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Is Your Organization Prepared
for TMS Implementation?
Five key readiness factors to help drive success with
transportation management systems
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Executive Summary
Much in the way Redbox used advanced technologies to knock Blockbuster out of the home entertainment
business and how the Uber mobile app is turning the conventional cab industry on its ear, transportation
management systems (TMS) have become disruptive technologies, forever reshaping the transportation and
logistics market.
When implemented successfully, TMS technologies show tremendous promise.

As organizations across the world demonstrate every day,
TMS can improve margins for shippers by reducing net landed
costs of goods by as much as 30 percent.
Yet shippers and transportation and logistics companies today must understand that successfully
implementing a TMS is about far more than the technology alone. While the tools, resources and solutions on
the market are sound, they require the right environment and nurturing to deliver results.
Beyond the technology, a number of drivers ultimately
determine the success of a TMS implementation and at the
top of the list is readiness. In other words, organizations
not adequately prepared for a TMS implementation
will invariably fall short of those companies that go
into the implementation process with a carefully
considered plan.
Although no two TMS implementation plans
are or should be alike, the most successful
ones share a holistic understanding of the
structural processes in play that create
a disruptive and effective transportation
experience, along with an intensive focus on
how the implementation will be affected by
the skills required, the roles played, and the
styles of management and coordination within
the organization.

Implementing a TMS is not just about the technology. The most successful implementation
strategies have a holistic understanding of the structural processes in play – and a laser-focus
on how the implementation will be affected by the skills required, the roles played, and the styles
of management and coordination within the organization.
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Like most disruptive technologies do, TMS has potential and pitfalls. To steer clear of the latter,
companies should:
»» Systematically plan and execute strategy and measure the benefits
»» Carefully consider how transportation planning will be managed throughout the enterprise
»» Envision the end goals and work tirelessly to achieve them

It all boils down to this: Shippers and transportation and logistics companies cannot
expect their TMS implementation to fully succeed unless they are ready for it. Readiness
begins with a deep understanding of what needs to change within the company, who will
drive the change, how much work lies ahead and how the work will be most efficiently
and cost-effectively achieved.
To help companies reach such an understanding, this report describes five key “readiness factors” that
Eyefreight, in collaborating with some of the world’s top brands on a wide range of successful TMS
implementations, has identified as fundamental to the success of a TMS implementation:
1

Strategic TMS Footprint

2

ERP Integration

3

IT Resourcing

4

Carrier Volume and Connectivity Options

5

Business Unit Readiness
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Readiness Factor #1:

Strategic TMS footprint
Before they dive into the TMS pool, shippers and transportation and logistics companies should take a step
back to assess who, what, where, why and how they’re managing logistics today and how all of this will be
transformed by the TMS implementation. Along the way, key questions for companies to consider include:
»» What does our existing business footprint look like, and where do we want it to go?
»» How do we move goods now? What’s inbound? What’s outbound?
»» How is transport planning managed now, and how will it be managed in the future?
»» How can we most efficiently and cost-effectively manage logistics with a TMS?
Globally, regionally, nationally, locally, by division or facility?
While these questions are crucial to driving the success
of a TMS implementation, the most critical questions
should focus on the people who will lead the process.
That’s because in the increasingly competitive
environment in which they operate today, most
shipping professionals must coordinate the
movement of goods through a vast and
complex network of internal employees,
logistics vendors, suppliers and
customers, typically using disparate
and autonomous information systems.
Companies must understand that
most, if not all, of that will change
during a TMS implementation.
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Readiness Factor #2:

ERP Integration
For many shipping and transportation and logistics companies, integrating transportation planning with
enterprise resource planning (ERP) can be frustrating. Why? Traditionally, companies have made most of their
shipping and transport decisions on a day-to-day basis, rather than using an automated process, which runs
counter to the goals of ERP.
Fortunately, the TMS implementation process enables companies to take a fresh look at their existing
transportation management operations and then take steps to align them with ERP. As they take stock,
questions organizations should ask include:
»» Which systems do we have in place now (Oracle/SAP)?
»» What other internal systems contain transport data (WMS)?
»» What types of systems do we use to communicate with our partners, vendors, suppliers
and customers?
»» How efficient and cost-effective are all of these systems?
»» Who installed these many systems? Who manages them now?
»» How will a TMS impact all of this? How will demand be met with inventory when our
TMS footprint changes?
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Readiness Factor #3:

IT Resourcing
No matter their size or scale, shippers and transportation and logistics companies tend to approach
information technology (IT) in their own unique way, with each using varying combinations of in-house
and external IT assets, resources, vendors and partners. In the TMS integration process, companies should
thoroughly assess their existing IT environment and begin to develop a roadmap for how it will be organized
in the future. To that end, some questions for companies to address include:
»» How is IT structured within and outside our business?
»» How does this support the global footprint?
»» How was our ERP environment set up? Through internal IT resources? A third party/consulting
partner? A combination of both?
»» Are our IT resources allocated for TMS integration?
During this phase, companies should be sensitive to the concerns of their
internal IT staffs. Understandably, some internal IT professionals may feel
threatened by the changes involved in the planned TMS. Others may resist
having to take on new roles and responsibilities. Tackling these types
of concerns early on in the implementation process will help prevent
more formidable challenges down the road.
Ultimately, the TMS implementation process should yield the
optimum balance of IT resources. What exactly that balance
will be cannot be predicted. As Gartner states in its recent
research report, Apply These Essential Factors When
Designing a Global Logistics Operation:

“Value chains have become more and more
complex to run, requiring specialized expertise.
As logistics scope expands globally, companies are
explicitly deciding which processes they want to keep
in-house and which make more sense to outsource. As
outsourcing becomes more prevalent, today’s logistics
organizations need to prepare.”
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Readiness Factor #4:

Carrier Volume and Connectivity Options
From tendering and booking to appointment scheduling and freight payments, most transportation processes
involve a seemingly endless exchange of information between shipping, transportation and logistics
companies and a constantly changing group of carriers, suppliers and external partners. As a result, carrier
volume and connectivity options should be an important consideration in the TMS implementation process.
With that in mind, companies should focus questions on:
»» How many carriers exist in our TMS footprint?
»» Of those carriers, how many are currently connected electronically?
»» What carrier connectivity methods are currently in use (EDI/others)?
»» How are our contracts set up with them? Globally? Nationally? Regionally? Locally?
Especially for global and multinational companies, assessing carrier volume and connectivity options can
often be time-consuming and labor-intensive, but as Eyefreight has learned in working on successful TMS
implementations with leading brands all over the world, it is time well spent.
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Readiness Factor #5:

Business Unit Readiness
Few, if any, TMS implementations will succeed unless the company’s business units are ready, willing and able
to move it forward. In other words, it’s one thing to have a strategy and quite another to have the people in
place to carry it out.
Although it can deliver significant value, a TMS is not often viewed as a high priority item outside of the
shipping and transportation department. That’s why during the earliest stages of the TMS implementation
process, it’s essential to win the “buy-in” of business unit leaders by demonstrating how the TMS can
specifically benefit them. After lining up support from business leaders, companies should begin to ask such
questions as:
»» Are there any seasonal projects or other business projects competing for resources?
»» Who from among the following departments can we count on to be project resources?

TRANSPORTATION

SALES

CUSTOMER
SERVICES

FINANCE

IT

In theTMS implementation process, it’s critical to win the “buyin”of business unit leaders by demonstrating how the TMS can
specifically benefit them. While developing its successful TMS
implementation Strategy, Heineken first identified differences
among its business units – including different application
integrations, geographical footprints and transportation
processes – and then created this “Swim lane” model.
From that model, Heineken’s Implementation
Blueprint evolved.
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Readiness Drives TMS Success
To better navigate the changing market of transportation and logistics, companies need to gain a broader
view of the disruptive qualities of TMS and how to best leverage an effective solution for their business needs.
As some of the world’s top brands have shown, the difference between a successful TMS solution and a TMS
implementation that fails to meet expectations almost always comes down to readiness.
Ultimately, by determining their TMS readiness and developing the planning methodologies that result from
this process, companies will not only establish more accurate, customized and effective implementation
strategies; they’ll also be empowered to boost efficiency and margins through better decision-making.
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About Eyefreight
GLOBAL HEADQUARTERS
Eyefreight BV
Kosterijland 70-78
3981 AJ Bunnik
The Netherlands

Eyefreight improves margins for shippers by reducing
net landed cost of goods as much as 30 percent. A SaaS
solution, Eyefreight empowers shippers, deploys quickly and
can generate ROI in less than six months. A transportation
management system (TMS) at its core, Eyefreight incorporates
inventory visibility to offer unique cost savings opportunities
and seamlessly integrates into existing enterprise resource
planning (ERP) systems.
With more businesses shifting their cost-cutting focus to cost of
distribution, shippers with significant distribution costs can use
Eyefreight’s patent-pending technology to obtain a competitive
advantage today or catch up to the competition tomorrow.
Whether a shipper manages outsourced transportation, its own
fleets or both, Eyefreight accounts for all costs and tariffs and
provides optimal delivery options based on inventory location
and availability.
The right solution for today, shippers don’t have to replace
a single piece of technology to begin reaping the benefits of
Eyefreight. Ready for tomorrow, Eyefreight helps shippers fully
embrace the cloud to reduce net landed cost of goods as much
as 30 percent without renegotiating rates.
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