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Abstract: This article explores the development and implementation of a structured risk management framework 
for Norco’s proposed ERP system. By systematically identifying and analyzing potential risks, the report 
demonstrates how Norco can allocate resources efficiently and develop targeted mitigation strategies to address 
key challenges. Through a proactive approach to risk management, the article shows how Norco can successfully 
navigate ERP implementation risks, ensuring project success and achieving sustainable organizational growth.
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1. Introduction 
Founded in 1894 in New South Wales, Norco is a 100% Australian farmer-owned dairy cooperative 

supplying retailers like Coles and Aldi with dairy products such as milk, cream, and butter. With over 120 years 
of history, Norco values Authenticity, Connectivity, Diversity, and Agility[1]. These principles emphasize integrity, 
community respect, and adaptability to changing markets.

In order to achieve sustainable operations, implementing an Enterprise Resource Planning (ERP) system has 
become crucial for Norco. This initiative addresses three main challenges: 1) competitive pressure from the dairy 
market[2], 2) declining returns for farmers[3], and 3) government support for digitization in the dairy industry [4]. 
By implementing an ERP system, Norco aims to enhance competitiveness, increase member revenue, and ensure 
long-term sustainability. This article discusses the potential risk management strategies during the implementation 
of the ERP system for Norco.

2. Project Output 
The purpose of Norco’s ERP system implementation is to improve efficiency, be more competitive, generate 

more revenue for members, and make members happy. Figure 1 outlines the tangible artifacts and components 
from project implementation, as well as the target outcomes that the ERP system aims to achieve. 

Figure 1. Output and Target Outcomes for Nor5 co’s ERP 
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3. Objectives  of the project risk management process
3.1. Objectives of project risk management

The objective of project risk management is to control the risks in the ERP system project process, i.e., to 
identify, measure, monitor, and address potential risks in the project process[5]. For Norco’s ERP implementation 
project, the goals of risk management can be more specific:

1. The risk management process can play an important role in identifying ERP implementation risks for 
Norco. By recognizing implementation risks, Norco has the opportunity to prioritize risks and allocate resources 
to address them in a more effective way, making the project more likely to succeed.

2. Ensuring data integrity and security is another risk management process objective. Ensuring data security 
and privacy can be an important task for the project team, as a data breach could be disastrous for the entire 
company.

4. Project Risk Management Plans 
4.1. Root cause analysis for Norco’s ERP system

For Norco, it is important to conduct a root cause analysis before identifying a risk, as this allows for the 
discovery of potential factors that could lead to the risk and a better understanding of why the risk may have 
occurred[6].
4.1.1. root cause analysis for scope creep for Norco

Scope creep is when the scope of a Norco ERP project exceeds its originally intended boundaries. This can 
occur due to frequent changes in project management.

(Figure 2. Five Whys Analysis for Scope Creep in Norco’s ERP Implementation)

4.1.2 root cause analysis for limited resources for Norco

Norco is likely to face problems due to limited resources for the implementation of the ERP project. The 
main reason for this may be budget constraints.
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Figure 3. Five Whys Analysis for Limited Resources in Norco’s ERP Implementation

4.1.3 root cause analysis for Integration difficulties for Norco

The fishbone diagram also helps to provide a fundamental analysis of Norco’s implementation project. The 
figure shows a fishbone diagram of the integration difficulties of Norco’s ERP project.

Figure 4. Fishbone Diagram for Integration Difficulties in Norco’s ERP Implementation

4.1.4 Root cause analysis for misalignment with business process for Norco

Another problem with the Norco ERP implementation project may stem from a lack of alignment with 
business processes. The figure shows a fishbone diagram of the integration difficulties of the Norco ERP project.

Figure5. Fishbone Diagram for Misalignment with Business Processes in Norco’s ERP Implementation
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4.2 project risk identification

Subsequently, a project risk identification has been developed based on Norco’s root cause analysis to 
identify and document uncertainties that may have an impact on the project. Figure 6 shows the risk identification 
table for the Norco ERP implementation project.

Figure 6. Risk Identification Table for Norco’s ERP Implementation

4.2.1. project risk analysis and risk plans
In order to manage risks in an efficient and cost-effective manner, Norco must conduct a risk analysis after 

identifying risks and develop strategies to mitigate or avoid identified risks that could negatively impact the 
success of the project[7]. Figure 7 shows the project risk analysis. At the same time, the probabilistic impact matrix 
helps to categories and prioritize risks, as shown in Figure 8. Figure 9 shows the risk plan for the Norco ERP 
project.

Figure 7. Risk Analysis for Norco’s ERP implementation
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Figure 8. Probabilistic Impact Matrix for Norco’s ERP Risks

Figure 9. Risk Mitigation Plan for Norco’s ERP Implementation

4.3 Project risk management strategies
4.3.1 management strategies

Project risk management strategies allow for a systematic and structured approach to risk management, 
providing solutions to counter the negative impacts of uncertainty [8], thus giving Norco the opportunity to 
operate smoothly. Figure 10 shows the risk response strategies associated with Norco’s identified risks. 
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Figure 10. Risk Management Strategies for Norco’s ERP Implementation

A contingency plan will provide more specific actions that need to be taken when a predetermined condition 
occurs than a project risk response[9], which can provide detailed and clear instructions for Norco’s ERP project 
team. Figure 11 shows the contingency plan associated with Norco’s ERP implementation project.
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Figure 11. Contingency Plan for Norco’s ERP Implementation

4.3.2 Time frames 

A timeframe is an essential tool in project management that is used to help outline when each phase of a 
project will begin and end[10], as well as to set out the sequence of activities, thus ensuring that the contingency 
plan for Norco’s ERP system is activated and executed in accordance with the timetable. 

Figure 12 shows the timeframe for contingency planning related to the risk of “scope creep”, which is 
the predefined and prioritized list of stakeholders, and is a critical step between defining the project scope and 
assembling the project team. 

(Figure 12. Timeframe for Managing Scope Creep in Norco’s ERP Project) 

Figure 13 shows the contingency plan timeframe associated with the risk of limited resources, that is, 
utilizing other available resources to complete tasks. Having this timeframe in place helps Norco’s ERP project 
team to manage its resources holistically, which means that the project team has the opportunity to clearly 
identify alternative resources that may be in short supply, thus improving project efficiency and avoiding project 
delays. 
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(figure 13.Timeframe for Managing Limited Resources in Norco’s ERP Project)

5. Conclusion 
The purpose of this risk management report is to establish a comprehensive framework for identifying, 

prioritizing, and mitigating the risks associated with Norco’s ERP system implementation. By proactively 
addressing these risks, the project team can allocate resources more effectively, minimize potential disruptions, 
and enhance the likelihood of a successful project outcome. This structured approach ensures that Norco’s 
ERP system aligns with organizational goals, supports operational efficiency, and meets the expectations of 
stakeholders.
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