
 
 
 
 
 
 
 
 
 
 

THE KEYS TO SUCCESSFUL  
TRADE PROMOTION  

MANAGEMENT  
IMPLEMENTATION 

 
As with many enterprise software products, the actual implementation, or the process 
of customization and installation, testing and launching of the new software has become 
one of the most important factors in the consideration of improving business technology.  
Unfortunately, many of those decisions have been postponed simply due to the problems 
often caused by long term, costly and disruptive implementations.  But they shouldn’t be 
lengthy, disruptive or as costly as they often are.   
 
If there is a business requirements assessment, comprehensive and careful process 
reengineering and a well orchestrated team of implementation service resources, there 
is no reason why so many problems would exist.  The industry’s best companies have 
used process knowledge, business maturity, I/T and domain expertise and knowledge of 
industry KPI’s to affect successful implementations of trade promotion management 
technology, education and process reengineering. A leading confectionary company 
completely reengineered their processes and technology around trade promotion, using 
the project as a company-wide event with tracking of progress, issues and problem 
resolution and milestone achievement as an internally promoted corporate celebration.  
It can be done well if the right commitment, planning and follow-through execution is 
maintained. 

WHIT E  PAP ER  

 
This white paper specifically focuses on the problems facing manufacturers, channel 
companies and TPM vendors around the implementation of new TPM processes and 
technology.  Implementation, as a definition, cannot be limited to the physical 
customization, installation, testing and rollout of the new system.  For any reasonable 
treatment of this subject, we must consider the process leading up to those specific 
project activities.  The most important part of the entire TPM initiative is the process and 
battery of activities leading up to the actual engineering design and development, testing 
and launch of the technology. Yet many fail to incorporate those activities within the full 
definition of TPM Implementation.  We will not make that omission, nor will we be 
guilty of failure to cover it in as much detail as we can within the limits of this document. 
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INTRODUCTION 
As wi th  many  en terpr ise  so f tware products ,  the actua l  implementation ,  or  the  process  
o f  cus tomiza t ion  and ins ta l la t ion,  tes t ing  and launching  o f  the  new so f tware  has  
become one o f  the  most  impor tant  fac tors  in  the  cons iderat ion o f  improv ing  bus iness  
technology .   Unfor tunate ly ,  many  o f  those  dec is ions  have  been pos tponed s imply  due  to 
the  problems o f ten  caused by  long term,  cos t l y  and d isrupt i ve  implementa t ions .   But  
they  shouldn’ t  be lengthy ,  d i srupt i ve  or  as  cos t l y  as  they  of ten are.    
 
I f  there i s  a  bus iness  requirements  assessment ,  comprehens ive  and care fu l  process  
reengineer ing  and a  wel l  orches tra ted team of  implementat ion serv ice  resources ,  there  
i s  no reason why  so  many  problems would  ex is t .   The  indus try ’ s  bes t  companies  have  
used process  knowledge,  bus iness  matur i t y ,  I /T  and domain exper t i se  and knowledge 
o f  indus try  KPI ’ s  to  a f fec t  success ful  implementat ions  of  t rade  promot ion management  
technology ,  educat ion and process  reengineer ing .  A  leading confec t ionary  company  
comple te l y  reengineered the ir  processes  and technology  around t rade  promot ion,  
us ing  the  project  as  a  company-wide  event  wi th  t racking o f  progress ,  i ssues  and 
problem resolu t ion and mi les tone achievement  as  an  in terna l l y  promoted corpora te  
ce lebrat ion.   I t  can be  done wel l  i f  the  r ight  commitment ,  p lanning  and fol low-through 
execut ion i s  main ta ined.  
 
Th is  whi te  paper  spec i f ica l l y  focuses  on the  problems fac ing  manufac turers ,  channel  
companies  and TPM vendors  around the implementa t ion of  new TPM processes  and 
technology .   Implementa t ion,  as  a  de f ini t ion,  cannot  be  l imi ted  to  the  phys ica l  
cus tomiza t ion,  ins ta l la t ion ,  tes t ing  and ro l lout  o f  the  new sys tem.   For  any  reasonable 
t reatment  of  th i s  subjec t ,  we  must  cons ider  the  process  leading  up to those  spec i f ic  
pro jec t  act i v i t ies .   The  most  impor tant  par t  o f  the  en t i re  TPM in i t ia t i ve  i s  the  process  
and ba t tery  o f  act i v i t ies  leading  up to  the  actua l  eng ineer ing des ign and deve lopment ,  
tes t ing and launch of  the  technology .  Yet  many  fa i l  to  incorpora te  those  ac t i v i t ies  
wi th in the fu l l  de f in i t ion o f  TPM Implementation .   We wi l l  not  make that  omiss ion,  
nor  wi l l  we  be  gu i l t y  o f  fa i lure  to  cover  i t  in  as  much de ta i l  as  we can wi thin  the  l imi t s  
o f  th is  document .    

THE TPM INITIATIVE 
The number  o f  manufac turers  in  consumer goods  tha t  have  begun major  rev iews  and 
analyses  o f  thei r  t rade channel  promot ion programs,  processes  and sys tems has  
jumped s igni f icant l y  in  the  pas t  three  years .   Whi le  much o f  tha t  may  wel l  be  the  resul t  
o f  audi t s  per formed agains t  new Sarbanes-Oxley  leg is la t ion;  i t  a l so must  be  de termined 
tha t  much of  i t  i s  a l so  due to  the  in tense  concern about  the  va lue  and re turn on the  
huge inves tment  o f  t rade  funds .   In  fac t ,  t rade  spending  g lobal l y  has  t r ip led  in the  pas t  
two decades  a lone. 1   
 
Even wi thin  o ther  key  in i t ia t i ves ,  t rade  promot ion f igures  highly .   In  a  recent  webinar  
by  Consumer Goods  Technology  magaz ine,  R ichard Douglas  o f  webMethods  showed a 
char t  por tray ing  the  plans  o f  CPG companies  to  innova te  technology  and processes  in  
order  to  become Demand-dr iven.   Whi le  h is  char t  appears  to  depic t  t rade  promot ion  
as  one  o f  the  lower  pr ior i t ies ,  making  i t  appears  low in  the  pr ior i t i za t ion  o f  becoming 
a  demand-dr iven enterpr ise .   The  t ru th  i s  that  TPM touches  v i r tua l l y  every  other  key  
segment  shown.   Due to the  power  and s t rength o f  on- l ine  access ,  cus tomers  seek to  
know more about  the ir  t rade  spending ,  therefore  Douglas ’  o ther  graphic components  
inc luding  data  synchroniza t ion,  e lec tronic  processes ,  scorecards ,  company-wide  v iew 
o f  da ta  and so  many  more  ac tua l l y  include  t rade  promot ion da ta ,  query  reques ts  and 
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o ther  e lements .   Essent ia l l y ,  therefore ,  TPM is  so  wrapped in to  the  o ther  key  demand-
dr iven e lements  that  in  and o f  i t se l f ,  i t  i s  poss ib ly  the highest  pr ior i t y .  
 
Wi th  the  implementat ion  o f  sophis t ica ted 
and mature supply  cha in  management  
technology ,  t rade  promot ion i s  becoming 
more  o f  a  mandated so lu t ion;  hence  
major  corpora te  I /T  in i t ia t i ves  are 
inc luding  the  renovat ion and/or  upgrade 
o f  TPM capabi l i t y  more now than a t  any  
t ime in  h is tory .   In  fact ,  more  than ha l f  
(51%) o f  the  766 manufac turers  pol led 
in  a  recent  survey  indicated  that  they  are  
e i ther  underway  wi th  or  p lan  to  ini t ia te  a  
TPM implementa t ion.  
 
Unt i l  very  recent l y ,  the  number  o f  viable  
t rade  promot ion management  vendors  o f  
en terpr i se  so f tware,  hos ted  and/or ASP 
or  pure  outsource  bus iness  models  was  
low.   Moreover ,  for  those  companies  o f fer ing  TPM sys tems or  serv ices ,  the  breadth  and 
depth  o f  appl icat ion funct ional i t y  was  (and s t i l l  i s  in  many  areas) less  than adequate  
to  suppor t  a  fu l l  t rade  promot ion adminis t ra t ion requirement .   In  the  pas t ,  few o f  the  
major  en terpr ise  sof tware  and I /T  outsource  companies  prov ided TPM solu t ions .   Now,  
the  larges t  companies  a l l  have  growing  TPM sui tes  including  en terpr ise  sof tware 
powerhouses  such as  SAP,  S iebel  and Orac le .   There  i s  a  growing base  o f  second t ier  
so f tware companies  whose  prev ious  points  solu t ion  focus wi th  analy t ics ,  demand 
p lanning,  sa les  and opera t ions  p lanning  and CRM a l l  have  s t rong new TPM of fer ings  as  
wel l .   Trade promot ion management  i s  being  touted by  most  analys t s  and the press  as  
one o f  the  most  f requent l y  s ta ted  needs  o f  consumer goods  manufac turers  to  complete  
the ir  ent i re  supply  and demand management  requirements .  
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Implementation Process  Part  I  
 
Unl ike  a  t ypica l  bus iness  assessment ,  
TPM presents  spec ia l  problems that  
can add problems.  
 

•  Firs t ,  the en t i re  domain 
knowledge of  t rade  promot ion 
i s  l imi ted .   Few unders tand i t  
on  an indus try -wide  bas is ,  
inc luding  many  in  the  “big  4”  
consul t ing  f i rms.   There fore,  
be ing  able  to  move “outs ide  
the  box” for  process  
reengineer ing  and overa l l  
compet i t i ve  bus iness  
prac t ices  can be  d i f f icu l t  and 
resu l t  in  less  than adequate  
processes  and technology .    
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•  Second ,  mos t  of  the  ex is t ing  technology  has  been in terna l l y  developed or  

horr ible  appl icat ions  of  spreadsheets  –  incons is ten t  and error-prone.    
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•  Third ,  f ew companies  ac tua l l y  have a  depth  o f  exper ience br ing ing  a  G lobal  
1000 company  through t rade  promot ion technology  implementa t ion and launch.    

 
•  Fourth ,  a  depth  o f  unders tanding  of  actua l  in terna l  TPM sys tem func t iona l i t y  

o f ten  causes  less  than adequate  suppor t  o f  modern processes  and demands  o f  
t rade channel  cus tomers .  

THE PERFECT TPM SYSTEM 
Most  people have  var ied opin ions  o f  what  the  composi t ion o f  a  fu l l y  funct ional  t rade 
promot ion management  sys tem is .   Of ten TPM is  seen a t  a  “back o f f ice  only”  
appl icat ion  wi th funct iona l i t y  that  pr imari l y  involves  the  se t t l ement ,  deduct ion 
management  or  b i l l -back payables  processes .   However  what  companies  are  now 
demanding  i s  a  TPM suite  that  prov ides  end- to-end funct ional i t y  and suppor t  f rom the  
deve lopment  o f  the  promot ional  o f fer  terms to  the  f ina l  ana lys i s  of  per formance and 
ROI.  
 
The  char t  shows the s ix  pr imary  “modules”  that  comprise the comple te  TPM sys tem.  
 
The  na t i ve  TPM component  funct ional i t y  i s  both  independent  and l inked to  o ther  
modules  in terna l l y  and ex ternal l y .   For  more in format ion regarding  speci f ic  de f in i t ions  
and funct ional  speci f ica t ions ,  re fer  to  the  HPM whi te  paper ,  “TPM Funct ional i t y”  on 
www.handpromot ion.com/whi tepapers .    
 
There in  lays  the  problem for  most  
companies  tha t  execute  a  TPM 
implementat ion  ini t ia t i ve .   Much of  the  
per formance and funct ional i t y  o f  the  TPM 
sys tems depend heav i l y  upon da ta  
e lements  and re la t ionships  that  ex is t  in  
o ther  cr i t ica l  sys tems such as  the  ERP,  
SFA,  S&OP,  Demand Management  and VMI sy
are  e i ther  in  deve lopment  themselves ,  are  out  o f  da te  and soon to  be  replaced,  or 
s imply  nonexis ten t ,  d i rec t  in tegrat ion can o f ten  be  dangerous ly  d i f f icul t  or  imposs ib le  
wi th in  the  t imeframe o f  a  TPM implementa t ion.   Th is  i s  a l so  due to  the  many  key  da ta  
poin ts  tha t  are  par t  o f  the  usua l  TPM process  and workf low,  and the  subsequent  
ignorance of  those  e lements  among other  I /T  and opera t ions  personnel  respons ib le  for  
o ther  key  in ter face  funct ions .   The  good news,  however ,  i s  tha t  mos t  o f  these  o ther  
sys tems have ,  over  the  years ,  taken pr ior i t y  over  the  TPM needs ,  and therefore  are 
a l ready  in  p lace  and opera t ional  for  most  consumer goods  companies .   This  i s  
espec ia l l y  t rue  for  the  larges t  o f  CPG companies  where  these  in i t ia t i ves  have  been 
comple ted  for  years .   But  contrary  to  th i s ,  however ,  i s  the  poten t ia l  that  these  sys tems 
are  in  the ir  second or  th ird  generat ion upgrades  – equal l y  a  problem for  a  TPM 
implementat ion  team to so lve.    

s tems. 2    G iven tha t  many  o f  these  sys tems 

Fitting Functionality to Technology 
r i se  sof tware  companies  s t rugg le  to  

                                                

Many o f  the major  f i rs t  and second t ier  en terp
comple te  TPM implementa t ions .   For  a  major  te lecom company  recent l y ,  the  
cus tomiza t ion des ign ,  deve lopment  and tes t ing  process  a lone took s ix  months .   Th is  i s  
due  to  the  bas ic  lack o f  depth  and h ierarchical  in f ras t ructure  o f  mos t  en terpr i se  TPM 
sof tware.   Whi le  conf igura t ion capabi l i t ies  are  improving s igni f icant l y ,  the  domain 
knowledge and unders tanding  of  the  process  requirements  and subsequent  

 
2 ERP – Enterprise Resource Planning; SFA – Sales Force Automation; S&OP – Sales and Operations 
Planning; VMI – Vendor Managed Inventory. 
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func t ional i t y  needed in  the  appl ica t ion i s  o f ten  t raded for  more engineer ing  and  
ana lys t  personnel  on the job.    
 
The  rush to ins ta l l  a  TPM funct ion to  complement  o ther  new technology  or  o f f se t  

START WITH A PROPER BUSINESS REQUIREMENTS ASSESSMENT 

cond  major  act ion taken by  a  company  tha t  wants  to  

he  assessment  phase  ends  wi th  the  se lect ion of  a  vendor  

Put Together a Solid Team 
ugh e i ther  the  CIO or  

h i le  the  presence  and overs ight  o f  I /T  management  i s  cr i t ica
ds .   As  such,  the  leader  of  

t  leas t  in  the  ear ly  s tages  o f  assessment  and vendor  se lec t ion,  deference needs  to  be  

immediate  problems in  deduct ion management ,  fund account ing  or  audi t  compl iance  i s  
o f ten  done a t  the  expense  o f  the  fu l f i l lment  o f  the most  appropr ia te  des ign 
spec i f icat ion.   A  number  o f  s t rong “point  so lu t ions”  of  smal ler  vendors  o f ten 
outper form the  same func t ional i t y  in  f i r s t  t ier  en terpr i se  so f tware  appl icat ions ;  
however  the ba lance  of  cons iderat ion i s  tha t  the smal ler  companies  do not  have  the 
necessary  bui l t - in  and/or  in tegrat ion-ready  l inks ;  and tha t  can crea te  s ign i f icant  t ime 
and cos t  in  the  cus tomizat ion o f  in ter faces  to o ther  en terpr ise  sys tems.   Th is  i s  a  
major  cons idera t ion and must  be  g i ven h ighes t  pr ior i t y  in  de termining  the  most  
appropr ia te  and cos t  e f fec t i ve  “ f i t”  for  the  company ’s  processes ,  po l ic ies  and ru les  for  
t rade promot ion management .  

AND VENDOR SELECTION 
Implementa t ion i s  ac tual l y  the  se
reengineer  i t s  TPM processes  and technology .   The  f i rs t  i s  a  business  requirements  
assessment  –  speci f ica l l y  to  the  t rade  promot ion program and management .   But  th i s  
i s  a  subject  unto  i t se l f  –  warrant ing  a  separa te  paper ;  therefore  we wi l l  on ly  h ighl igh t  
the  key  points  to  consider  before  tackl ing a  fu l l  sca le  TPM implementat ion .  
 
T
su i tab le  for  the  objec t i ves  out l ined.   The  implementa t ion 
problems of ten  ar ise  f rom vendors  tha t  are  less  than 
exper ienced,  even though they  may  be  f i rs t  t ier  so f tware 
companies .   TPM exper t i se  and s t rong sa t i s f ied  re ferences  
are  keys  to  th is  dec is ion.  

Most  I /T  in i t ia t i ves  are managed thro
CTO’s  o f f ice  – main ly  because  any  technology  
implementat ion  involves  ser ious  in tegra t ion be tween 
ex is t ing  sys tems.   However ,  nothing  can be  more damaging 
to  the  eventua l  funct ional i t y  o f  a  TPM sys tem than for  
people  who have  l i t t l e  or  no domain knowledge to  ru le  on 
pr ior i t y  o f  func t ional i t y  and worse ,  perhaps ,  the vendor  
se lect ion.    
 

AlternateAlternate AlternateAlternate

LeadLead LeadLead

ChairChair

LeadLead LeadLead

AlternateAlternate AlternateAlternate

The ideal TPM Task Force should have an experienced project leader 
with eight (8) voting members (Leader gets the tie breaker).  Each area 
should have a lead and an alternate, with a quorum being 4 members 
and the chair.  The assistant to the chair should be a rotating role.

The Ideal TPM Task Force Organization
Finance Sales

I/TMktg

W lly  impor tant  and 
necessary ,  i t  o f ten  detrac ts  f rom the bus iness  and user  nee
the  task  force  must  be  someone who knows t rade  promot ion,  has  years  o f  exper ience 
in  a  var ie t y  o f  sys tems,  processes  and programs;  and one who can prov ide  the  most  
e f fect i ve  overa l l  l eadership  to  the team.    
 
A
g iven to  the  execut ion,  measurement  and analys i s  of  t rade  promot ion program 
per formance over  the  technica l  requirements .   Of  course  th is  too must  fac tor  in to the 
mix ,  so  a  c lose  re la t ionship  must  indeed ex is t  be tween the TPM task  force  manager  
and the I /T  organizat ion.  
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MANAGING THE IMPLEMENTATION PROJECT 
There  i s  a  notor ious  say ing  regarding  major  I /T  bus iness  appl icat ion implementat ion 
projec ts :   “Cri t ical  business  processes  wi l l  be  supported by  new technology  
designed and deve loped by  people  who have no idea what  the  business  or  process  
i s .”   Th ink about  th i s .   Mos t  o f  the  t ime,  major  so f tware implementat ion projec ts  
invo lve  teams o f  people  who know the  so f tware  wel l ,  but  fa i l  to  reasonably  unders tand 
what  you do and/or  how you do i t .   These  paradigms may  wel l  be  hi s tory  soon,  we 
hope;  however  for  now the  problems assoc ia ted  wi th  implementat ion and the ir  
corresponding  cha l lenges  to  the  bus iness  for  a  so lu t ion seem to  be  los ing  ground to  
the  complexi t y  o f  the sys tem funct iona l i t y  requirements  as  a  whole .    
 
For  ins tance,  mos t  t rade  promot ion management  sys tems have  a t  leas t  margina l  
account ing  funct ional i t y  to  handle the  genera t ion,  accrual ,  a l loca t ion and decrement  
o f  t rade  funds .   To  ensure  comple te  bus iness  prac t ice  bes t -of -breed capabi l i t y ,  the  
sys tem must  be  ab le  to  handle  v i r tua l ly  any  t ype  o f  fund accrual  and account ing 
func t ion.   This  means tha t  the pr imary  inter face wi th  the  revenue genera t ion sys tems 
must  feed the  TPM net  sh ipment  da ta  f rom which t rade  funds  can be  ca lcu la ted .   
Today ,  however ,  i t  i s  not  enough.   Because  o f  the  complex i t y  o f  the  nature  o f  the  deals  
these  days ,  the  sys tem must  be able  to  not  only  in tegrate  wi th  mul t ip le  revenue 
sources ,  but  a l so  be  ab le  to  fo l low de ta i led rules  f rom master  pr ice  l i s t s  (somet imes  
in  the hundreds  and thousands  o f  var ia t ions  and l ine  i tems) across  brand and ca tegory  
h ierarchies  and per form complex t racking  and reconci l ia t ion be tween sh ipped  
product ,  re turns  and now even scanner-based poin t  o f  sa le  per formance.   What  began 
as  a  s imple  ar i thmet ic  ca lcu la t ion of  one number  aga ins t  a  s imple  var iab le  has  now 
morphed into  a  terr ib ly  complex  in fras t ructure  of  rules ,  except ions  and the  danger  of  
fa i l ing  to  comply  wi th  s tr ic t  governmenta l  regula t ions  such as  Sarbanes-Oxley  in  the 
Uni ted  S ta tes  or  the Trade Pract ices  leg i s la t ion in Canada,  Aus tra l ia  and Europe.   
 
A l l  th is  says  i s  tha t  the management  o f  the  implementat ion i s  the  assurance  and  
guarantee  tha t  the  sys tem “go l i ve”  per formance occurs  on t ime,  wi thin  budget  and 
exact ly  as  the  des ign  spec i f ica t ions  dic ta te .  
 
The  char t  a t  the  r ight  shows a  
genera l  bluepr in t  for  the  
essent ia l  processes  involved 
in  a  TPM implementat ion.   I t  
i s  the  fo l low-up process  f rom 
the  Implementation Process  
Part  I ,  depic ted  on a  prev ious  
page .    There  i s  s ign i f icant l y  
more  de ta i l  to  a  f in ished 
process  b luepr in t ,  o f  course ,  
bu t  th i s  ind ica tes  the key  
e lements  o f  a  success ful  
implementat ion,  inc luding  the  
bus iness  contro ls  aspec t  o f  
the  project  –  cr i t ica l  in  areas  
l ike  Nor th Amer ica  where 
Sarbanes-Oxley  regula t ions 
impact  the  ab i l i t y  o f  the  sys tem to  meet  tougher  gu ide l ines  for  f inancia l  account ing  
compl iance s tandards .    
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Be fore  the  dec larat ion o f  success  can be  c la imed,  there  must  be  a  fu l l y  agreed to  se t  o f  
expec ta t ions ,  object i ves  and measurements  o f  achievement  se t t led  in  the beg inning  o f  
the  project .   Changes  wi l l  occur ;  and i t  i s  not  s imply  enough to  have  de ta i led  and 
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thorough bus iness  requirements  assessments .   We have  seen many  projec ts  where  the  
requirements  document  was  ex tremely  precise  and de ta i led ,  but  the  sys tem fa i led  to  
per form to  the  s tandards .   Th is  i s  s imply  due to  the  lack o f  cons is ten t  management  and 
leadership  throughout  the  implementa t ion process .   Once the  requirements  are  in  
p lace ,  the  vendor ’s  bid  or  the  I /T  des ign  spec  i s  the  f inal  rule .   There  i s  no room for  
independent  I /T  and/or  user  execut i ves  or  team members  to  make dec is ions  to  change.   
But  unfor tunate ly ,  the a l l - too-o f ten  lack of  domain exper t i se  produces  des ign 
spec i f ica t ions  that ,  upon rev iew and tes t ing,  prove  inadequate  to  meet  the  or ig inal  
goa ls .   Thus  so  many  good p lans  are  suddenly  la id  to res t  wi th  less  than fu l l  
func t ional i t y  or  worse,  abandonment  o f  needed func t ional i t y  a l together .  

Rules of Engagement 
Implementa t ions  are  o f ten  complex  and meander ing  a f fa i rs  tha t  can render  the  or ig inal  
idea  complete l y  los t .   I f  the  f i rs t  hal f  o f  the  implementat ion process  i s  done wel l  and 
the  bus iness  requirements  have  been fu l l y  and comple te l y  ident i f ied and scoped,  
implementat ion should be  smooth  and re la t i ve l y  de lay - f ree.   However ,  i f  the  
requirements  assessment  i s  poor ly  done or  lacks  the  domain exper t i se  to  unders tand 
the  indus try  prac t ices ,  t rouble  comes in the way  of  a  f i shbone d iagram.  
 

Assuming tha t  the  process  i s  managed wel l ,  th i s  dev ia t ion  
can take  on a  l i fe  o f  i t s  own and not  only  de lay  the 
projec t ,  but  crea te  so  many  “black holes”  tha t  coming 
back to  the  main  schedule  could  take weeks  and 
potent ia l l y  render  the or ig inal  p lan wor th less .    
 
Hav ing sa id  tha t ,  a  key  to  a  success fu l  implementa t ion i s  
to  ensure  tha t  there  are  spec i f ic  “rules”  in  p lace to  cover 
the  need to  dev ia te  f rom the  or ig inal  course .   When th is  
happens ,  there  should  be  a  spec i f ic  se t  o f  cont ingency  

p lans  that  cal l  for  e f fec t i ve  response  to  these “mid-course  correc t ions .”  
 
There  i s  no need to  be over ly  complex  in  rules  deve lopment .   They  are  based on 
common sense  and prov ide  for  sound management .   A  key  reason for  th is  i s  the  o f ten 
broad and compet ing  def in i t ions  of  TPM needs ;  and the  lack o f  consensus  as  to  which 
d irect ions  to  proceed.   For  example,  whi le  many  in  the sa les  and f inance  area  want  to  
a t tack and so lve  the  deduct ion problems f i rs t ,  market ing  wants  more  focus  on the  da ta  
e lements  necessary  for  e f fect i ve  promot ion ana lyses .   The  la t ter  i s  much more d i f f icul t ,  
and o f ten  gets  abandoned out  o f  pure  t ime requirements  for  des ign  and cons truct ion – 
hence  o f ten  are  le f t  o f f  the  p lan  for  a  “ la ter  vers ion.”   This  i s  a  dangerous  pa th  to 
fo l low.   As  such,  here are  the s imple gu ides  to  fo l low:  
 

1.  Bui ld the design speci f icat ion agreed upon 
Don’ t  change  the  des ign or  the  func t ional i t y  un t i l  the  or ig ina l  sys tem is  fu l l y  
cons tructed.   This  i s  the number  one problem on most  implementa t ions .  

 
2.  Deviations  are  “ last  resort”  options  

There  may  wel l  be  s i tua t ions  where the  na ture o f  or  course o f  bus iness  changes  
the  requirement .   L ikewise,  there  may  be  a  major  mis take made in the or ig ina l  
requirement  or  des ign .   In  those  cases ,  change may  be  warranted ONLY i f  the  
change i s  required to ensure  fu l l  func t ional i t y  and/or  i s  a  bus iness  necess i t y .  

 
3.  The Task Force  Lead has  the f inal  authori ty  

Numerous  arguments  en ta i l  dur ing  the  na tural  course  of  a  TPM 
implementat ion.   Somet imes  those  d isagreements  s tem from misunders tandings  
or  d i f ferent  in terpre ta t ions  o f  a  speci f ic  des ign  i tem.   The Task Force  leader  i s  
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the  f ina l  author i t y  and h is /her  dec is ion ru les .   I t  has  to  be  tha t  way ;  o therwise 
i t  can be  a  long and pain fu l  projec t .  

 
4.  Communication is  a mandate for  every  piece of  information 

Do not  fa l l  in to  the  t rap  o f  be ing  too busy  to  communica te  to  the  team.   Weekly  
or  even dai l y  meet ings  are  f ine;  but  there  i s  a  need for  hard copy  or  e lectronic 
fo l low up and not i f ica t ion o f  a l l  decis ions ,  s ta tus  changes ,  i ssues ,  problems,  or  
schedule  changes .    

 
5.  Changes  must  be approved through oversight  review 

In  most  respec ts ,  th i s  i s  a  “k i l ler”  i ssue  for  the  implementa t ion project .   
General l y ,  “changes”  occur  because  o f  a  fa i lure  to  do the  r igh t  job  of  de f in ing 
the  bus iness  requirements  or ,  too  o f ten  indeed,  the  sof tware vendor  has  been 
less  than hones t  about  the  ac tua l  func t ional i t y  o f  the ir  appl ica t ion.   The  most  
s igni f icant  problems faced by  the  cus tomer  f rom changes  – e i ther  leg i t imate  or  
o therwise  – inc lude the de lay  to  the  “go l i ve”  da te  and the  incremental  cos t  
increase  to  des ign  and deve lop the  cus tomiza t ion required to accommodate  the 
change.   The  bes t  pract ice  implementa t ions  are those  where  there  i s  a  wel l -
de f ined and enforced change approva l  rout ing  pol icy  and procedure  – agreed 
to  and never  changed.   The  anchor ing  pol icy  here  should  a lways  be  tha t  no 
changes  are a l lowed in  the  funct ional i t y  unless  mis takes  have  been made or  
where  market  condi t ions  have  changed su f f ic ien t l y  to  require new 
funct ional i t y .   To  keep the  process  f rom coming to  a  to ta l  s top,  the “overs ight”  
should  be as  independent  as  poss ible  –  more  appropr ia te l y  inc luding  d irec tor  
level  personnel  for  the  major  business  uni t s  represented as  wel l  as  the  projec t  
lead and a f inancia l  execut i ve .   Changes  must  be  submi t ted  in  wr i t ing  to  th is  
overs ight  group and,  where  major  i ssues  ar i se ,  a l low ONE presenta t ion by  the 
par t ies  advoca t ing  the  change.   Meet ings  are  he ld  to  min imal  t iming ,  wi th only  
an  hour  g i ven to a  formal  presenta t ion.   The  f ina l  vote  i s  non-negot iable .  

 
6.  Vendors  cannot  make independent  changes  to  the  speci f ication design 

At  th is  ra ther  ear ly  s tage o f  en terpr ise  TPM,  th is  happens  o f ten .   Vendors  a l l  
too  o f ten  and much too casual l y  make changes  based on the ir  own internal  
percept ion and/or  per formance needs .   We see  numerous  s i tua t ions  where the 
I /T  engineer ing  team removes  complex  funct ional i t y  to  ensure  more rapid  
process ing  of  da ta  or  some o ther  sys tem per formance objec t i ve .   As  wi th  most  
o ther  change i ssues ,  th is  bypass  o f  approva l  procedures  cannot  be  permi t ted.   
A  cr i t ica l  component  o f  the  bus iness  requirements  assessment  i s  the 
ident i f ica t ion o f  per formance s tandards .   The  vendor  needs  to  take  whatever  
ac t ion i t  mus t  to  ensure tha t  those per formance s tandards  are  met ;  and the  
fa i lure  to  ful l y  comprehend and/or  unders tand the  technical  e f fec t s  of  complex  
funct ional i t y  i s  not  an excuse  to  arbi t rar i l y  make funct ional i t y  dec is ions .   

 
7.  New functional i ty  i s  logged on to future re leases  and/or updates  

There  are  TPM implementa t ion projec ts  tha t  began f i ve  years  ago yet  cont inue 
to  be  incomple te .   The  pr imary  reason for  th is  i s  the  cont inua l  insis tence  o f  
the  cus tomer  to make addi t ions ,  changes ,  dele t ions  or  other  amendments  to  the 
or ig ina l  spec i f ica t ion.   Make th is  pol icy  law and enforce  i t  w i th  s t rength  and 
cons is tency .  
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8.  No work begins  on the  next  phase unti l  the current  phase  approval  i s  s igned 
The bes t  implementat ions  o f  TPM technology  are  those that  ac tua l l y  end.   This  
means  tha t  there  i s  a  de f ined poin t  a t  which the  f i rs t  phase  o f  work i s  
comple ted and s igned o f f .   I t  i s  s imply  too d i f f icu l t  to  cont inue wi th  a  second 
phase  when there  may  be those  in  the s ignof f  loop who have  i ssues  or  problems 
wi th  speci f ic  funct ional i t y  completed in  the  f i rs t  phase  tha t  could  impact  the  
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work to  be  done in  phase  two.   This  should  be a  contrac tua l  covenant  tha t  
c lear ly  s t ipula tes  tha t  no payment  wi l l  be  made for  any  work completed  unt i l  
the  prev ious phase  i s  approved and s igned of f .  

 
9.  User  training and technical  documentation is  created and updated in 

paral le l  to  the  project  
Far  too many  good TPM sys tems fa i l  due  to  the lack o f  current ,  comprehens ive 
and de ta i led  technical  and user  manuals .   Technica l  ass i s tance  personnel  
require  the  most  current  ed i t ion to  ensure  qual i t y  suppor t ;  and i f  the  users  are  
not  ab le  to  draw down the  most  current  and up- to-date  “Help” da ta ,  they  wi l l  
be  f rus tra ted and of ten s top us ing the tool  a l toge ther .  
 
Even a t  the r i sk  of  a  longer  de l i very  da te ,  both  the  user  and technica l  
documenta t ion must  re f lec t  the  ac tua l  code and funct ional i t y .   There fore ,  the  
t ra in ing  manuals  mus t  a lso  be  crea ted dur ing  th is  process .   Tra in ing manuals  
mus t  be very  complete ,  based on the  concept  tha t  the  re ferences  are  going  to 
be  cr i t ica l  for  those  in  remote loca t ions  where  tech suppor t  may  not  be 
immediate l y  ava i lab le  or  reasonably  ut i l i zed .   They  wi l l  be  “ tes ted”  a long wi th  
sys tem funct iona l i t y  for  accuracy  and comprehens iveness ;  however  i t  the  team 
wai t s  too long to  have  the  manual  deve loped,  the  de lay  between comple t ion o f  
the  sys tem and launch could  be months .    
 

 
10.  Disputes  are  resolved immediate ly  with ful l  fo l low up reports  on decis ions  

Disputes  ar i se  because  the  funct ional  requirements  are  e i ther  confus ing  or  
s imply  wrong.   So  one of  the  most  e f fec t i ve  ways  to  resolve d isputes  i s  to  l imi t  
or  e l imina te  them ent i re ly  through a  more e f fect i ve  and comprehens ive  
requirements  assessment .   But  i f  they  do ar i se  (and o f ten  even a  s t rong p lan  
crea tes  in terpre ta t ion i ssues) ,  require  a l l  par t ies  to  submit  the ir  d isputes  in  
wr i t ing  to  the  overs ight  commit tee.   The  d ispute  should  be  handled s imi lar l y  to  
a  change (above)  wi th a  shor t  window for  reso lu t ion.   The  bes t  prac t ice 
implementat ions  t ypical l y  reso lve  di sputes  wi thin 48 hours  wi th  a  fu l l  repor t  o f  
f indings ,  reasons  and remedies ,  where  appl icable .   Contractua l  di sputes ,  o f  
course ,  could  take  longer .   But  in  any  and a l l  cases ,  c lar i t y  in  the  requirements 
document ,  and perhaps  even over ly  verbose  descr ipt ions  o f  funct ional i t y  he lp  
to  reduce such i ssues .    
 

I f  i t  seems tha t  we put  the  greates t  emphasis  on the  ini t ia l  business  requirements  
assessment ,  i t  i s  wi th  these  good reasons  above.   The  one c lear  and overwhelmingly  
obv ious  cons is tency  in  bes t  pract ice  TPM implementa t ions  i s  a  s t rong,  wel l  deve loped 
and comprehens ivel y  thorough TPM bus iness  requirements  e f for t .    

Prioritization and Patience 
A major  appare l  manufac turer  recent l y  implemented an enterpr ise  TPM sof tware 
so lu t ion wi th  the  en t i re  projec t  taking  more than two (2) years !   “We could  have  done  
th is  in  ha l f  the  t ime,”  says  the  co-op adver t i s ing  manager  and overa l l  pro ject  leader .   
“We d id  a  good job o f  assess ing  our  needs ,  but  wi th in  those needs ,  our  pr ior i t i za t ion  
o f  des ign  and deve lopment  was  bad.   We crea ted user  input  screens  and da ta  en try  
f ie lds  be fore we set t led on exac t l y  what  went  in to those  f ie lds !”  
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This  i s  a  common problem.   Even wi th a  s t rong p lanning  document  backed up by  a  
comprehens ive  TPM requirements  ana lys i s ,  the ass ignment  o f  modular  deve lopment  
resu l ted  in  a  number  o f  “car t  before  the  horse”  problems.    The  so lu t ion to  th is  
problem is  to  crea te  the pr ior i t i za t ion s t ra tegy  immedia te l y  fo l lowing  the  complet ion  
o f  the  requirements  assessment .   The  f i rs t  task i s  to  ident i f y  the  key  func t ions  needed 
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and to  es tab l i sh  a  pr ior i t y  for  each module  and func t ion e lement  wi th in.   As  each 
company ’s  s i tuat ion wi l l  no doubt  be  unique,  i t  i s  imposs ib le  to  es tab l i sh  a  “bes t  
prac t ice”  for  th i s  process .   Bus iness  object i ves  and corpora te  goals  must  be  the  
dr iv ing  cr i ter ia  for  determining  the  most  appropr ia te  ranking  o f  need.   The  so lu t ion to  
th is  i ssue  i s  to  meet  as  a  team whi le  every  requirement  i s  f resh  in  the  minds  and each 
problem can be  addressed immediate l y  and solved.  
 
For  many  companies ,  pr ior i t ies  wi l l  be  na tura l l y  g i ven to  da ta  i ssues .   The c lar i t y ,  
c leanl iness  and even avai lab i l i t y  o f  data  of ten  t rumps any  other  appl ica t ion  ins ta l la t ion  
or  cus tomiza t ion – espec ia l l y  in  consumer packaged goods  companies  where  a  
s igni f icant  vo lume of  ex ternal  da ta  (e .g .  syndicated and s tore-prov ided POS,  
merchandis ing  and re ta i l  execut ion in te l l igence,  e tc .)  i s  required to  in terac t  wi th  TPM 
funct ions .  

Testing is a Crucial Event 
For  most  companies ,  the process  of  tes t ing  f reshly  developed code i s  a  daunt ing  task  
to  say  the  leas t .   A t  bes t ,  i t  i s  o f ten  t ra i l  and error ,  rep le te  wi th cont inuous  
reprogramming delays  and o f ten less  than acceptable  resu l t s .   More  of ten than not ,  key  
func t iona l i t y  tha t  cont inues  to  fa i l  a lpha  and be ta  tes t ing  i s  re legated  to  fu ture  
vers ions  for  the  sake o f  ge t t ing  to  the  “go l i ve” da te .   Wipro’s  own tes t ing  reg imen i s  
a lways  bui l t  wi th  the  pr imary  objec t i ves  in  mind,  and executed a long the l ines  of  the 
p lan  wi th  care ful  measurements  and s t rong repor t ing  and correc t ion pract ices .   This  
comes f rom years  o f  prac t ice  and universa l  unders tanding  o f  a  large  array  o f  sys tem 
technology ,  funct ional i t y  and bus iness  processes .  
 
The  process  o f  tes t ing  beg ins  and ends  wi th  the  va l idat ion and rea l i sm of  the  user  tes t  
case  scenar ios .   These  can be  crea ted based on the  bus iness  requirements  assessments  
and/or  the independent  input  of  externa l  sources  such as  f ie ld  sa les  reps ,  brokers ,  
cus tomers  and adminis t ra tors .    

 
The  expecta t ions  of  func t ional  
execut ion crea ted f rom the  bus iness  
assessment  wi l l  form the  bas is  for  the  
tes t  scr ip t s  –  the  ac tual  indiv idual  
scenar ios  tha t  are  crea ted  wi th  
su f f ic ien t  deta i l  and da ta  tha t  enables  
the  eng ineers  to  per form tes t s  o f  the  
funct ional i t y .   These  s i tua t ions  occur  
o f ten in th i s  ra ther  immature  TPM 
technology  env ironment  because  o f  the  
lack of  exper ienced TPM funct ional i t y  
and modular  execut ion.   The ac tua l  
use  cases ,  the  bas is  for  the  tes t  
scenar ios ,  need to  be  crea ted 

independent l y ,  bu t  in  concer t  wi th  the  bus iness  requirements  process  such tha t  they  
are  compi led  wi th  both  the  resul t s  o f  the  requirements  assessment  and ac tua l  external  
examples  prov ided by  reps ,  brokers ,  adminis t ra tors  and even cus tomers .   Tha t  
in format ion i s  condensed in to  speci f ic  measurement  cr i ter ia  aga ins t  which the  tes t  wi l l  
be  ana lyzed for  precis ion and comple teness  o f  the  cus tomizat ion or  modular 
funct ional i t y .    
 
The  bes t  implementat ion processes ,  such as  those  employed by  Wipro,  actua l l y  
prov ides  tes t ing  done “on paper ,”  or  the  theoret ical  va l idat ion o f  a  par t icu lar  
scenar io  agains t  rea l i s t ic  bus iness  env ironments  and s i tuat ions.   General l y  th i s  i s  done 
by  the  process  owners  and members  o f  the  team.   This  i s  bes t  done outs ide  o f  the  I /T  
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team because  they  are  going  to  be  busy  wr i t ing  code and the  tes t  scr ipts  need to  be  
de l i vered to them wi th conf idence that  the ir  work agains t  the  scr ipts  and tes t ing  
cr i ter ia  i s  wi thout  ques t ion a lready  va l idated as  ac tua l  and rea l i s t ic .  
 
The  tes t ing  i t se l f  mus t  be  conducted swi f t l y  wi th overs ight  by  the  process  owner  and 
the  team leaders .   I t  i s  human na ture for  omiss ions  and/or  mis takes  to  be made in  the  
t rans la t ion and engineer ing  o f  func t ional i t y ;  there fore  the  tes t ing  wi l l  need to  be  done  
in  a  two-phase  format .   F i rs t ,  the  alpha  t es t ing  wi l l  be  done by  the  engineer  to  ensure  
tha t  the  code wr i t ten  per forms as  i t  should .   Th is  i s  done wi thout  the  overs ight  o f  the  
task  force  personnel  genera l l y ,  but  where  major  func t iona l  changes  or  cus tomiza t ion 
occurs ,  such tes t s  should  inc lude the  process  owner ,  a t  leas t .   The second phase  
tes t ing  or  “be ta”  tes t ing  prov ides  actua l  scenar ios  –  the  inc lus ion o f  the use  case  tes t  
scr ipt s  in  the  ac tual  tes t  o f  funct ional i t y  and sys tem execut ion.  
 
Once the tes t s  have  been comple ted and the  funct ional i t y  accommodates  the  
requirement  and/or  sa t i s f ies  the  cr i ter ia ,  there  should  be  a  shor t  (very  shor t  indeed) 
not ice  wr i t ten  to  “c lose”  the  tes t  scr ip t .   This  “closure”  indica tes  the  tes t ing  done,  the  
s igned o f f  va l idat ion o f  compl iance  or  func t ional  execut ion and any  notes  re la t ing  to  
the  impact  on fu ture  user  appl ica t ion.   This  cons t i tu tes  what  we be l ieve as  an  indus try  
“bes t  prac t ice”  tes t ing process .    

User Acceptance 
This  i s  more about  user  confidence  than i t  i s  “acceptance .”   Many  very  good sys tems 
have  been des igned and deve loped only  to  fa i l  miserably  because  the  in tended users  
re fuse  to  accept  i t .   Whi le  i t  seems ludicrous  that  a f ter  such an expendi ture  o f  money  
and t ime the company  would  al low  the  users  to  re fuse to use  i t ,  the unfor tunate  t ru th  
i s  that  the  implementat ion can so  r iddled wi th  problems and fa i lure  to crea te  the  
usable  tool  tha t  management  re luc tant l y  agrees  tha t  the  use  o f  i t  would  cause  more 
problems,  cos t  more  money  and take more t ime than i t  was  wor th .    
 
Assuming tha t  the  process  has  been fo l lowed proper ly ,  as  descr ibed above ,  the  next  
log ical  s tep  i s  to  prove  to  the  u l t imate  users  that  th i s  i s  a  fabulous  new resource  for  
them to  execute  thei r  job and,  more impor tant l y ,  to  enable  h igher  compensa t ion and 
more f requent  achievement  of  goals .  
 
The  user  acceptance  tes t ing,  or  “UAT” to  accommodate  our  mandate  for  bus iness  
acronyms,  i s  the  debut  o f  the  sys tem and process .   I t  i s  the  f i r s t  (and of ten  the  las t) 
chance that  the  users  get  to  put  thei r  hands  and minds  on this  new tool .   There  can be  
no grea ter  per formance than this !   The  event  mus t  be  planned as  i f  i t  were  the 
Academy Awards® -  ensur ing  that  the  users ’  exper ience  i s  not  only  sa t i s fac tory ,  but  
fun and exc i t ing.  
 
The  f i rs t  major  s tep  i s  to  dec ide  which users  are  inv i ted  to the  tes t .   The  bes t  UAT 
success  s tor ies  we’ve  been involved wi th  inc lude the fo l lowing  key  determinants  for  
choos ing  the most  appropr ia te  users :  
 

•  The “Naysayers”  – those who have  perennial l y  compla ined and/or  been hard to  
impress .  

•  The “Power  Users”  – those  who take  advantage  o f  technology  and use  i t  
regular l y  in  the ir  posi t ions  on a dai l y  bas i s  

Wipro Technologies Page 12 of 19 

•  The In f luencers  –  those  who have  both  respec t  and regard wi thin  the ir  peer  
groups  (e.g .  the top sales  guy ,  the most  respected senior  rep,  e tc .)  
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•  The New People  –  i t  i s  o f ten  appropr ia te  to  br ing  in  someone who i s  new to 
the  team,  but  has  t remendous  exper ience  in  other  companies  –  especia l l y  
where  TPM technology  i s  be t ter  or  h igher  regarded.  

•  Key  Personnel  –  those  who command the  bes t  terr i tor ies ,  the  b igges t  accounts ,  
e tc .  

•  Management  –  Above  a l l ,  the  managers  must  be  par t  o f  th i s  group.   I f  they  l ike 
i t ,  they  wi l l  suppor t  and enforce use .  

•  The CEO – rea l l y ,  th is  i s  an  exce l lent  idea .   Who can complain  when the top 
guy/ga l  i s  in  the  cha ir  nex t  to  you?   More  appropr ia te l y ,  what  be t ter  way  to 
inc i te  en forcement  among the senior  s ta f f  and/or  the  company  as  a  whole?  

 
Make sure  tha t  the  tes t ing  i s  comple te  and tha t  a l l  o f  the  “bugs”  are  e l iminated.   
Nothing  des troys  conf idence  more  than hav ing  a  problem erupt  dur ing th is  process .   
The  people  in  the  UAT expec t  tha t  the sys tem is  comple te .   Any  “bug” wi l l  squelch tha t  
assumpt ion.  
 
The  most  e f fec t i ve  UAT events  are  those  where  the  company  p laces  a  h igh degree  o f  
emphas is  on the  outcome – both  in  pre l iminary  communica t ions  (e .g .  inv i ta t ions  f rom 
the  CEO) as  wel l  as  the  ac tua l  formal i t y  and execut ion of  the  event  i t se l f .   Mos t  large 
companies  have  fac i l i t i es  for  t ra ining  and/or  educat ion where  there  are  computer  
s ta t ions  on which the  so f tware  runs  and can be  accessed and tes ted .   For  those 
companies  tha t  do not  have  such faci l i t i es ,  loca l  t ra in ing  centers  or  tech schools  can 
be  used to  accompl ish  the  same goal .   In  addi t ion,  the  vendor  probably  has  faci l i t ies  
in  the ir  corpora te  headquar ters .   The  key  i s  to  formal i ze  the  UAT and ensure  that  the  
de lega tes  chosen to par t ic ipate  unders tand the impor tance o f  the  event  and more  
spec i f ica l l y  the ir  ro les .  
 
To  tha t  end,  the  ro le  o f  the  UAT de lega te  i s  to  tes t ,  observe,  comment  and repor t .    The  
d iagram to  the  r igh t  shows the  bas ic  f low o f  the  tes t ing  process .   I f  i t  i s  de termined 
tha t  funct iona l i t y  does  not  per form to  the  speci f icat ion  requirement ,  there  i s  a  key  
poin t  a t  which the  Declarat ion  mus t  be  made as  to  whether  to f ix  the  problem or  leave 
i t  for  a  fu ture  update .   I f  the  dec is ion i s  to f ix  the problem,  the  I /T  team must  redes ign 
and rewr i te  the  code to  so lve  the problem.    
 
Th is  i s  usua l l y  done dur ing  the  process  o f  ident i f ica t ion and 
analys i s  of  the  func t ional  i ssue  – tha t  i s  to  say  the  observa t ion,  
comment  and repor t ing o f  the  non-per forming fea ture  i s  usua l l y  
redes igned “on the  f l y”  or  in  para l le l  wi th  the  unders tanding  tha t  
there i s  indeed the need to  change the  programming.    
 
Once the  team has  fu l l y  tes ted  and funct ional i t y  deemed to  be 
wi th in des ign and requirement  speci f icat ion,  i t  i s  approved and 
accepted as  complete .   This  “approva l  and acceptance”  process  
must  be  documented and communicated to the ent i re  team.  

Real-Time Training Manual Development 
What  we t ypica l l y  see  i s  tha t  any  t ra in ing  mater ia l s  created are  wr i t ten  and produced 
a f ter  the  UAT process .   Whi le  th is  may  make sense  f rom a cos t  s tandpoin t ,  i t  misses  
one o f  the  most  impor tant  aspec ts  o f  the  t ra in ing  process .   The  major i t y  o f  t ra in ing 
mater ia l s  are  wr i t ten  by  profess ional  t ra iners  and educators  who unders tand the 
dynamics  o f  learning  new technology .   Th is  i s  impor tant ,  no  doubt .   But  our 
observa t ion o f  the  bes t  prac t ices  i s  tha t  the  most  e f fec t i ve l y  used manuals  are  those  
tha t  are  crea ted before  and updated throughout  the UAT process  to  capture  the  
nuance,  include rea l i s t ic  user  responses  and accommodate  the  most  up- to-da te  
funct ional i t y  changes .  

Wipro Technologies Page 13 of 19 

APPROVE
&

ACCEPT

TEST

OBSERVE

COMMENT

REPORT

DECLARE

REDESIGN

REWRITE

UAT Process Flow



 
 
THE KEYS TO SUCCESSFUL  TRADE PROMOTION  MANAGEMENT  IMPLEMENTATION 

 
Another  key  reason for  hav ing  the  t ra in ing program deve lopment  teams present  a t  the 
UAT i s  that  the  manual  i t se l f  can a lso  be  “ tes ted .”   For  ins tance,  the  onl ine “Help”  and 
o ther  tools  –  both  pr in t  and e lec tronic  –  can be  updated wi th  “user  t ips  and t r icks”  
learned f rom the  UAT process .   This  wi l l  go  a  long  way  to  prov ide  not  only  more 
e f fec t i ve  on- l ine  and pr in t  he lp  manuals ,  bu t  i t  w i l l  a l so  g i ve  the  users  conf idence  tha t  
the  t ra ining guide l ines  are  based on rea l  exper iences  wi th  the  so f tware.   The  Wipro 
TPM Center  o f  Excel lence  guidel ines  prov ide for  th i s  deve lopment  concept  as  a  
s igni f icant  advantage  toward a  success ful  TPM implementat ion and ongoing  sys tem 
management  process .  
 
Perhaps  the  most  va luable  advantage  to  complet ing  the  manual  dur ing  the UAT i s  that  
once  the  sys tem has  been dec lared accepted,  t ra ining  and launch can beg in  
immediate l y  wi thout  the  usua l  de lays  assoc ia ted  wi th  independent  deve lopment  o f  the  
user  t ra in ing program mater ia l s .  

The Finished Product 
The dec lara t ion o f  a  f in i shed product  h inges,  o f  course ,  on the  outcome o f  the  UAT 
resul t s .   Those  resul t s ,  once  compi led,  are  genera l l y  condensed in to  a  s ing le  page  
document  tha t  essent ia l l y  pra ises  the  work o f  the  UAT team and he lps  to  cement  the  
knowledge and t rus t  in  the  soon- to-be-ava i lable  new tool .   Wipro’s  TPM Center  of  
Exce l lence  guide l ines  a l so  cal l  for  the  f in i shed product  de f in i t ion  to  inc lude a l l  
documenta t ion (user  and technical) ,  a  plan  for  launch and o f  course,  the  t ra ining  
program and mater ia l s .    
 
U l t imately ,  the  f ina l  act i v i t y  (a f ter  a  UAT Approva l  Par ty ,  o f  course)  i s  to  publ i sh  the  
news throughout  the  company  tha t  the  sys tem is  ready  for  launch and to  prov ide  the 
bas ic  plan and t imel ine  for  rol l -out .   Once that  has  been comple ted and d is t r ibuted,  
the  sys tem is  ready for  launch.  

Launch and Execution 
Even wi th  the  most  care ful l y  di l igent  execut ion o f  a l l  o f  the  s teps  ment ioned 
prev ious ly ,  the  launch process  goal  o f  rapid  acceptance ,  ass imi la t ion and embrace  of  
the  new technology  can make the d i f ference be tween success  and fa i lure .    

Strategic Planning 
Timing i s  every thing ,  i t  i s  sa id .   Tha t  i s  indeed t rue  in  the  case  o f  TPM launches .   Due 
to  the  breadth  o f  bus iness  controls  and funct ions  that  t rade  promot ion touches ,  
care ful  a t ten t ion must  be  g i ven to  the  most  appropr ia te  t ime and manner  o f  launch.   
The s trategy  o f  p lanning the  launch i s  cr i t ica l .  
 
The  sys tem is  ready,  hav ing  been through the  r igorous  deve lopment  and UAT.   The 
t ra in ing  programs and tech suppor t  are  a l l  po ised to  de l i ver  the  needed educat ion and 
suppor t  to  new users  who wi l l  l ike ly  s tumble  through the  sys tem or  poss ibl y  be  
re luctan t  to  use  i t  in  the f i r s t  p lace.   Other  key  cons iderat ions  for  the  launch s tra tegy  
and t iming inc lude corpora te  and/or  market  events  tha t  could  detract  f rom ful l  and 
comple te  focus  o f  a t tent ion.   These inc lude key  t rade  shows,  new product  launches ,  
end o f  year  c los ing ,  o ther  new technology  launches ,  and hol idays .   
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Idea l l y ,  the launch should  be  done as  quickly  as  poss ible ;  however  bus iness  
organizat ional  in f ras t ructure,  geography  and/or  o ther  interna l  d iv i s ions  could  cause  
the  launch to  be  done in  waves  or  phases .   Mos t  TPM implementa t ions  today  include  
advanced in tegra ted ana ly t ica l  too ls  tha t  depend upon s ign i f icant  input  o f  da ta  f rom 
the  f ie ld  and/or  broker  communi ty .   As  such,  the  more  hands  on the  sys tem,  the  be t ter  
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the  da ta  and the  more  e f fec t i ve  the  ana lyses  are.   There fore ,  management  tends  to  want  
to  move  the launch quickly  throughout  the  en t i re  company .   The  cos t  cons iderat ion,  
however ,  somet imes  p lays  a  major  ro le  as  wel l ,  wi th  companies  des ir ing  to  compress  
the  launch in  the  shor tes t  t ime to  maximize  the  va lue  and e l iminate  long term cos ts  o f  
projec t  launch consul tants  and vendors .    
 
Jus t  as  the  core  sys tem ins ta l la t ion,  in tegrat ion,  cus tomiza t ion and tes t ing  had to  adapt  
to  a  s t rong projec t  p lan ,  so  should  the  launch.   As  such,  the  most  success fu l  
implementat ion launches  beg in  and end wi th  a  s t rong p lan o f  act ion tha t  includes  
t iming,  respons ibi l i t i es ,  
prerequis i te  dependent  ac t ions  and 
measurable  mi les tones.   As ide  f rom 
roles  and respons ibi l i t i es ,  the  p lan 
a lso  must  conta in cont ingency  
ac t ions  that  have  to  be in  p lace  i f  
cer ta in  env i ronmental  or  market  
forces  impact  the  execut ion and/or  
t iming.    The  keys  to  a  success ful  
launch i s  to  have  the people  in  
p lace  and the  events  scheduled to 
ensure  that  everyone per forms in 
unison and wi th in  the  plan .   Many  
o f  the  bes t  launch programs are 
s t ructured to  enable  the  en try  o f  
the  key  func t ional  managers  wi th in 
the  scope o f  t ime to  suppor t  the 
ro l l  ou t  t ra in ing .   Once  the  t ra ining  i s  comple ted for  a  par t icu lar  se t  o f  users ,  the  tech 
suppor t  team moves  in ,  es tabl i shes  the  base  of  opera t ions  (e.g .  suppl ies  the  users  wi th  
the  appropr ia te  gu ide l ines  for  ca l l ing  in  tech suppor t  i ssues  and the  phone numbers ,  
web s i tes  and emai l  addresses  for  communica t ion and t ra f f ic  o f  i ssues  and problems) 
and beg ins  suppor t ing the  user  communi ty .  
 
The  pr imary  manager  o f  th i s  process  i s  one we ca l l  the  “Launch Control  Of f icer”  or  the 
person in  charge  of  the  ent i re  launch e f for t .    

The Launch Control Officer 
During  th is  per iod o f  t ime,  the  indiv idual  se lected  to  head up the  launch p lan i s  not  
t ypica l l y  a  company  employee.   For  numerous  reasons ,  not  the  leas t  o f  which are the  
independence necessary  to  arb i t ra te  i ssues  or  problems,  prov ide non-pol i t ica l  
d i rect ion and main ta in the  ca lendar  apar t  f rom other  in terna l  forces  vy ing  for  
a t tent ion;  the  LCO is  the most  exper ienced person on the  team.   He/she  knows what  to  
do,  when to  do i t ,  and how to  manage the overal l  process .   
 
In  addi t ion,  the  LCO is  t yp ical l y  charged wi th the  observa t ion and communica t ion 
(repor t ing)  o f  i ssues ,  concerns  and problems,  a long wi th  the appropr ia te  indus try  bes t  
prac t ice  so lu t ion recommendat ion.    

Milestones and Measurements 
As  noted in  the  above  char t ,  the  launch process  for  a  TPM appl icat ion i s  d iv ided in to 
the  fo l lowing  major  sec t ions :  
 

•  Logis t ical  Deve lopment  
•  Kick Of f  Events  
•  Tra in ing and Educat ion 
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•  Tech Suppor t  Center  Es tab l i shment  
 
The  LCO wi l l  t yp ical l y  present  the  company  wi th a  fu l l  l aunch p lan ,  comple te  wi th  
mi les tones ,  measurements  and logis t ica l  cons idera t ions .   These  inc lude s i tes  for  
t ra in ing ,  how the  tech suppor t  team is  pos i t ioned,  when they  “ turn on” the  tech 
suppor t  te lephonic  suppor t  and so on.   There i s  genera l l y  a  shor t  t ime interval  
be tween the o f f i c ia l  s tar t  da te  and the  f i rs t  user  t ra ining  event .    
 
The  “Kick-Of f”  event  should  be  another  impor tant  and suppor ted event .   I t  does  not  
necessar i l y  have  to  be  the  day  or  two be fore  t ra ining ,  but  i t  helps .   I t  i s  a  “s tand-
a lone”  event  that  prov ides  a  forum for  promot ing  not  only  the  new technology ,  but  a l so  
the  processes ,  procedures  and pol ic ies  that  wi l l  invar iably  accompany  a  new TPM 
sys tem.   This  could  be coupled wi th  new corpora te  pol ic ies  on major  i ssues  l ike 
deduct ion management ,  p lanning ,  audi t  and compl iance  va l ida t ion,  and even  
se t t lement  methodologies .   Especia l l y  in  TPM,  th is  usua l l y  invo lves  more  sophis t ica ted 
ana ly t ica l  too ls ;  so  there i s  a  key  role  p layed by  the  sa les  and market ing  management  
in  expla ining  and “sel l ing”  the  impor tance  and va lue propos i t ion of  hav ing  bet ter  
ana ly t ics  de l i ver ing  keener  ins igh ts  tha t  dr ive  more compet i t i ve  pos i t ioning ,  h igher  
revenues  and prof i tab i l i t y .  
 
The  ac tua l  t ra ining  i s  the  focus  and the  pr imary  e f for t  dur ing the  launch.   Not  only  do 
the  users  get  t ra ined,  but  they  should  a lso ge t  educated on the  va lues  and advantages  
tha t  the new sys tems and processes  br ing .   Measurements  include t ime to t ra in,  
number  o f  users  t ra ined,  ques t ions  asked,  and most  impor tant l y ,  scores  on tes t s  g i ven 
by  the  t ra iners  to  ensure unders tanding  and execut ion ski l l .    
 
When t ra ining  i s  comple te ,  a  key  measurement  i s  the  feedback f rom the  users  
themselves .   How the t ra ining  was  presented,  knowledge  o f  the indus try  and/or  
products ,  abi l i t y  to  respond accura te ly  and clear ly  to  ques t ions  and comments ,  and the  
qual i t y  and use fulness  o f  the  documenta t ion and t ra in ing mater ia l s  a l l  should be 
measured.   A  good launch control  o f f icer  wi l l  indeed measure  this  as  a  mat ter  of  
course .   However ,  these f indings  and resul t s  should  be  not  only  used to  tweak and 
upgrade the  fu ture  t ra in ing ,  but  a l so  to  prov ide  feedback to  the  users  tha t  the ir  i ssues  
were  a l l  addressed and problems solved.   This  i s  a  power fu l  way  to  beg in  the  use  o f  
sophis t icated and somet imes  compl icated  technology  and processes  and to  ga in 
immediate  acceptance  by  the users .  
 
F ina l l y ,  tech suppor t  needs  to  be  es tabl i shed be fore  the  f i rs t  t ra in ing,  wi th  ac tual  
members  o f  the  tech s ta f f  present  for  t ra ining.   Th is  g i ves  even more  encouragement  to  
the  users  as  wel l  as  conf idence tha t  there  are  people  on the  o ther  end o f  the  phone or  
webs i te  that  can re la te  to  the ir  needs ,  have  faces  and are  par t  o f  the  team – a l l  wi th 
the  same goals  and objec t i ves .   Measurement  ind ices  for  tech suppor t  are  numerous  
and inc lude i tems such as  response  t ime,  number  o f  i ssues  submi t ted,  turnaround on 
problem solu t ions ,  number  o f  te lephone r ings ,  e tc .   The  most  impor tant  th ing  to  
unders tand in  a  TPM implementat ion i s  that  the  da ta  i s  cr i t ica l  and most  sys tems  
conta in f ie lds  and screens  that  demand more da ta  input  and much more de ta i l  than  
ever  before .   Wi th  more da ta  come more problems.   The  tech suppor t  personnel  need 
to  be t ra ined as  wel l ,  which should be done immedia te l y  preceding  the  UAT events .  
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Mos t  companies  a l ready  have  in terna l  or  ex ternal  tech suppor t  centers .   TPM presents  
a  unique cha l lenge  to  technical  people ,  and they  need to  have  a  thorough 
unders tanding  o f  what  the  users  do and why .   However ,  once  t ra ined and opera t ional ,  
the  tech suppor t  center  must  be  cont inual l y  v ig i lant  for  new problems,  i ssues  and 
funct ional i t y  requirements .   As  such,  the  f inal  requirement  for  a  s t rong TPM tech  
suppor t  opera t ion i s  to  have  a  condui t  for  observa t ion and analys i s  of  f ind ings  a long 
new and problemat ic  i ssues  presented them by  the  users .   These  condui t s  must  go  
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d i rect l y  to  the  t rade  promot ion management  personnel  where  in  these  i ssues ,  they  too  
are  measured as  par t  o f  the  overa l l  tech suppor t  opera t ion.  

Mission Accomplishment 
The de f in i t ion  o f  mission accomplished  o f ten  cannot  be  s ta ted  immediate l y  fo l lowing  
a  success ful  launch.   The”miss ion” o f  launching  the  new sys tem is  indeed comple te  
and there should  be  an acknowledgement  of  i t .   In  our  exper ience,  the  MISSION 
ACCOMPLISHED  banner  should  be  hung a t  the end o f  the f i rs t  year  a f ter  the  rol lout  
beg ins  when everyone uses  the  sys tems and no one i s  s t i l l  us ing  spreadsheets .    
 
The  Wipro TPM Center  o f  Exce l lence  conta ins  i t s  own process  measurements  and 
guide l ines  – a l l  des igned to  ensure tha t  the  above  processes  are  carr ied  out  wi th  
qual i t y  and exce l lence.   Mos t  companies  that  engage  in  these  h igh ly  cruc ia l  and of ten  
d i f f icu l t  TPM in i t ia t i ves  s t rugg le  to  cont inua l l y  ques t ion the  eventua l  wor th iness .   In  
many  cases ,  sadly ,  the ir  e f for ts  fa i l ;  and the  sys tem s taggers  a long wi th  less  than fu l l  
user  suppor t  or  worse ,  s i t s  dormant  wi th  users  g i v ing  up on the  product  for  a  number  
o f  reasons .    
 
Trade promot ion has  never  meant  more  to  both  the  channel  and the  manufac turer .   
Wi th  g lobal  t rade  spending  cont inual l y  r i s ing above  20% of  gross  revenues ,  ye t  
cons is ten t l y  wi th  percept ion o f  genera l  fa i lure  on behal f  o f  the  manufac tures  who 
make th is  money  ava i lable ,  the  t ime for  ignorance o f  the  process ,  sys tem technology  
and pol ic ies  required to succeed has  long passed.   Wipro’s  own exper ience  la te l y  wi th  
companies  such as  SAP,  S iebe l  and other  f i rs t  and second t ier  t rade  promot ion vendors  
c lear l y  denotes  a  movement  in  the  di rect ion o f  be t ter ,  more ardent  suppor t  of  t rade  
promot ion management .  
 
Re ta i lers  face  the problems as  wel l ,  which i s  why  t rade  funds  p lanning and  
promot ional  co l labora t ion i s  quickly  becoming one o f  the most  watched bus iness  
in i t ia t i ves  in  the  wor ld today .   As  the  technology  matures  and the  know-how to 
conf igure,  p lan  and execute  success fu l  t rade  promot ion expands ,  TPM implementat ion  
wi l l  become more of  an indus try  i ssue  than ever .  

FOLLOWING SUCCESS – ONGOING REVIEW AND ASSESSMENT 

Creating the Measurement Indices 
With  so  much emphas is  on corpora te  ROI  f rom high cos t  enterpr ise  so f tware  
implementat ions ,  there  i s  no doubt  tha t  measur ing  the  va lue  o f  the new process  and/or 
technology  i s  a  cr i t ica l  ongoing  i ssue .   The fo l low up to implementat ion should 
inc lude a  de ta i led  assessment  o f  cos ts  and t ime.   HPM’s  survey  on t rade  promot ion 
indicates  tha t  as  much as  17.5% can be  saved 
f rom an advanced TPM technology  and 
process . 3  However  i t  i s  a l so  impor tant  to  note 
o ther  key  measurement  indices  such as :  
 

•  Deduct ion wr i te -of f s  
•  Fund usage  and channel  par t ic ipat ion 
•  Cla im audi t  and payment  turnaround 

t ime 
•  Budget  and a l locat ion t iming  
•  Trade spending  compared to revenue 

                                                 
3 HPM Survey on Trade Channel Promotion, 2005 
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TPMA Measurement Standards 
 

The Trade Promotion Management Association (TPMA) 
has begun a full scale evaluation and cross-industry 
standards initiative that will soon provide all industries with 
the most effective, appropriate and precise measurement 
indices and standards for trade promotion analysis.  
Representatives from manufacturers, retailers, analysts, 
consulting firms and TPM software and outsource vendors 
are participating.  For more information, contact 
www.tpma.com.



 
 
THE KEYS TO SUCCESSFUL  TRADE PROMOTION  MANAGEMENT  IMPLEMENTATION 

•  L i f t  and prof i tabi l i t y  ana lyses  
 
These  are  jus t  a  few key  areas ;  however  the  more  impor tant  i ssue  i s  to  cont inue  
measur ing  and repor t ing  these  indices  on a  month ly  bas is ,  a t  leas t ,  wi th  fo l low up 
assessment  quar ter l y .   Wipro has  a  body  o f  in te l l igence  surrounding  the  key  indicators  
necessary  to  control  and manage the  ongoing success  o f  the  TPM program and 
adminis t ra t ion ROI .  

When To Act On Change 
I /T  organizat ions  are exhaus ted a f ter  a  deta i led and intense  implementat ion.   So  i t  i s  
wise  to  cons ider  a t  leas t  a  semi-annual  rev iew for  ongoing  vers ion updates  and/or  
poin t  re leases .   Of  course  your  vendor  wi l l  have  these  as  wel l  –  generated f rom other  
projec ts  or  your  own needs .   The  t ime to  act  on change i s  immedia te l y ,  by  prov id ing  a  
de ta i led  communica t ion o f  the  i ssue ,  sys tem per formance requirement  and 
pr ior i t i za t ion o f  need.   Some changes  need to be  made immedia te l y ,  o thers ,  in  fac t  
most  can wai t  un t i l  the nex t  re lease .   Your  own bes t  judgment  d ic ta tes  that .  

The “Next” TPM Initiative 
The nex t  t ime to cons ider  a  new in i t ia t i ve  i s  go ing  to  vary  f rom one company  to the  
nex t .   Our  recommendat ion i s  to  conduct  a  fu l l  rev iew every  two years .   The  rapid  
evo lu t ion and matur i t y  o f  TPM technology  i s  caus ing  s igni f icant  panic  among many  
Global  1000 companies  today  because  they  fear  tha t  the ir  en terpr ise  TPM solu t ion wi l l  
be  obsole te  be fore i t  i s  in  product ion.   However ,  make sure  that  your  in i t ia l  
assessment  i s  r igorous  enough and de ta i led  thoroughly  such tha t  your  needs  are 
projec ted  years  ahead.   This  i s  the  bes t  reason to  use  Wipro and HPM,  for  example,  to  
conduct  that  in i t ia l  d iscovery .   We unders tand the  indus try  needs  and bui ld  
an t ic ipat ion in to the solut ion recommendat ion.  
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