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Introduction

In an increasingly data-centric environment,
organizations are rethinking their operations to
remain competitive and adaptable. At the heart of
this transformation lies the Enterprise Resource
Planning (ERP) system, a solution that unifies and
automates business processes across finance,
operations, HR, procurement, and more. However,
the journey to ERP modernization isn’t just about
upgrading technology; it’s a strategic shift that
influences every operational and strategic layer.

To fully realize the potential of an ERP system,
organizations must excel in two critical areas:
implementing robust ERP controls and executing a
disciplined, risk-aware migration strategy. These
are not just operational necessities; they are
fundamental drivers of long-term success.

ERP migration whether from legacy systems,
fragmented platforms, or to flexible cloud solutions
must be executed with precision. Poorly managed
transitions risk data loss, operational disruption,
and costly downtime. Done right, they unlock faster
decisions, sharper transparency, and efficiency
paving the way for growth and lasting success. By
embedding strong ERP controls throughout the
migration process and aligning it with clear
strategic business goals, organizations not only
mitigate risks but also create a foundation for long-
term success. This approach ensures data integrity,

enhances operational efficiency, and drives smarter
decision-making, positioning the organization for
sustainable growth in an ever-evolving digital
landscape.

This article takes a deep dive into:

0) Essential ERP Controls and Migration
Concepts

@ The risks and opportunities associated with
ERP system migration

9 How to align ERP transformation with
strategic business goals

@ The Strategic Benefits of ERP Governance and
System Migration

@ Real-World Scenarios and Key Insights

G Why ERP controls are foundational for
governance, risk, and compliance

© 2025 KPMG Advisory Services, a partnership registered in Nigeriaand a member fir of the KPMG global organisation of independent member firms
“r Irs

affiliated with KPMG International Limited, a private English company limited by guarantee. All rightsreserved.



3 Exoioring the Structure of ERP Controls

Enterprise Resource Planning (ERP) controls are Automated Control

mechanisms within an ERP system designed to ensure
efficiency, accuracy, and security across business
processes. These controls help organizations manage
risks, ensure regulatory compliance, and streamline
operations by reducing errors, enhancing accountability,
and improving overall performance across
departments.

These controls are fully system-driven and require no
human intervention. They ensure consistency and
accuracy by automatically enforcing predefined rules
and validations. Examples include system-enforced
access restrictions, automated approval workflows, and
real-time data validation, which help streamline
processes and reduce the risk of errors or unauthorized
actions.

Categories of ERP Controls

% Manual Control

These controls rely entirely on human intervention and
judgment, typically used in situations where automation
is not feasible or where discretion is required. Examples
include manual reconciliation of financial records,
physical inventory checks, and approval processes that
require human verification. While time-consuming,
these processes provide necessary oversight and help
mitigate risks that automated systems may not address.

Semi- Automated Control

These controls involve a combination of system
automation and human oversight. The system flags
anomalies or generates reports, but a person must
review and take action. For example, a system might
generate a report of unusual transactions, which a
manager then reviews before approving, ensuring that
automated processes are monitored, and errors are
caught before they escalate.
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B Understanding Laversof Automated ERPControls

Modern ERP systems are designed to streamline and support compliance with internal policies and external
automate core business processes, ensuring accuracy, regulations. These capabilities are reinforced by built-in
transparency, and consistency across departments. By control mechanisms that govern how data is managed
integrating operations on a unified platform, they and how tasks are executed.

enhance control, reduce manual intervention, and
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Preventive Controls Detective Controls Corrective Controls

Data encryption, user These controls identify errors or
authentication, and automated fraud that have already occurred,
validations reduce risk by stopping serving as a safety net to highlight
errors or fraud before they occur. weaknesses in the control
Examples include access limits, environment. In ERP systems,
approvals, and segregation of examples include reconciliations,
duties, all helping to enforce audits, log monitoring, and
compliance and protect data inventory counts. They support
integrity. timely detection and response,

helping organizations investigate
issues and improve existing
controls.

These measures address identified
errors or incidents and help prevent
them from recurring. In ERP
systems, this includes error
correction, system recovery, data
backups, and updates to policies
and procedures to strengthen
future operations.



n CoreProcessesofERPMigration

Outgrowing your ERP is a sign your business is evolving, rising costs, limited vendor support, and the need for
and migration is how you keep up. ERP migration is the greater agility, organizations migrate to remain
strategic shift from outdated systems to modern competitive and future-ready. Success relies on a clear,
platforms that enhance efficiency, scalability, and well-structured strategy that minimizes disruption and
integration. It is more than just moving data; it is a full ensures a smooth transition.

business transformation involving cleaner data, smarter
workflows, and often a transition to the cloud. Driven by

Pre-Migration

The pre-migration phase sets the stage for a successful ERP transformation by defining project scope, aligning
stakeholders, and conducting detailed system audits and process mapping. It involves selecting the right ERP
platform, planning data architecture, and establishing data cleansing and validation protocols.

A cross-functional team is formed to address integration points, customization needs, and change
management strategies. With clear objectives, a structured timeline, and risk mitigation plans, this phase
ensures the new system is technically robust and aligned with business goals.

Migration

The migration phase involves executing the transition from the old ERP system to the new one. It includes
selecting a migration approach (Big Bang, Phased, Parallel Run, or Hybrid), migrating data through the ETL
process, and ensuring data integrity with mapping and validation. Testing the system's functionality, security,
and performance is essential before go-live, while a detailed cutover plan minimizes disruptions. A contingency
and rollback plan is also critical to ensure business continuity in case of issues. Strong governance and
communication are key to a successful migration.
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Post-Migration

The post-migration phase ensures the new ERP system delivers value through ongoing support, training, and
system optimization. Immediate post-go-live support helps users adapt, while continuous training and
performance monitoring drive system proficiency. Regular updates, maintenance, and user engagement
strategies ensure the system evolves with business needs, supporting long-term success and growth.
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ﬂ ERPInvestmentsintoCompetitive Advantage

ERP controls play a crucial role in enforcing internal policies, automating compliance processes, and strengthening
overall risk management. By embedding these controls directly into business processes, organizations can ensure
greater accuracy, improve operational efficiency, and maintain data integrity. Additionally, ERP controls bolster

security across the organization, providing a robust framework that supports streamlined workflows and mitigates
potential risks, ensuring a more resilient and compliant operation.

Regulatory Compliance n Data Integrity

ERP controls and migration solutions are ERP controls and migration strategies both play a
designed to help organizations stay compliant key role in safeguarding data during the

with regulations such as SOX, GDPR, and transition. Encryption, secure backups, and role-
industry-specific standards. Automated audit based access controls protect sensitive data,
trails and real-time alerts ensure that ensuring confidentiality and preventing
compliance is maintained during both the unauthorized access during migration. These
regular operations and the migration phase. measures ensure that the data is secure in transit
Role-based approvals and validation and at rest and continue to provide strong
mechanisms help monitor actions and enforce resilience against cyber threats once the system is
policies, ensuring the transition is compliant and fully migrated, ensuring ongoing protection of the
any risks are mitigated during the migration business's critical information.

process.

Fraud Detection and Mitigation

By integrating strong security controls, ERP

systems help limit unauthorized access and

monitor system activities during both ‘ ‘
operational and migration phases. Fraud

detection capabilities embedded in the ERP Managing risk and Securing data

system allow for the quick identification and . . . . .
response to potential issues, while ensuring requires more than IUSt Intention; it

that processes are updated after incidents to demands strong ERP controls and a
prevent future fraud risks. Migration controls . .
ensure that security protocols remain intact well-executed m'gratlon strategy to

during the transfer of data and system ensure stability, integrity, and trust.

configurations.

© 2025 KPMG Advisory Services, a partnership registered in Nigeriaand a member firm of the KPMG global organisation of independent member firms
L ona affiliated with KPMG International Limited, a private English company limited by guarantee. All rightsreserved.



n Optimizing Operations with ERP Controls

Minimizing Business Risk

ERP systems strengthen enterprise risk
management by embedding preventive,
detective, and corrective controls across
key functions such as operations, finance,
and compliance. These controls help
identify and mitigate risks early, reduce
exposure to errors and fraud, and support
timely issue resolution. During migration,
structured risk controls ensure data
integrity, process continuity, and
compliance alignment providing a robust
framework that protects the organization
throughout the transformation.
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Improving Operational Efficiency

ERP controls enable automated workflows
and built-in validation checks that
significantly reduce manual effort,
eliminate redundant tasks, and minimize
costly rework. These features not only
streamline end-to-end processes but also
enhance data accuracy and process
reliability. During migration, automation
ensures smoother data handling and
transition mapping, while validation
mechanisms catch inconsistencies early.
The result is improved cross-functional
collaboration, quicker approvals, and
faster, more informed decision-making
across the enterprise.
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UniockingVaiue ThroughERP Gontrols

Lowers Administrative and Operational Costs

By automating tasks and simplifying workflows, ERP controls
reduce the need for manual input, minimizing overhead
during both daily operations and the migration process. This
leads to enhanced efficiency, as resources are freed up to
focus on strategic goals. ERP migration controls also
streamline the transition process, reducing delays, preventing
costly disruptions, and minimizing the costs associated with
downtime or error correction during migration.

Enhancing Data Accuracy and Integrity

ERP controls and migration strategies ensure that data
remains valid, complete, and consistent across systems,
reducing errors and eliminating discrepancies during the
transition. With built-in validation and integrity checks,
businesses can trust that their migrated data is accurate,
minimizing issues and ensuring smooth, reliable reporting in
the new system. These controls also support post-migration
data management, maintaining the accuracy and consistency
of information across the organization.

Scalable Governance and Control for Growth

ERP controls provide a centralized governance framework that
scales seamlessly as the business grows. During migration, this
framework ensures that new processes are standardized and
aligned with the organization's control objectives, preventing
governance gaps. As the business expands, the ERP system
continues to ensure consistency in governance, making it easier
to implement policies, enforce standards, and maintain oversight
across departments and locations.
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UseCasesof ERPControlsandMigration

Financial Service Sector Energy Sector

Manufacturing
Sector

Telecom Sector

In Nigeria’s financial sector where regulatory scrutiny is high and digital transformation is accelerating
ERP systems are no longer just back-office tools; they are strategic enablers of operational transparency,
compliance, and risk management. Ensuring ERP platforms are equipped with robust controls and
thoughtfully executed migration strategies is essential. From real-time visibility and audit-ready
reporting to secure data integration, the financial sector presents compelling use cases that underscore
the need for strong governance, access controls, and compliance-focused ERP design from the outset.

Approach:

A prominent Nigerian bank initiated an ERP system
implementation aimed at streamlining operations
and enhancing service delivery. However, the
project was plagued by weak risk management
practices and ineffective internal controls. This left
the organization vulnerable to fraud, insider abuse,
and operational inefficiencies, threatening both its
stability and growth.

Key Insight:

This case highlights the necessity of integrating
structured risk management and control
frameworks from the outset of ERP programs,
especially in highly regulated industries.
Without aligning technology with strong
governance, institutions risk operational
disruptions, regulatory issues, and reputational
harm.




UseCasesofERP ControlsandMigration

Financial Service Sector Energy Sector

Manufacturing
Sector

Telecom Sector

For Nigeria’s energy sector particularly oil, gas, and renewables, ERP systems are vital in managing
complex asset lifecycles, regulatory reporting, and risk management. Given the sector's exposure to
price volatility, environmental regulations, and global reporting standards, embedding strong ERP
controls supports transparency, compliance, and strategic agility.

Approach:

To address operational inefficiencies in its multi-
entity structure, a Nigerian energy company
initiated a full-scale migration from Oracle E-
Business Suite to Oracle Fusion Cloud ERP around
2019. The transformation was executed using a
phased implementation strategy, starting with core
financials and procurement modules. The company
collaborated with certified Oracle implementation
partners to ensure compliance with both local and
international reporting standards. Strong executive
sponsorship, dedicated change management.

Key Insight:

It’s successful ERP transformation underscores
the importance of aligning ERP modernization
with strategic business goals particularly in
sectors like oil & gas, where regulatory
complexity and multi-entity structures prevail.
The shift to a cloud-native ERP enabled real-time
reporting, improved compliance readiness, and
greater agility in financial operations.




UseCasesofERP ControlsandMigration

Financial Service Sector Energy Sector

Manufacturing

Telecom Sector
Sector

Manufacturers in Nigeria rely on ERP systems to oversee complex supply networks, optimize production
schedules, and manage inventory and cost structures. By embedding strong ERP controls, companies can
withstand challenges such as exchange rate volatility, infrastructure deficiencies, and shifting regulatory
standards while ensuring accurate reporting and operational resilience.

Approach:

In 2020, a top-tier Nigerian manufacturing and
distribution firm initiated a strategic ERP upgrade to
SAP S/4AHANA to centralize operations and strengthen
internal controls. Prior to the upgrade, the company
had faced recurring issues with unauthorized inventory
movements, poor audit trails, and fragmented user
access control across sites.

The new ERP system was configured with role-based
access control (RBAC), real-time audit logging, and
system-wide segregation of duties (SoD).
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Key Insight:

The ERP transformation led to a drastic
reduction in unauthorized transactions and
internal fraud risks, while improving
traceability across procurement and
inventory functions. By integrating security
and compliance into the ERP design not
treating them as afterthoughts the company
demonstrated how enterprise systems can
serve as critical enablers of operational
integrity and risk mitigation.
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UseCasesofERPControlsandMigration

Manufacturing
Sector

Financial Service Sector Energy Sector Telecom Sector

For Nigeria’s telecoms sector, ERP systems are central to handling large-scale customer data, billing
integrity, regulatory compliance, and network asset management. Given the sector’s rapid growth,
intense competition, and regulatory scrutiny, embedding robust ERP controls enhances revenue
assurance, protects against fraud, and supports scalability in delivering digital services.

Approach: Key Insight:

A leading Nigerian telecommunication provider The digital transformation delivered
launched a multi-year digital transformation program improved network reliability, faster customer
to strengthen its market leadership and diversify onboarding, and stronger operational
revenues. Prior to this, the operator faced rising efficiency through cloud-enabled ERP
network congestion, customer churn, and increasing integration. By embedding innovation and
competition in data services. The strategy focused on regulatory alignment into the strategy not
nationwide 4G expansion, pilot deployments of 5G, treating them as addon the provider

and the rollout of mobile financial services to deepen demonstrated how telecom modernization
customer engagement. It also included the adoption of can drive both service excellence and long-
cloud-based ERP systems to improve efficiency, term financial sustainability.

strengthen internal controls, and align with regulatory.




n KPMG Soluttions

Modern ERP systems enhance efficiency but can pose significant risks without proper controls. Weak
safeguards may lead to fraud, data integrity issues, regulatory violations, and operational disruptions.
At KPMG, we help organizations mitigate these risks by embedding strong, sustainable controls

throughout the ERP lifecycle.

Access Controls
andSoD
Implementation

We support clients in
designing and
implementing effective
access control frameworks
in ERP systems, including
enforcing Segregation of
Duties (SoD) to minimize
fraud and error risks and
the development of Role
Based Access Controls
(RBAC)

ERP Security and
Configurational
Review

KPMG assists clients in
performing in-depth
security and configuration
reviews of their ERP
systems to ensure
alignment with
organizational policies and
regulatory requirements.

Auditand
Monitoring

We assist in embedding
continuous monitoring
capabilities into ERP
environments, enabling
automated detection of
control breaches and
anomalies. Our approach
supports internal audit
teams in increasing
coverage and reducing
manual effort.

DataMigration
Reviewand
Assurance

We support clients through
secure and controlled ERP
data migration efforts by
defining migration
governance, validating
transformation rules, and
performing reconciliation
between legacy and target
systems.

Risk Management
and Compliance

We help integrate risk
and compliance controls
directly into ERP
workflows. This includes
mapping key risks to
control points, defining
monitoring metrics and
alignment with
regulatory frameworks.

C/CD
Review

KPMG reviews ERP-related
CI/CD pipelines to assess
the maturity of
DevSecOps controls. We
help implement security
testing, segregation of
deployment environments
that ensure secure and
compliant releases.

Change
/8 Managementand
Incident Handling

We support clients in
establishing ERP change
management controls and
structured incident
resolution processes. This
includes reviewing change
request workflows,
approval governance, and
segregation between
environments.

Datalntegrity
and Quality

We implement governance
and validation controls to
ensure ERP data is accurate,
complete, and reliable. This
enhances data trust for
regulatory reporting,
analytics, and business
decision-making, reducing
risks associated with poor
data quality.
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Howwe canhelp

At KPMG, we understand that a successful ERP transformation goes beyond technology — it requires
embedded controls and a disciplined migration strategy. We support organizations through every stage, from
designing governance structures to executing smooth, secure migrations. With deep expertise and strong
alliances, we help turn ERP controls and migration into drivers of compliance, efficiency, and scalable growth.

Contactus

Lawrence Amadi Chukwuemeke Igabari

Partner Associate Director

Tech Risk Tech Risk

KPMG West Africa KPMG West Africa
lawrence.amadi@ng.kpmg.com chukwuemeke.igabari@ng.kpmg.com

Some or all of the services described herein may not be permissiblefor KPMG audit
clients and their affiliates or related entities.

kpmg.com/app

home.kpmg/ng
X @ home.kpmg/socialmedia

The information contained herein is of a general nature and is not intended to address the circumstances of any particular individual or entity. Although we endeavour to
provide accurate and timely information, there can be no guarantee that such information is accurate as of the date it is received or that it will continue to be accurate in
the future. No one should act on such information without appropriate professional advice after a thorough examination of the particular situation.
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