as headcount and

transaction volume increase



LAYER 4
Autonomous Oper:

LAYER 3
ive Analytics & Al Insights — Demand, risk, opportunity

LAYER 2
Workflow Automation & RPA — Rules-based process elimination

Custom ERP — Clean, owned, structured operational data

A well-built custom ERP creates the clean data foundation that makes each successive layer of Al and automation capability readily achievable — on your timeline, not

Ready to explore a custom ERP Book an ERP Readiness Assessment -

for your business?

Our team offers a complimentary ERP Readiness
Assessment — a focused working session that maps
your current processes, defines what a custom
system would look like for your specific context, and
produces an honest scope and effort estimate with

no obligation to proceed.
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