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The SAP Upgrade
Survival Guide

Hard/Earned /Testing l.essons

from the Front/Vinegs

SAP upgrades are a big deal for organizations. They affect essential business
processes, influence financial reporting, and demand thorough testing to keep
everything running smoothly. This eBook shares practical tips and insights from
experts and the community to help you tackle the challenges of testing during
these complex projects. It also walks you through how to set up your test

management platform to ensure everything runs seamlessly.
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Key Challenges

SAP systems are deeply integrated into business operations, with intricate
workflows spanning multiple departments. Validating end-to-end processes
goes beyond testing individual modules; it involves ensuring seamless
interactions between components such as finance, logistics, and human
resources. This complexity demands robust coordination between testing
teams and business stakeholders to identify and address any potential gaps.

SAP upgrades impact multiple departments with interconnected workflows,
requiring seamless collaboration across teams. Varying priorities and technical
expertise between departments can create misalignment in testing objectives.
Clear ownership, transparent communication, and coordination with external
vendors are critical to ensure smooth validation of end-to-end processes and
avoid delays or gaps.

Accurate data migration is not just about transferring records; it requires
validating that historical and real-time data remain intact and functional. Data
corruption or loss during migration can disrupt business operations, impact
compliance, and erode stakeholder trust. Verification processes, such as
reconciling balances and validating data relationships, are essential to
ensuring that the upgraded system operates as expected.

Tight project timelines often coincide with critical business cycles, such as
financial reporting periods or peak operational times. This creates pressure to
accelerate testing without compromising quality. Prioritizing high-risk areas
and employing automated testing tools can help meet deadlines while
maintaining the depth and breadth of testing required.

SAP upgrades must adhere to a broad spectrum of regulatory standards,
including financial reporting requirements and data protection laws such as
GDPR. Failing to address compliance during the testing phase could result in
penalties, failed audits, or reputational harm. Regulatory requirements need to
be embedded into the test plans from the outset to ensure adherence.
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Why Testing Matters

Robust testing ensures the integrity, functionality, and performance of upgraded
systems while mitigating risks to business operations. It is not just a safeguard but
a critical factor in ensuring that the right processes are implemented correctly.
Testing serves as a vital feedback mechanism for different departments, allowing
them to verify that the new or improved system truly aligns with their needs and
expectations. A failure in testing can lead to significant business disruptions,

misaligned workflows, and a lack of user adoption, making this phase essential for
project success.
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Chapter 2:

Developing a Testing
Roadmap

Setting the Stage

Every successful SAP Testing project begins with a clear roadmap. This chapter
explores how to:

© 25

Identify/Business- Define Testing Goals: Assemble the Team:
Critical Processes;

Pinpoint areas like Align objectives with Include SAP
order-to-cash, procure- both IT and business consultants, QA
to-pay, and financial outcomes. professionals, and
reporting. business stakeholders.

Testing Roadmap

PHASE KEY ACTIVITIES ROLES INVOLVED DELIVERABLES

Planning Define scope, identify Project Manager, Testing plan, risk
critical processes, and Business Analysts assessment document
risks

Preparation Gather test data, set up - QA Team, Data Configured environments,
environments Engineers test data sets
Develop test cases, QA Engineers, Test Leads q ]

Test Design X . \ Test scripts, automation
define automation End-Users and framework setup
strategy stakeholders

Execution Run test cases, track Testers, End-Users, Defect logs, UAT
defects, conduct UAT QA Leads feedback

Reporting and ' Analyze test results, QA Leads, Project Test summary report,

Closure finalize reports, debrief.  Managers lessons learned
teams
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Testing Goals
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Functional Goals: Performance Goals: Compliance Goals:
Ensure all core business Validate system Verify adherence to
processes like performance under regulatory standards
procurement and peak load conditions. such as SOX or GDPR.

invoicing operate
without errors.

ROLE RESPONSIBILITIES

Project Manager Oversees entire testing process, manages timelines
Business Analyst Ensures alignment between testing objectives and goals
QA Lead Coordinates QA activities, monitors progress

Test Engineers Develops and executes test cases

Data Engineer Prepares and manages test data

End-User Help design and validates workflows during UAT

Stakeholders

Case Study: A global manufacturer avoided major downtime during an SAP
upgrade by focusing on its highest revenue-generating transactions during early
testing phases. Examples of such transactions included:

- High-volume order processing for top clients.

- Automated invoicing systems for recurring customers.

- Real-time inventory updates linked to e-commerce platforms.
- Critical financial reconciliations processed at month-end.

- High-value custom orders with specialized configurations.
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Building an Effective
Testing Strategy

1. Adopt a Risk-Based Approach

A retail company prioritized end-to-end testing for their "order-to-ship"
workflow, integrating inventory, shipping, and invoicing systems to ensure
no bottlenecks.

+ Identify High-Risk Areas: Analyze past defects, business-critical workflows,
and system integrations to identify high-impact areas.

« Categorize Risks: Use a scoring system to rank risks by likelihood and severity.
For example, A retail company prioritized end-to-end testing for their "order-
to-ship" workflow, integrating inventory, shipping, and invoicing systems to
ensure no bottlenecks.

A A

High-risk: Medium-risk: Low-risk:

e Payment processing or e Financial reporting * Ul consistency across
invoicing systems. dashboards. internal portals.

e Order-to-cash workflows e Period-end e Non-critical reporting
reliant on real-time reconciliation dashboards.
integrations. processes. * User preferences or

e Inventory management e Automated theme
systems linked to e- notifications to customizations.
commerce platforms. suppliers.

 Test Strategically: Allocate more resources to high-risk areas and run
exploratory testing for medium- and low-risk components.
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2. Plan for Parallel Testing

@ Example:

A logistics firm validated its fleet scheduling system by running identical
dispatch scenarios on both the old and new environments, identifying
mismatches in route optimization algorithms.

Practical Steps:

Set Up Parallel Environments

Example: Create two environments—one running the legacy SAP system and
another with the upgraded version. For instance, replicate the logistics firm's fleet

scheduling database, including historical routes, schedules, and optimization
algorithms, in both environments.

Run Real Transactions

Simulate critical business transactions. In the logistics scenario, run identical

dispatch scenarios, such as assigning drivers to delivery routes or optimizing
vehicle loads, in both environments to mimic real-world operations.

Compare Outputs

Use automated comparison tools to analyze results. For the logistics firm, compare
the outputs of route optimization from both environments, ensuring that routes,

travel times, and costs align. Any mismatch in algorithms or calculations would
need investigation.

Iterate

If mismatches are found in route assignments or cost estimates, work with
developers to fine-tune the algorithms in the upgraded system. Repeat the

testing with the corrected scenarios until outputs are consistent across both
environments.
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3. Enhance Test Data Management

Example:
) P

A finance company tested its interest calculation module by including edge
cases like leap years and variable interest rates.

Practical Steps:

- Use Production-Like Data: Extract and anonymize data from production
systems to replicate real-world scenarios.

« Incorporate Edge Cases: Include test data for high-value, low-frequency
transactions, such as international payments or refunds.

« Automate Data Refreshes: Schedule regular updates to test data to match
changes in production systems.

4. Engage Stakeholders Early

@ Example:

A supply chain company involved warehouse managers in defining test
scenarios for inventory tracking, which reduced errors in stock reconciliation
during the upgrade.

Practical Steps:

Conduct Workshops

Organize collaborative workshops with warehouse managers, inventory
supervisors, and IT staff. The workshop could focus on mapping out workflows like
receiving shipments, updating stock levels, and generating reconciliation reports
to identify pain points and areas prone to errors.

Validate Test Scenarios

After creating test scenarios based on input from the workshops, ask warehouse
managers to review and validate them. For instance, ensure scenarios cover
situations like partial deliveries, damaged goods, or incorrect stock counts, which
are critical to the inventory tracking system.

Incorporate UAT Feedback

During User Acceptance Testing (UAT), gather feedback from warehouse
managers on whether the test cases align with real-life operations. For instance, if
they identify discrepancies in how stock adjustments are recorded, refine the test
cases and revalidate the process to ensure smooth stock reconciliation post-
upgrade.
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Overcoming Common
Pitfalls

1. Pitfall: Insufficient Test Data

"'//Iv///:"/.‘.l

A retail company struggled with inaccurate inventory tracking post-upgrade due

toincomplete test data. The missing test cases failed to account for edge

scenarios, such as partial returns or split shipments.

Solution
- Extract production-like data that mirrors real-world usage.

- Include uncommon scenarios, such as refunds or inventory reassignments.

- Use automated tools to maintain an updated test data set, ensuring it evolves

with the production system.

a series of costly errors post-upgrade. This taught us that real-

‘ ‘ We underestimated the importance of edge cases, and it led to

world scenarios, no matter how rare, need to be part of the test

data to avoid unpleasant surprises.
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2. Pitfall: Non-functional Testing Neglect

A logistics firm faced system downtime after neglecting load testing, resulting in
server crashes during peak shipment periods.

- Conduct performance testing to simulate high traffic scenarios.
- Incorporate stress tests to identify system bottlenecks before deployment.
- Use monitoring tools like Jmeter or Locust for realistic emulations.

missed the performance bottlenecks. When the system
crashed under peak load, it was a wake-up call that non-
functional testing is as critical as functional testing.

‘ ‘ We focused so much on functionality that we completely

3. Pitfall: Lack of Stakeholder Involvement

A finance organization faced critical UAT delays because stakeholders were
brought in too late, leaving little time to validate workflows.

- Engage stakeholders from the planning phase, ensuring they understand their

roles in testing.
- Hold regular review sessions to align on progress and priorities.

- Use collaboration tools to provide real-time visibility into test results and issues.

feedback revealed gaps we hadn'’t considered, which delayed

‘ ‘ Bringing stakeholders in late caused a huge bottleneck. Their
our timeline. The lesson? Early involvement ensures smoother

progress and fewer surprises.
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4. Pitfall: Over-reliance on Manual Testing

Real-World Failure:

An enterprise found significant defects post-launch because their manual test
cycles couldn't keep pace with iterative upgrades, leaving gaps in coverage.

Solution:

- Prioritize automation for repetitive, high-impact areas like regression testing.

- Train QA teams on automation tools and frameworks.

- Use hybrid testing approaches, combining automated regression with
exploratory manual testing.

Quote from SAP Manager

the time we finished one cycle, new updates had already
created fresh issues. Automation became the game-changer
we needed to keep up with the pace.

‘ ‘ Relying heavily on manual testing left us chasing our tails. By

{) PractiTest m



HACKS AND METHODOLOGIES

Testing SAP upgrades effectively requires more than just a well-laid plan.
Leveraging proven hacks and methodologies can significantly enhance efficiency
and coverage, ensuring a smoother upgrade process. In this chapter, we outline
practical hacks and methodologies to help QA teams achieve optimal outcomes
in' SAP upgrade projects.

1. LEVERAGE MODULAR TESTING

Why it'Works:

SAP systems are vast, with deeply interconnected modules. Modular testing
focuses on isolating and testing individual modules to identify issues before
performing end-to-end validation. Additionally, iterative testing ensures that
newly introduced functionalities integrate seamlessly with previously tested
components, strengthening overall system stability.

low/to' Apply
+ Break Down Test Cases by Module: Focus on specific areas such as

procurement, finance, and logistics.
» Use Stubs and Drivers: Simulate module interactions using placeholders to

isolate functionalities during testing.
- Adopt Iterative Testing for Incremental Implementations: Test each module
in phases, revisiting and validating it with every new iteration.

Validate Additional Features: Ensure newly introduced functionalities

integrate seamlessly.
Verify Bug Fixes: Retest previously identified issues to confirm

resolution.
Strengthen Cumulative Testing: Assess overall system stability as more

elements come into play.

- Create Reusable Test Assets: Build a repository of reusable scripts for
commonly tested modules, reducing redundancy.

{) PractiTest 12
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Chapter 5:
Hacks and Methodologies

Testing SAP upgrades effectively requires more than just a well-laid plan.
Leveraging proven hacks and methodologies can significantly enhance efficiency
and coverage, ensuring a smoother upgrade process. In this chapter, we outline
practical hacks and methodologies to help QA teams achieve optimal outcomes
in SAP upgrade projects.
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1. Leverage Modular Testing

SAP systems are vast, with deeply interconnected modules. Modular testing
focuses on isolating and testing individual modules to identify issues before
performing end-to-end validation. Additionally, iterative testing ensures that
newly introduced functionalities integrate seamlessly with previously tested
components, strengthening overall system stability.

« Break Down Test Cases by Module: Focus on specific areas such as
procurement, finance, and logistics.

« Use Stubs and Drivers: Simulate module interactions using placeholders to
isolate functionalities during testing.

- Adopt Iterative Testing for Incremental Implementations: Test each module
in phases, revisiting and validating it with every new iteration.

Validate Additional Features: Ensure newly introduced functionalities
integrate seamlessly.

Verify Bug Fixes: Retest previously identified issues to confirm
resolution.

Strengthen Cumulative Testing: Assess overall system stability as more
elements come into play.

« Create Reusable Test Assets: Build a repository of reusable scripts for
commonly tested modules, reducing redundancy.

A manufacturing company testing its SAP Materials Management (MM)
module isolated inventory management processes in the initial phase. This
allowed them to address discrepancies early. In subsequent iterations, they
validated added functionalities, such as advanced reporting, and confirmed
bug fixes from earlier cycles. By leveraging this phased and modular
approach, the company ensured robust system integration and stability.
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2. Adopt Shift-Left Testing

Shift-left testing emphasizes starting testing activities early in the development
lifecycle. It helps uncover defects sooner, reducing the cost and time required for
fixes.

« Collaborate Early: Engage testers during the requirements gathering and
design phases.

« Automate Unit Testing: Encourage developers to write unit tests for critical
SAP functions, ensuring early defect detection.

« Conduct Continuous Integration Testing: Automate integration tests for
workflows like order-to-cash or procure-to-pay.

An e-commerce company adopted shift-left testing for its SAP Customer
Relationship Management (CRM) upgrade. Early involvement of QA
reduced integration defects by 30%.

3. Utilize Test Automation Wisely

Automation accelerates repetitive testing tasks, such as regression and
performance testing, allowing teams to focus on high-value exploratory tests.

» Prioritize Regression Tests: Automate test cases for critical workflows prone to
frequent changes.

» Integrate Automation with CI/CD Pipelines: Ensure automated tests run
continuously with every new SAP build.

- Use Automation Frameworks: Tools like Selenium or SAP TAO can streamline
automation efforts.

A logistics firm reduced its test cycle time by 40% by automating regression
tests for high-volume inventory tracking workflows.
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4. Centralize Test Management

A centralized platform provides a single source of truth for managing both
manual and automated tests, improving collaboration and traceability.

« Choose a Robust Test Management Tool: Use platforms like PractiTest to
manage test libraries, runs, and defect tracking.

« Integrate with Existing Tools: Connect test management platforms with SAP
Solution Manager, Jira, or Azure DevOps.

« Visualize Metrics: | everage dashboards to track test progress, defect trends,
and coverage.

A global enterprise ensured seamless communication between QA and
business teams by consolidating all test artifacts into a single PractiTest
Instance.

5. Adopt Agile Testing Practices

Agile testing emphasizes collaboration, adaptability, and iterative testing, making
it ideal for SAP upgrades with tight deadlines.

« Plan Iterative Test Cycles: Break down testing into sprints aligned with the
SAP upgrade phases.

» Conduct Daily Standups: Keep teams aligned on progress, blockers, and
priorities.

« Incorporate Continuous Feedback: Use stakeholder feedback to refine test
scenarios and coverage.

A retail company implemented agile testing for its SAP upgrade, enabling
faster issue resolution and delivering a defect-free system within the
timeline.
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6. Emphasize Performance and Load Testing
Why It Works

Performance issues can cripple SAP systems post-upgrade. Rigorous load testing
ensures the system can handle peak usage scenarios.

How to Apply:

- Simulate Real-World Scenarios: Use tools like JMeter or LoadRunner to mimic
high traffic conditions.

« Focus on High-Impact Areas: Test critical workflows like financial
reconciliations and order processing under load.

- Monitor Resource Utilization: Track CPU, memory, and database performance
during tests.

@ Example:

7. Conduct User Acceptance Testing (UAT)
Effectively

Why It Works

UAT ensures the upgraded system meets business needs by involving end-users
in validating real-world scenarios.

How to Apply:

« Define Clear Criteria: Establish success metrics for UAT scenarios.

« Train End-Users: Provide hands-on training to familiarize users with the
upgraded system.

- Capture Feedback Promptly: Use structured templates to collect actionable
feedback.

@ Example:

A pharmaceutical company reduced post-go-live support tickets by 25%
through comprehensive UAT sessions involving supply chain managers.
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Conclusion

Testing SAP upgrades is a complex yet rewarding challenge. By combining a clear
roadmap with strategic hacks and methodologies, organizations can mitigate
risks, improve efficiency, and ensure business continuity. From modular testing to
centralized management and agile practices, these techniques empower teams
to deliver high-quality SAP systems that meet business needs.

Remember, the key to success lies in meticulous planning, collaboration, and
leveraging the right tools. As you embark on your next SAP upgrade, consider
incorporating these insights to ensure a smoother journey and a more robust
outcome.

Your organization’s future success depends on it—master the art of testing SAP
upgrades today!

About PractiTest

PractiTest is an end-to-end test management platform designed to simplify

complex and robust testing processes. PractiTest centralizes all your QA work,
teams, and tools into one platform to bridge silos, unify communication, and
enable one source of truth across your organization. With PractiTest you can make
informed data-driven decisions based on end-to-end visibility provided by
customizable reports, real-time dashboards, and dynamic filter views.

For More Information Visit PractiTest website.
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