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1. ERP METHODOLOGY IMPLEMENTATION

An ERP Implementation decision should be treat-

ed as a project, such as its importance within  

the organization.

It should be planned in detail and should consid-

er activities that can be tracked, starting with the 

choice of competitors until the GO LIVE.

After its GO LIVE, another concern must be present in 

the day-to-day of all C Levels: how to keep the ERP 

version up to date, incorporating new features and 

ensuring the intelligent use of all system capacity.

Once your vendor is chosen, the ERP implementation 

project must go through the planning, execution, 

and production phase. In all these phases, a subject 

that can not go unnoticed is the quality of the tests 

to be performed and possible tools that can assist 

implementation team in this task.

Planning: At this time, there are no changes to your 

company’s routine. This is a phase of information 

gathering, where the Project Plan should be devel-

oped. Consider at this stage, among other import-

ant aspects, what will be the test methodology to 

be applied, the test period and resources that will be 

involved in this period, how many test cycles need to 

be performed and especially if there is a significant 

productivity gain when choosing some market tool to 

automate repetitive testing in more than one cycle.

Execution: This is the phase where the previously de-

veloped Project Plan is put into practice. It includes 

software installation, configuration, training and 

testing of the new system.

Be suspicious of Project Plans with a succinct test 

phase that do not involve key users or that simplify 

this phase minimizing their risks. Based on the test´s 

result implementation partner will seek system´s ac-

ceptance: how its functionalities and usability are 

experienced by the users.
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2. ESCAPE FROM THE MOST COMMON ERROS 
DURING ERP´S IMPLEMENTATION

The implementation of an ERP System requires a 

large investment both financially and in relation to 

the human capital that must be allocated during 

the execution of the project.

While a successful project will translate into stream-

lining costs and workflow, an unsuccessful one can 

lead to productivity losses and delays.

Support a risk mitigation policy, where avoiding mis-

takes will be much less costly than correcting them.

CIO.com, the digital magazine with the largest 

amount of signatures among CIOs and technology 

executives, listened to ERP experts and listed some 

of the most common pitfalls:

Engaging users in this approval is a critical success 

factor for your project.

There are usually two phases of testing: the first one 

where the tests are done individually and the cus-

tomizations and configurations are tested one by 

one; and  the second one, known as integrated test-

ing, where all process flow - for example, from the 

entry of a purchase requisition thru the payment to 

the supplier - is tested. During the integrated tests 

the boundaries between the different business areas 

of your company are transposed.

Production: once the system has been accepted, this 

phase is characterized by the ERP´s use in the day to 

day activities of your company. The problems and 

challenges faced during this step will be inversely pro-

portional to the quality and comprehensiveness of the 

tests performed in the execution stage.

Once in production, ensure proper support for ERP us-

age, so it will continue to be relevant to your business. 

This support should be used to allow users to ask ques-

tions about the use of the system, to promote eventual 

parameterization corrections in case of internal pro-

cess changes and to implement improvements to the 

initial scope of implementation.

In a more advanced degree of support, constant up-

dating of the implemented version should be a goal 

to be pursued by the company. In these cases, there 

are tools that can help in the analysis of customized 

functionalities, pointing out which points have been 

modified and must be retested again.

Once again, a Project Plan for Updates must be pre-

pared and the testing methodology followed to ensure 

the continued success of your ERP.
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to make the right decisions, guiding the consulting 

team in the best way to set up the system.

It is usual for each module to have a key user re-

sponsible for its implementation. Letting a whole 

set of modules under the responsibility of a single 

person will divide your attention.

Underestimate the importance of accurate data

The ERP system is only as good as the data that 

is in it.

Testing, testing and testing must be done to ensure 

that the results are in accordance with the data  

included in the system.

Do not have a test environment

You will not be able to see the true results of changes 

with a restricted database for testing.

It is important to know the volumes of data, and 

keep the testing environment up-to-date so that 

the test performed is significant and actually mirrors 

the production environment.

Lack of planning

Plan, plan and plan.

During the implementation period, always seek 

to know the next steps and tasks of your project,  

ensuring that you will have all the necessary resourc-

es at the right time for execution.

Underestimating the time and resources needed

Do not underestimate time, especially in the testing 

stages. Do not underestimate resources. In order 

for the work to be well done, it will be necessary 

to involve knowledgeable resources of the business 

and in certain phases of the project, this resource 

must be involved 100% of the time, guaranteed the  

attention that an implementation project should 

receive from the organization.

Not having the right people on the team right from 

the start 

Engaging the right amount of resources and the 

right people right from the start of the project min-

imizes rework. Since the right people are expected 
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Next, integrated tests must be run. These kind of tests 

are of the utmost importance as they transcend 

boundaries, passing through various modules of the 

ERP system and business areas of the company.

During the integrated testing stage, 100% involve-

ment of users in all areas of the company is required. 

They will be responsible for testing and gathering 

evidence, also closely monitored by the partner´s 

implementation team.

On this occasion users will identify how certain 

information included in specific module will affect 

the congener modules.

At the end of the Integrated Test, the approval of 

the system to be implanted is expected. Without 

this approval, the system will not be taken to the 

Production environment.

3. THE IMPORTANCE OF TESTING DURING ERP 
IMPLEMENTATION

From now on, we will focus on an essential matter 

for the guarantee of ERP implementation: Tests.

Above, on this document, we have already em-

phasized the importance of the quality of the tests, 

as well as the involvement of the client’s team to 

guarantee its comprehensiveness and results.

Involving the users since the initial definition of the 

tests and their execution, makes them feel responsi-

ble and committed with final result, guaranteeing the 

system´s homologation and mitigating risks when the 

system is implemented in the Production environment.

Minimizing the testing stage is a common mistake 

that some companies make in their quest to mini-

mize project´s costs. Surveys point out that almost 

50% of the total budget for ERP implementation is 

“spent” on test activities, which in itself is a tempta-

tion to reduce costs.

Do not fall into this trap, because the quality of the 

tests and the time spent on this task will directly  

impacts the success of your system implementation.

The Test Phase must happen after the system´s set 

up according to the reality of the company.

Initially, individual tests of each system function-

ality should be performed. Preferably, tests must 

be performed by key users with the follow-up of 

the partner´s implementation team. This step pro-

vides the customer with a closer contact with the 

new system such as an on-the-job training in its 

functionality. These individual tests will also serve 

to identify possible corrections in the made set up.
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Implement a practice that will allow you to know 

the critical areas and volumes of data to be 

tested. When starting a project together with 

the client, seek answers to some relevant ques-

tions. For example, how many accounting entries 

per month are expected, how much invoices are  

issued daily, which incoming and outgoing trans-

actions should be tested.

Do not forget to mention and document in the scope 

of the test any external interface to the ERP.

In this way, both the implementer and the client will 

have a slightly clearer view on the tests´ data that 

should be included and treated.

Use tools to identify and record processes and vol-

ume of data to be tested. As an example, below is 

a worksheet that must be completed in conjunc-

tion with the customer, focused on detailing the 

client’s data mass:

Any failures identified during the Integrated Test, 

once documented, and if they are not a very  

serious problem, can be treated after the GO LIVE 

date. This decision should be make together  

(customer and partner) after analyzing pros and 

cons of postponing the GO LIVE date in relation to 

the identified failure.

To ensure the right approach to testing an ERP, plan, 

prepare, execute, monitor, and collect test results.

Considering the reality of JDEdwards Implementa-

tion, Upgrade and Enhancement projects, here are 

some tips to improve delivery quality:

Planning

Define the test strategy: the types of tests, the roles 

of each one involved, the responsibilities, tools and 

criteria that will be used during test´s execution.

Depending on the reality of your project, you will 

need not only a functional test, but also plan stress 

and contingency tests.

Identify processes and data relevant to testing.
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In JDEdwards Implementation projects, these 

information should be colected soon after the  

requirements analysis. Since this should be the first 

contact of users with the JDEdwards System, it is rec-

ommended to provide a simplified training covering 

the topics of master data (Address Book and Item 

Master) inclusion and basic configurations, so that the 

client can be responsible for add its tests´ data.

In a JDEdwards Upgrade project, while the data mi-

gration is done, you must validate the master data 

by choosing items, customers, and vendors that 

should be part of the tests.

In JDEdwards Enhancement projects, we suggest 

that data collection should be done soon after 

the approval of the Functional Specifications con-

taining the changes that are to be implemented. 

Knowing, in detail, the changes to be implemented, 

it is possible to treat all the variations that a test 

data must present.

In the last two cases above, probably it won´t be 

necessary to train users, since they are already fa-

miliar with the System. In this case, the customer can 

review the records without supervision of the partner.

Preparation

Define the test plan and test schedule. Since the 

initial project timeline, there should be activities re-

garding both individual and integrated testing.

In case of individual tests, for each implemented cus-

tomization it is important to elaborate Test Scenarios, 

which indicates the steps for the execution of a spe-

cific test, considering all possible variations related 

to the database.

This scenario, if elaborated by the partner team, 

should be forwarded to the client. So key user can 

validates it and, if necessary, add new scenarios.

At last, this scenario, should contain:

• the basic settings that must be made before the 

test is started. In terms of the JDEdwards System, 

these basic configurations may involve completing 

processing options, adding UDCs, and so on.

• the data required to perform the tests.

• the necessary instructions - step by step - so that 

the user can, following these instructions execute the 

test from start to finish.

• a description of the expected result at each step 

contained in the test scenario

• the date the test was run, observations regarding 

the test result and its final status (if approved  

or rejected).
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• necessary instructions for performing the tests.

• expected outcome at the end of each stage to 

be performed

• information that is prerequisite for performing sub-

sequent testing steps. 

For example, if we are going to receive a purchase 

order, we need the Purchase Order Number. This in-

formation should be recorded at a previous testing 

stepa of “Creating a Purchase Order”.

This should be a common practice since the user 

responsible for receiving the order may be different 

from the user responsible for including it.

• identification of the user responsible for each test 

step within the process 

• date, result achieved, and final test status 

This information must be completed during the exe-

cution of the Integrated Tests.

The latter information must be completed by the 

person responsible for the test during its execution.

If your company is using previously approved tem-

plates for ERP Implementation, standard functional-

ities have often been tested. In these cases, create 

test scenarios when you need to change preconfig-

ured operations or configure new operations.

But remember that all features - even standards 

ones - must be tested invariably during integrat-

ed testing.

For integrated tests, build test scripts considering 

processes from start to finish. Send the scripts to the 

customer’s team for validation.

This script, similar to the Individual Test Scenarios, 

should contain:

• the identification of the process being tested

• the steps in the tests.

In this case, list possible integrations to be tested 

at this time, if they have not yet been tested during 

the individual tests.
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The Integrated Test Scripts should be done by processes, containing a cover sheet listing all the subpro-

cesses to be tested, their approver and the total number of processes involved, whether or not they are 

successfully tested and still pending testing processes:

Each subprocess listed on the cover page should have its own test scenario, identifying each of the 

following steps:
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Execution

Run the unit tests according to the test scenarios 

built and approved by the client.

Key Users are responsible for performing these 

tests, with the third-party consultant´s support 

and follow-up.

Individual tests can be performed throughout the 

project as customizations are developed and made 

available to the end user.

After approval of all individual tests, the Integrated 

Test must be started.

Integrated testing should follow previously approved 

scripts. At this moment, key users are responsible,  

always oriented by the outsourced consulting com-

pany, to collect tests´ evidences.

These collected material must contain print-screens, 

generated reports, or any other information that  

evidences each of the steps contained in the script. 

Identify the tests´ evidence using the identification 

of the process being tested, so it will be easy to  

correlate the test performed and its evidence.

It is important that both the Individual and Integrat-

ed Test Scenario are developed together with the 

key users. If this is not possible, they must be ap-

proved by the key user before the tests are started.

Prepare the test environment. Consider a significant 

volume of master data and operations to be per-

formed so that the tests mirror, as closely as possible, 

the reality of the production environment.

In upgrade or improvement projects, plan a data 

refresh of the test environment with the produc-

tion data.

During the tests - at the latest, during the integrat-

ed tests - it is important that the access profiles are 

already established so that they can be tested by 

each of the users.

Conduct a Test Planning meeting, involving all 

key users and project managers. At this meeting  

emphasize the importance of the tests, involve them 

to look for real examples of the operations that 

should be tested. To do this, refer to the first stage of 

test planning, where volumetry, masses of tests and 

operations were listed.

Make clear the dates and expected commitment 

of each of the users during the tests, based on the 

schedule that was approved by the client.
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Every failure identified during testing should be documented so it can be managed. In most cases, the 

test should be repeated until it is successfully completed. Otherwise, the decision to abandon a particular 

scenario must be made in conjunction with project management.
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Each successful test script must have a formal 

approval in its evidence.

In cases of Upgrade or Improvement projects, a 

regression test should be done. That is: to ensure 

that the changes applied will not impact the other 

functionalities already implemented.

Monitoring

To monitor the progress of the tests, consider the 

number of steps described in each script and the 

number of steps already successfully tested.

In this way, you will be able to follow the progress of 

the tests and check if the test will need to be ex-

tended or if it will be over before the expected time.

Mitigating possible delays in the testing phase is key 

to securing the GO LIVE end date.

During the tests´ monitoring, questions about the us-

ability and performance of the new system should 

be addressed and resolved.

Closing

After running all the Integrated Test scripts, it will be 

necessary to evaluate whether all the test evidence 

has been approved and whether all the faults found 

have already been closed.

At this time, a meeting should be held for the final 

decision regarding GO LIVE.

If there are no faults to be corrected and all the 

evidence is approved, there is no doubt and the 

project can move on to its final stage which cor-

responds to the preparation of the production  

environment and GO LIVE.

If there are logged faults, these should be ana-

lyzed, considering the pros and cons of a GO 

LIVE postponement. If it is a small business failure, 

probably, it can be corrected after GO LIVE, during 

the stabilization phase of the new ERP.

4. TESTING AID TOOLS

In the market, there are some tools that can be 

considered to assist in the execution of the tests.

These tools are mainly important if there is an ex-

pectation of repeating the tests, for example in more 

than one cycle during deployment project´s period 

or if a large volume of data is required.

These tools can be divided into groups classified as:

Quality Center: allows user tests´ automation in cor-

rective or improvement projects, since they allow to 

save scenarios of previous transactional tests.

Functional Testing: a complete test automation 

and regression testing solution that helps reduce 

risk and error.

Load Runner: stress or performance testing tool, which 

simulates the parallel execution of multiple users.
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ABOUT MPL: MPL has been operating in the Brazilian and South 

American markets since 1985, having started its operation with  

JDEdwards in 1993, being the leader of the practice in Brazil.

It has performed hundreds of JDEdwards implementation projects in 

Brazil and more than 60 rollouts in the territory.

It consolidated a broad knowledge of the legal aspects of Brazil 

and of all the market best practices that are applicable to Brazilian 

companies, having developed its own methodology for conducting 

rollout projects. 

It has expert consultants in various industries and areas of compe-

tence of JDEdwards with more than 20 years of experience.

It maintains a business unit focused on JDEdwards support, helping 

more than 3000 end users in various versions of WorldSoftware and 

Enterprise One, applying its own methodologies and tools focused on 

the approval and testing of the deployment project.

Developed accelerators for the implementation process that reduce 

risks and deadlines.


