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FIVE BEST PRACTICES TO SOLVE THOSE BUDGET BUSTING ISSUES



ELOGIC BRINGS DECADES OF EXPERIENCE EARNED ON HUNDREDS OF SIMILAR JOURNEYS INTO CHALLENGING ENVIRON-
MENTS.  WE STRIVE TO MAKE THE FIELD SERVICE MODERNIZATION JOURNEY AS REWARDING AND ATTAINABLE AS POSSI-
BLE, WHILE AVOIDING THE UNNECESSARY RISKS, COSTS, AND RESOURCES THAT UNDERMINE SUCCESS.  

So here, let’s look at some of the most common modernization pitfalls and ways to avoid them. We’ve summarized this into five com-
mon challenges that organizations almost always face during a modernization and we present our corresponding approaches that 
lead to highly successful field service engagements.  

EVEN WITH A TIGHT BUDGET OR LIMITED RESOURCES. 

Experience Matters



equipment360™ 
 the asset-centric field service solution built 

on the Microsoft platform, pre-packaged 
with the industry-critical features that equip-

ment service providers need most across 
asset management, workforce & workorder 
management, entitlements, inventory man-
agement, customer service, and reporting.  

eLogic created equipment360 to help our 
customers achieve fast time-to-value with 
realization in as little as 12 weeks, a focus 

on ROI up front for all key stakeholders 
from Techs to Service Leadership, on a fu-

ture-proof platform to scale with your busi-
ness needs.

elogic.com/equipment360
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This is probably the most common issue with a big enterprise, large-scale 
business transformation– going too big too soon. This almost never sees a big 
bang success.

People call it boiling the ocean, or a one-and-done approach, where they try 
to get every single feature, data point, and piece of technology operating all at 
once. We’ve seen stakeholders fearful of missing out and not getting every sin-
gle feature and function they want from the very first stage because if they don’t 
do it from the start they’ll never get it all accomplished.  We know that it’s a big 
risk taking this large-scale, all-at-once approach.

THE ISSUE | Too Big 1



Anyone familiar with Lean Manufacturing may be familiar with the terms ‘Minimum Viable Prod-
uct’ or ‘Minimum Viable Solution.” A minimum viable solution includes enough features to attract 
early-adopters that can validate the solution during the development cycle.

A lot of times the immediate reaction to this is: “I don’t like that word ‘minimum’.” We say to fo-
cus on the word ‘viable.’ What we’re really talking about is aligning a strategic vision, creating some 
kind of a road map, and then turning that into a phased approach that lets you get a foundation in 
place – and ROI on your most critical needs. This becomes a viable solution which you can follow 
with multiple serial and parallel work streams. 

In the end, focusing on a phased approach will take much less time and cost much less money 
than going for a Big Bang implementation. Your team can also quickly give user feedback that can 
be used to improve the final solution.

Recently, eLogic was called on by a customer after a failed modernization that never got off the 
ground because it was too big and too ambitious. We were asked to pick up the pieces and try to 
turn it into a success. The key stakeholders all wanted every one of their requirements included in 
the initial solution with little compromise. 

When we stepped in, the first thing we did was reassess the very long list of requirements and 
the different key components of the solution, taking them through a value and priority analysis of 
those components with a team approach. 

We ranked their requirements and created a viable first phase solution that led to components 
everyone wanted. We packaged it in a phased approach where the initial implementation was 
much easier to achieve, with fewer integrations and complexities. In four months versus a year and 
a half that never came to be in the initial effort, we were able to get them started down the path of 
modernization with a solution that would also meet all their future desires. In the end, the custom-
er was very happy to get results and be able to see the possibilities in store.

| Minimum Viable Solution
A PROVEN 

BETTER 
APPROACH
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What’s the flipside of going too big? A narrow focus.

We run into this problem when a particular stakeholder group grabs best-of-breed or a point 
solution and they start driving it without a broader contextual or business view. They haven’t 
looked into where they’re going long term. 

This approach can paint you into a corner, leading to all kinds of integrations, or duplications of 
systems and data, architecture, and business process – taking more time and money while achiev-
ing less than what is possible.

THE ISSUE | Too Narrow

We advocate for a bigger picture view through a platform mindset. For us, that means finding a 
single platform like equipment360™ that can connect your entire enterprise, so that service techs, 
managers, customer service, executives, and others, can access the same information, share analyt-
ical insights, use that intelligence to take action, share tools to collaborate, and more.

Many consultants and software companies tell you to start with the easy stuff. At eLogic, we 
recommend starting with something important that has a big payout. If you’re unsure of where to 
start, we will often create a proof of concept. These can give you a conceptual view of short-term 
gains without a heavy lift. 

| Build a Foundation with ROI
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We’ve come in behind a number of IT-driven projects where the process has been more 
about a feature or function. It becomes a drag race among software products they’re consider-
ing, looking to see who  has the strongest version of that feature. They get caught up in think-
ing that technology is going to enable a new way of doing things.

Technology is not enough to modernize field service operations if it is not considered within 
the context of business models. We always advocate for balance in field service moderniza-
tion – keeping your industry and business models in view, and using technology platforms to 
support them. 

We’ve seen a fair number of these projects go badly as the business finally gets their hands 
on the technology, and then the realities start to creep in about what’s really needed, then 
additional work is required, driving up the cost of the project and slowing the time to value. 

 

THE ISSUE | Too Techie

The bottom line is this: ensure that the business drives what the solution has to do, and the user 
experience for the solution. And let your tech teams help evaluate things like cloud-based architec-
tures and other related success factors from a technology perspective.  

Your modernization is about more than just conducting a technical software comparison. Think 
about the best ways to support your business with new means of capturing and sharing informa-
tion, enabling IoT, mobility, sharing insights with sales, and all the best-in-class abilities. 

 | Thinking of the Business Model
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It’s hard to change big organizations. First of all, a legacy system is the embodiment of how a 
business ran. Over many years of usage, the business’ requirements, processes, and system can 
become dated and inefficient. In fact, when the legacy system was implemented, your processes 
were shaped in part by that system’s capabilities and limitations. 

People get attached to the way their legacy systems worked, while new systems can seem over-
whelming and intimidating, with new methods, processes, and functionality. 

Be careful that a marriage to old ways does not take your project off the rails by trying to make 
the new system like the old. Getting stuck in the past forces you into situations where you’re cus-
tomizing the new to be like the old, which ends up costing you time and money. Worse still, most 
of the new capabilities and features that prompted the purchase and implementation of the new 
system were likely not used because they did not exist in the legacy system.

THE ISSUE | Too Legacy

Take a fresh look at your business requirements and determine what processes are now possible 
with the latest generation of platform functionality. This is where you must be on the lookout for 
the legacy trap. 

It’s not that easy to change minds. It requires a lot of thought about what the new business 
models need to be, in additional to top management support for these changes. We work a lot with 
large scale ERP – SAP, Oracle, and others.  As a best practice, we use lightweight, low-code, no-code 
applications like Microsoft Power Apps to change user experiences using the data and transaction 
sets in ERP without replacing large scale ERP or asset management platforms. We work on the side 
lines and create very rapid change for faster value. 

| Surround Legacy Apps
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We see over and over that training materials, readiness, and change 
management come up when money is left over in the budget. If you hav-
en’t discussed this until the later part of the planning, then it may be too 
late. 

It takes a long time to make some of these changes and the sooner we 
start the conversation about what’s coming and why, the better. We need 
to address changes and get in front of the conversation early in the pro-
cess.

THE ISSUE | Too Late for OCM 5



Bringing in voices to the project leads feedback-driven user experience design improvements as 
you start to expose people to the solution. If you’re using an agile approach with small, incremen-
tal project phases, you’ll get feedback regularly and be able to incorporate that feedback in future 
training. You’re also going to get cultural buy-in when your team is invested, and they know their 
voices are positively impacting the end solution. 

One example of this scenario was a solution built for a large-scale, multi-million dollar platform 
change for a company that was merging three different businesses together. We built a really great 
solution for the combined enterprises. It was one of the better solutions I have ever seen in terms 
of capability and it never went live. 

There was just too much organizational blowback from the different organizations and there had 
not been enough communication about the benefits of the solution and its value. They launched 
with little preparation into a pilot group, and unfortunately, it never got off the ground because 
people weren’t given a reason to believe. They had a solution dropped in their laps but didn’t know 
why or what its value truly was. 

 | Assure User Acceptance
A PROVEN 

BETTER 
APPROACH
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TWO KEY TAKEAWAYS

ENVISION 
THE FUTURE

 CHOOSE 
A PLATFORM



The Bottom Line
If you take anything away from this, it’s these two things: 

1. Envision the Future | Create a vision of your service organization’s future with a sound busi-
ness plan. Discover where your business wants to be in the markets you serve and anticipate all 
the ways you want to differentiate through your services and offerings. Translate this vision into 
a workable roadmap with a clear starting point.

2. Establish the Platform | Establish a foundational, future-proof platform that supports your 
vision. We believe in the power of platforms and built our asset-centric field service solution 
- equipment360™ - on Microsoft Dynamics 365 Field Service, named a Leader in Gartner’s 
2020 Magic Quadrant for Field Service Management.  With capabilities across Azure IoT, Pow-
er Platform (Power BI, Power Apps, Power Automate, Power Virtual Agents) and mixed-reality 
with Remote Assist and HoloLens, the Microsoft platform delivers a future-proof answer to field 
service management, connected field service, collaboration, mobility, and remote guidance.  

The future of field service is not created for us. It’s created by us. To see how we can create the 
future of field service together, I invite you to learn more at elogic.com/equipment360

Jeff Schneider 
Senior Industry Consultant 

Jeff Schneider brings decades of industry expertise to every project, with deep expe-
rience in Engineering Leadership, Commercial Operations, Manufacturing Operations, 
and Project Management.. He has worked across Aerospace & Defense, Industrial 
Manufacturing, Medical Products, Life Sciences, and Telecommunications industries, 
leading global systems implementations for Field Service, CRM, B2B and B2C Sales 
Automation, CPQ, ERP, eCommerce, as well as product configuration, engineering 
automation, quote and order processing, and product data management.                       
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