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The Hidden Cost of NetSuite Customization:
2025 Technical Debt & Remediation Report

Executive Summary

NetSuite, a leading cloud-based ERP (Enterprise Resource Planning) system, offers extensive customization
capabilities through SuiteCloud (SuiteScript workflows, custom fields, integrations, etc.). While these features
allow companies to tailor NetSuite precisely to their unique processes, uncontrolled customization often incurs
“hidden costs” in the form of technical debt. Technical debt—the future cost of expediency in software design
(www.itpro.com) (www.techradar.com)—manifests in NetSuite as slower performance, higher maintenance
overhead, and fragile upgrades. Industry analyses illustrate that ERP projects frequently overrun budgets and
timelines: for example, one survey found that “most implementations cost three to four times what was initially
budgeted”, and 65% of overspending in ERP projects stems from system modifications to improve usability
(www.netsuite.com). Indeed, 55% of ERP implementations exceed their original budget
(www.netsuite.alphabold.com), and a UK study reported an average budget overrun of 18% (roughly £76,000)
(www.techmonitor.ai).

For NetSuite specifically, the implications are stark. Experts warn that unchecked customizations create a
“spaghetti-code-like mess” where each new workflow or script adds layers of complexity (blog.prolecto.com).
Past decisions become “hidden costs ... obstacles to adaptability, performance, and user trust.”
(blog.prolecto.com). In practice, organizations with extensive NetSuite customizations report painful upgrade
cycles, buggy processes, data integrity issues, and frustrated users. For example, one NetSuite consultant
observed that beyond the initial deployment, “each change requires more extensive testing to ensure stability,
increasing costs and slowing the pace of innovation” (blog.prolecto.com).

This report provides a comprehensive analysis of NetSuite customization debt as of 2025. We begin with
background on NetSuite and the nature of customization, then delve into how customization generates
technical debt. Drawing on industry data, academic definitions, and expert case studies, we quantify hidden
costs (including performance slowdowns, maintenance burdens, and budget overruns) and illustrate these with
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real-world examples (both in general ERP transformations and NetSuite-specific accounts). Tables summarize
key cost categories and survey statistics. We also present best practices for remediation and ongoing
management, such as rigorous documentation, automated testing, and a “configure-first” strategy that
minimizes bespoke development (netsuitenegotiations.com). Finally, we discuss future directions — including
the rise of low-code platforms and “clean core” paradigms — that influence how companies should approach
ERP customization going forward. Every claim and recommendation is grounded in credible sources and
expert analyses, ensuring a thorough, evidence-based treatment of this critical issue.

Introduction

ERP Evolution and NetSuite’s Role

Enterprise Resource Planning (ERP) systems are central to modern business operations, integrating finance,
supply chain, CRM, and other functions into a unified digital platform. The global ERP market has expanded
rapidly — from about $48 billion in 2022 to nearly $78 billion by 2026 (www.netsuite.com)
(www.netsuite.com). Cloud-based ERPs like NetSuite account for a large share of this growth due to their
scalability and agility. As of mid-2024, Oracle’s NetSuite reported roughly 38,000 customers worldwide
(www.erpglobalinsights.com) across industries (from manufacturing to services to retail). This widespread
adoption reflects NetSuite’s strengths: a multi-tenant SaaS architecture that centralizes data and a rich
feature set that can be configured and extended to suit diverse needs (www.netsuite.alphabold.com)
(www.netsuite.alphabold.com).

However, no out-of-the-box ERP meets every process requirement. The typical motivating factors for moving
to an ERP are to eliminate disjointed systems and manual work; but businesses often find gaps where
standard features fall short. Industry studies repeatedly show that custom development is often on the table:
for instance, 50% of companies plan to upgrade or replace their ERP, often driven by the need to consolidate
disparate applications or replace outdated legacy systems (www.netsuite.com). In practice, NetSuite
implementations frequently involve customizing near or beyond the system'’s standard capabilities — adding
workflows, scripts, integrations, and even new data structures. As one overview notes, companies that
thoughtfully limit customizations can save around 37% on implementation cost and reduce system
complexity by about 45% (www.stockton10.com), implying that the industry norm is indeed heavy
customization.

Customization vs Configuration in NetSuite

To be clear on terms, NetSuite allows two main approaches to adaptation: configuration and customization.
Configuration means using built-in tools (enabling features, setting up workflows via SuiteFlow, using saved
searches and dashboards, etc.) without writing code. Customization, by contrast, generally involves writing
bespoke scripts (SuiteScript), deploying custom applications (SuiteApps or third-party modules), or creating
new database fields/records. NetSuite’s SuiteCloud platform was designed to make customization relatively
accessible: administrators can add custom fields, design Suitelets, and link external systems via REST/SOAP
APIs with point-and-click tools or code. This flexibility is a major selling point. As one NetSuite partner
observed, “NetSuite allows its customers to get as complicated as they wish with customizations”
(www.salto.io), which can be invaluable for meeting unique business rules.
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But that very flexibility comes with a cost. Any bespoke element — be it a SuiteScript triggered on a transaction
save, a custom PDF template, or an external connector — becomes part of the system’s codebase that must be
maintained. Academically, we recognize that such ongoing maintenance burden is a hallmark of technical
debt. Coined by Ward Cunningham in 1992, technical debt is the “implied cost incurred when organizations do
not fix problems that will affect them in the future,” a result of choosing short-term solutions over long-term
robustness (www.itpro.com) (www.techradar.com). In practice, technical debt takes many forms: outdated
code, quick fixes lacking proper documentation, and indeed excessive customization that needlessly
complicates the system.

Why Technical Debt Matters for Growth

Technical debt is more than just a technical inconvenience — it is a strategic threat. As one industry analyst
bluntly put it, ERP systems are “being strangled” by unseen technical debt, which undermines innovation and
agility (erp.today). When a NetSuite environment is laden with unmanaged custom code and bolt-on
workarounds, businesses find it hard to evolve. Key processes that once “worked fine” become fragile. Each
new feature request or change must be painstakingly tested against dozens of existing scripts and workflows.
The result is a vicious cycle: “as technical debt grows, previously stable processes can become prone to bugs,
frustrating users and eroding trust in the platform... and each change requires more extensive testing [and]
costs, slowing innovation” (blog.prolecto.com). Moreover, ERP performance itself can degrade; systems
bogged down with extra logic and data handlers can feel sluggish, hurting productivity. All of these costs are
largely hidden from view at first — organizations feel the sting only over time, as budgets are eaten up by
maintenance and upgrades drag on.

This report investigates exactly how NetSuite customization contributes to technical debt, quantifies the hidden
costs, and suggests how organizations can address the problem. We draw on surveys (of IT leaders, ERP
projects, and NetSuite users), expert blogs and white papers, and illustrative cases. Our goal is to give a 360°
view: from high-level statistics on ERP overruns to step-by-step cleanliness practices, all grounded in cited
evidence. By the end, readers should appreciate the full ramifications of over-customizing NetSuite and
understand strategies for sustainable, low-debt NetSuite use.

The Nature of NetSuite Customization

NetSuite’s Customization Capabilities

NetSuite’s SuiteCloud platform offers a multi-layered approach to customization. At the base (“Core Product”),
one can enable features and use checklist-style configuration switches; however, this is managed by Oracle
itself once set. The real ‘innovation layers’ come in two categories:

» Point-and-Click Customization: NetSuite administrators can create custom forms, fields, and
workflows (via SuiteFlow) entirely through the Ul. This is powerful for making process tweaks without
coding. For example, one can add a custom invoice form or a workflow to route approvals. Zigman calls
this first layer “point-and-click customization,” and also notes its dark side: proliferation of forms
(“Business Form Hell”), roles (“User Role Hell"), reports and saved searches, and custom fields all can
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multiply quickly (blog.prolecto.com) (blog.prolecto.com). Without careful governance, many admins can
each create dozens of roles or fields, leading to confusion (users don’t know which form to use) and
difficulty in managing dependencies.

« SuiteCloud Development (Platform Customization): This involves writing SuiteScript (JavaScript-based
server scripts), developing Suitelets (custom Ul pages), and integrating external applications. This layer
allows virtually any business logic to be implemented. Workflows may “proliferate rapidly” when non-
programmers design them; but beyond that, developers can add scripted logic at record events. Each
new script or integration “layers on top of existing logic, creating an opaque and fragile environment
where understanding dependencies becomes difficult” (blog.prolecto.com). Zigman cautions that it's
often easier for developers to write a new script than to modify existing code, gradually building up an
intertwined web of custom code.

While these layers give NetSuite a rigid core with flexible extensions, their combination demands diligence. For
example, overlapping workflows (point-and-click) can act on the same transaction in conflicting ways, making it
hard to follow the logic. As one NetSuite expert vividly notes, an uncontrolled rise of SuiteFlow workflows leads
to a situation where “complexity is a pretty user interface on top of a spaghetti-code-like mess”, since business
analysts can create logic blocks without coordinating them (blog.prolecto.com). Likewise, scripts can trigger
three or more processes on a record event, mimicking a tangled cycle of logic. Every custom object, field, or
workflow thus adds future maintenance burden, especially since Oracle regularly rolls out automatic updates.

Why Do Companies Customize NetSuite?

The motivations for customization are often perfectly understandable. Businesses have unique processes and
competitive advantages they want to preserve in the ERP. In many cases, certain functionality simply does not
exist by default. Common areas prompting customization include specialized manufacturing workflows, unique
revenue or tax calculations, custom compliance reporting, or workflows to support a complex sales cycle. For
example, a manufacturing enterprise might implement a complex production scheduling algorithm beyond
standard work orders, which requires custom suitescript to execute. Or an international business might add
intricate multi-country approval flows via SuiteFlow.

Indeed, tailored dashboards, custom reports, and workflow automations can yield significant efficiency gains.
One consulting firm reports clients achieving an “80% reduction in manual effort with custom reports” after a
thoughtful customization project (nuagecg.com). Custom fields and processes can transform an ERP from a
generic tool into one that “feels like your own, perfectly aligned with your unique business processes”
(nuagecg.com). Essentially, good customization means the system works with your people, not around them.

Moreover, many NetSuite customers come from smaller companies using spreadsheets or disparate tools;
their natural impulse is to use every lever to replicate old processes. Because NetSuite’s design tools are user-
friendly, business users or analysts often request point-and-click tweaks for even small requirements, thinking
it costs nothing. Over time, however, a series of reasonable one-off requests can accumulate.

Finally, a factor often understated is vendor influence: NetSuite’s SuiteSuccess implementation methodology
provides industry-specific configurations to speed up go-live. While appealing for a fast start, these default
bundles can include features or modules a customer ultimately does not need. Zigman warns that the standard
SuiteSuccess configurations may load unnecessary add-ins and settings “right from the start”, contributing to
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bloat that the customer will carry forward (blog.prolecto.com). In short, NetSuite’s strengths of quick
enablement and extensibility also set the stage for growth of maintenance burdens if changes are not carefully
managed.

The Hidden Costs of Customization

Defining Hidden Costs and Technical Debt

Simply put, the visible costs of a NetSuite implementation are the obvious invoices: software subscription,
implementation services, initial customization fees, and hardware or hosting (which for NetSuite is effectively
covered by Oracle). Hidden costs, however, are the downstream expenses that arise after go-live; they are
often indirect and unbudgeted when the project began. In the context of customization, hidden costs are
precisely the effects of technical debt. As one author summarized, technical debt is “the hidden cost of past
decisions” (blog.prolecto.com). This includes every extra hour spent on script repairs, each hardware upgrade
needed to offset a slow query, and all lost productivity when the system is unusable or confusing.

To organize the discussion, we categorize hidden costs of NetSuite customization into key areas:

Hidden Cost Description and Impact Reference
Category
Increased Custom scripts/workflows need ongoing updates. Every NetSuite release or change in business [15fL129-
Maintenance logic may break customizations, requiring developer time to patch and test. Over time, this effort L137]
Effort accumulates and often exceeds the initial development cost (www.stockton10.com) [15TL139-
(www.stockton10.com). L143]
Slower System Additional customer code and validation logic extends processing time. Even simple tasks (saving = [131L74-
Performance records, running reports) take longer. Companies may end up buying extra cloud resources or L81]
servers to maintain acceptable speeds (www.stockton10.com) (blog.prolecto.com). [521L23-
L27]
Upgrade Each customization must be retested with every quarterly update. A system with many changes [40tL237-
Complexity & becomes a project in itself on upgrade weekends. In practice, upgrades can slip or require L240]
Delay expensive consulting. Nearly two-thirds of ERP project overruns stem from needed usability fixes [13tL74-
(often custom tweaks) (www.netsuite.com). L81]
User Frustration = Over-customized Uls and processes are harder to learn. Employees may bypass the system with = [43tL175-
& Adoption manual workarounds. Training time increases. In fact, projects lacking clear role-based design L183]
often blame NetSuite itself when frustrations rise (www.netsuite.com) (www.stockton10.com). [36TL12-
L17]
(implicit)
Data Quality and = Uncoordinated custom fields and processes can fragment data. One team’s custom report or [44tL141-
Silos metric may conflict with another’s. Without oversight, many users create overlapping saved L149]
searches and dashboards, leading to confusion. Data may need cleansing or reconciliation, [221L13-
adding hidden labor costs (www.netsuite.alphabold.com) (blog.prolecto.com). L21]
Security & Quick custom fixes often bypass best security practices. For example, hard-coded passwords or [17tL41-
Compliance legacy APl methods may linger. Addressing these vulnerabilities later can require costly audits L45]
Gaps and patching. (Survey data suggests legacy custom code is a top risk in future ERP migrations [10TL4-L8]
(erp.today) (www.itpro.com).) (contextual
)
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Hidden Cost Description and Impact Reference
Category
Missed Perhaps the most insidious cost is opportunity cost: IT staff focus on maintenance rather than [17tL45-
Opportunities innovation. When systems are fragile, teams hesitate to implement new features (like Al or L53]
advanced analytics) handing competitors an edge (erp.today) (www.allconsultingfirms.com). [5TL75-
L83]

Each of the above categories is supported by industry research and expert testimony. For instance, a recent
analysis of ERP projects notes that hidden expenses like extensive training, support, or extra features “wreak
havoc on your budget”, with 55% of ERP implementations surpassing their original estimates
(www.netsuite.alphabold.com). SMEs struggle especially; 52% of them report being “caught off-guard” by
unexpected ERP costs (www.netsuite.alphabold.com).

Quantifying the Costs: Budget Overruns and Surveys

Quantitative studies of ERP rollouts confirm the prevalence of these hidden costs. One large survey of IT and
finance managers found that 79% were dissatisfied with their ERP outcome, and only 8% considered the
new system easy to use, despite near-universal agreement that ERP is critical to the business
(www.techmonitor.ai). Critically, organizations routinely overshoot budgets: on average, projects exceeded
their original budget by 18% (about £76K) (www.techmonitor.ai). As many experts note, “When customization
increases, so does the cost and complexity of ERP projects,” underscoring that every added custom
requirement compounds risk (www.techmonitor.ai).

A broad ERP implementation study finds that habits like accumulating “nice-to-have” changes are “notorious
budget killers” (netsuitenegotiations.com). For example, accepting numerous minor custom requests can
cause development hours to spike and delivery dates to slip. In fact, entry-level ERP consulting bids
sometimes intentionally under-specify the needed customization, anticipating follow-on scope changes (and
costs) (netsuitenegotiations.com). Another compilation of ERP stats reports that most implementations actually
end up costing 3-4 times the planned budget and take roughly 30% longer than expected
(www.netsuite.com). One line in that report is particularly striking: “System modifications needed to improve
usability cause overspending 65% of the time.” (www.netsuite.com). In other words, it is often the custom
tweaks — exactly the hidden fixes where technical debt resides — that create cost overruns.

These data align with published Netsuite project experiences. The AlphaBOLD NetSuite consulting team notes
similar figures: about $30-80K for a typical mid-sized implementation (3-5 modules) and a common time
commitment of 100-300 consultant hours for configuration and coding (www.netsuite.alphabold.com)
(www.netsuite.alphabold.com). Even at $100/hour, 100 hours is $10K, and more complex tweaks easily double
that. Moreover, administration and training are nontrivial: with an average NetSuite administrator salary of
~$80K/year (www.netsuite.alphabold.com), every hour they spend grappling with obscure custom scripts
instead of focusing on value-add tasks is an opportunity cost.

Finally, customer surveys amplify these warnings: in one LinkedIn poll of ERP projects, 55% of
implementations exceeded their budget (www.netsuite.alphabold.com). Another analysis of NetSuite
customers found that careful requirement scoping saved companies an average of 37% on project costs,
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implying that the typical alternative (over-customization) drains budgets (www.stockton10.com). Across
contexts, the pattern is clear: customization may deliver immediate gains, but organizations suffer financially in
the long run if these costs are not explicitly accounted for.

Operational Impacts: Performance, Upgrades, and User Experience

Beyond dollars, over-customization exacts a toll on operations and personnel. NetSuite’s quarterly upgrades —
a selling point of SaaS — become major events in a highly customized environment. One NetSuite blog starkly
warns: “Upgrades become a nightmare. ... Every customization you’ve added has to be tested to make sure it
still works. The more customizations you have, the harder this gets.” (www.stockton10.com). In practical terms,
a single new SuiteScript may require dozens of test cases across report types, transactions, and roles before
sign-off. Some organizations even delay certain upgrades for multiple quarters due to the heavy regression
load, forfeiting important new features and assurances.

User experience also suffers. Real-world reports emphasize that an overly tailored system can confuse end
users. For instance, Stockton10 consultants note that employees “avoid using certain features because they're
confusing,” requiring retraining or manual workarounds (www.stockton10.com). In the worst cases, productivity
drops as users export data to Excel or duplicate effort in external tools, negating ERP benefits. This frustration
is documented: survey after survey lists user experience as a top pain point. The NetSuite Hidden Costs report
explicitly cites research showing 55% of implementations had unmet expectations because usability
improvements (often customizations) drove cost overruns (www.netsuite.alphabold.com) (www.netsuite.com).

In sum, the hidden costs of NetSuite customization are multifaceted: they include quantifiable overrun of
budgets and timelines, as well as qualitative hits on performance, scalability, and team morale. All these
factors feed back into “technical debt,” requiring mounting effort to maintain the system.

Case Studies and Industry Insights

Legacy ERP and Technical Debt: A Cautionary Tale

Technical debt is not unique to NetSuite. Historical ERP transformations (especially on-premise systems) are
rife with costs from legacy customizations. Notably, Mark Vigoroso—CEO of ERP Today—relates a case of a
manufacturer whose upgrade to SAP S/4HANA was planned for 18 months, but ballooned to 30 months and
cost millions. The culprit was buried custom ABAP code: “Each modification had to be rewritten, re-tested, and
revalidated,” he explains, due to decade-old customizations no one understood (erp.today). While this example
involves SAP, the lesson applies to NetSuite: major platform changes can become projects unto themselves if
the ERP’s “core” has been heavily encumbered. In fact, Vigoroso projects that by 2027 70% of ERP
transformation failures will be traced to “underestimating legacy complexity and technical debt.” (erp.today).

If we look at NetSuite-specific references, we find anecdotes and expert observations rather than named
enterprise case studies. However, the pattern is analogous. For example, Zigman notes encountering new
NetSuite customers whose accounts were “bloat[ed] with meaningless (at best) or potentially conflicting (at
worst) optionality.” He often sees dozens of forms, fields, and roles per functionality, each becoming a
maintenance pocket (blog.prolecto.com). Another consultant (Stockton10) describes clients who invested
heavily in “dozens of custom scripts and workflows” only to realize later that 70-80% of those efforts added
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little net value. (www.stockton10.com) (Stockton did not name these companies, but the data suggests
common experience.) On the flip side, some clients mandating a “no-customize” policy have saved
tremendous cost: Stockton10 claims one such firm reduced implementation spending by 37% relative to peers
(www.stockton10.com).

Moreover, industry research reinforces the anecdotes. The K3 FDS (UK ERP) survey found that nearly half
(48%) of companies find the array of ERP options confusing and would opt for standard functionality if it meant
significant savings in time and money (www.techmonitor.ai). Andrew Fox of K3 FDS explicitly advises: “When
customization increases, so does the cost and complexity of ERP projects, so it makes sense to keep
implementations as standardised as possible” (www.techmonitor.ai). This insight echoes our topic: minimizing
customization is often more cost-effective, whereas the so-called “flexibility” of endless custom tweaks
becomes a source of hidden waste.

NetSuite Project Outcomes and Perception

To gauge the human impact of customization debt, consider the sentiment of those involved. In a survey of
nearly 200 ERP decision-makers, 79% were unhappy with their implementation outcomes and only 8% found
the system easy to use, despite 93% acknowledging ERP’s critical importance (www.techmonitor.ai). These
figures imply that either project goals were misaligned or complexities (often custom ones) undermined
success. The K3 FDS report also linked dissatisfaction in part to lack of partner transparency on costs. If we
connect the dots, hiding the downstream maintenance burden of custom work is one likely contributor to this
dissatisfaction.

NetSuite-focused firms echo this. A blog on best practices emphasizes that an overloaded NetSuite (with
neglected debt) leads users to “tiptoe[n] nervously... hesitant to act” (blog.prolecto.com). Another write-up
notes that training — which is often underestimated — yields a 24% productivity gain
(www.netsuite.alphabold.com), but this gain is squandered if the interface and processes are continually
shifting under the hood. Indeed, organizations often find themselves stuck: they must use a system they paid
for, but nobody in-house fully understands all the customizations. In extreme cases, the NetSuite environment
becomes a “perfect storm” of undocumented tweaks, conflicted add-ons, and outdated scripts. One consultant
warns that “letting technical debt pile up” can lead IT to be seen as the barrier to innovation, as teams become
bogged down in emergency fixes (www.allconsultingfirms.com).

Hidden Costs in Practice: A Hypothetical Example

To illustrate, imagine a mid-size distributor that, during a rapid implementation, adds twelve custom fields to
the Sales Order record, four custom workflows (e.g. CFO approval, freight calculation), and a handful of
SuiteScripts to compute discounts. Initially, the system launches successfully. But six months later, NetSuite’s
quarterly release deprecates a function used by one script, causing commissions to calculate incorrectly.
Developers must quickly fix and redeploy the script to ensure payroll can be done, incurring 10 hours of
emergency work (at, say, $120/hr = $1,200). In parallel, key users find that one of the company’s custom PDF
templates no longer formats correctly after the update, so another 5 hours ($600) are spent patching it.
Meanwhile, employees have to be retrained on how to enter the new discount codes correctly, costing
additional internal or vendor training expenses.
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This scenario repeats over each update and anytime business processes change. If this distributor had 10
such minor issues each year, that could easily amount to >200 labor-hours in reactive maintenance annually —
a hidden $24,000+ in extra consulting alone. They also experience slower report runs (15-20% slower)
because each new field adds database overhead. These costs were not visible in the original budget, but they
accumulate. By year two, the company realizes it is spending more time in NetSuite remediation than on
developing new products. This example, while simplified, mirrors countless real stories documented by
consultants: the “cost of fixing things after the fact can easily exceed the original cost of the customization”
(www.stockton10.com).

Managing and Remediating NetSuite Technical Debt

Understanding the hidden costs is only half the battle. Companies must take active steps to control
customization and pay down technical debt. Industry experts suggest a spectrum of strategies, from proactive
planning to substantive remediation projects.

1. Rigorous Planning and Governance. Before customizing anything, organizations should implement
strong governance. This includes a clear approval workflow — perhaps only an architecture board can
greenlight new customizations. Stockton10 recommends asking key questions: “Is there already a built-
in feature that does this? How will this impact performance and upgrades? Will this work a year from
now?” (www.stockton10.com). Many custom jobs are impulse decisions that should instead go through
formal review of alternatives (maybe there’s a SuiteApp or a standard feature that suffices).

o Cost-Benefit Analysis: Even “nice-to-have” tweaks should be weighed against long-term costs.
The CIO Playbook advises splitting requirements into “core vs. optional” to “prevent wasting effort
on low-value features” (netsuitenegotiations.com). Table-driven matrices of custom tasks (hours,
dependencies, ROI) can help in decision-making.

o Standardization: Where possible, use NetSuite’s built-in functionality or well-supported third-
party modules. For instance, integration costs of $5K—$100K are cited for typical API projects
(www.netsuite.alphabold.com), but specialized connectors often cut development time.
Encouraging use of established SuiteApps (e.g. tax engines, e-commerce connectors) can offload
future maintenance (since they come with vendor support).

2. “Configure First, Customize Second” Approach. A recurring theme is to exhaust all configuration
options before resorting to code. The CIO playbook explicitly counsels a “configure-first” stance —
mapping requirements to out-of-box features, saved searches, and reports, only using custom scripting
when a critical gap remains (netsuitenegotiations.com). The rationale: Oracle’s R&D regularly enriches
the core product, so custom code that replicates standard features is often a doomed tactic. Many ClOs
have realized too late that building a “fully custom” system delivers diminishing returns
(netsuitenegotiations.com).

o Clean Canvas Mindset: Treat NetSuite as having a clean core. This might even mean removing
previously added customizations that no longer provide value. Regularly auditing custom fields,
roles, and scripts (say, on an annual basis) helps trim the deadwood. Even Stockton10 advises:
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“Review customizations regularly. If no one remembers why it was added or it's no longer needed,
remove it” (www.stockton10.com).

3. Document Everything. Well-commented code and up-to-date documentation can dramatically reduce
hidden costs. Missing or unclear documentation forces new team members to “reinvent the wheel” each
time a bug appears. Both Stockton10 and Zigman emphasize that poor documentation “leads to
inefficiency, longer troubleshooting times, and potentially costly errors” (www.stockton10.com). Thus,
companies should mandate that every customization (workflow, script, field) has an owner and a clear
write-up of its purpose, logic, and dependencies. This includes diagrams of workflow execution paths if
possible. Documentation turned into an ongoing practice ensures that, when staff turnover occurs
(common with custom projects), critical knowledge isn't lost.

4. Automated Testing and Regular Updates. Technical debt can be caught early with proper testing.
NetSuite provides Sandbox environments; savvy teams leverage these for each release.
Allconsultingfirms.com recommends “Automated Testing and Monitoring... to catch issues during
development rather than letting them surface in production” (www.allconsultingfirms.com). In practice,
this could mean automated scripts to run smoke tests on core transactions after each update, or
SuiteAnalytics dashboards to spot data anomalies. Additionally, testing plans should incorporate
performance tests. As the Salto blog points out, “baking system performance testing into your
development process” is key, especially when scripts touch high-volume records (www.salto.io).
Catching a slow script in a sandbox costs far less than fixing a crashed system in production.

5. Refactoring and Incremental Improvement. Legacy custom code should be periodically reviewed and
refactored. This might involve rewriting slow SuiteScripts in the newer, more efficient API, or recoding
complex workflows into streamlined logic. Zigman suggests an incremental modernization approach: for
example, gradually replacing brittle scripts with configuration if possible, or consolidating multiple
custom reports into a single dashboard script to reduce redundancy (www.allconsultingfirms.com). While
full reimplementation (starting over) is sometimes considered, most organizations opt instead for
piecemeal clean-up to avoid disruption. The goal is to lower the debt balance over time, so that the
system becomes easier to enhance.

6. Budgeting for the Inevitable. Realism is crucial. Every reputable ERP playbook stresses including
post-launch support and updates in the total cost-of-ownership. Beyond the license and initial build,
companies should allocate ~10-15% contingency in their budgets (as one CIO Playbook suggests)
specifically for unexpected refinements (netsuitenegotiations.com). They should track customizations in
a technical debt registry, giving each item a rough cost to fix (or pay off) later. Stakeholders (ClO, CFO)
need to view these costs as ongoing, not one-offs. One Dutch study (Tech Monitor) highlighted that lack
of transparency from vendors caused 71% of businesses to feel blindsided by ERP costs
(www.techmonitor.ai). Smart clients maintain tight dialogue with consultants and insist on complete
invoicing of anticipated maintenance work from the start.

7. Training and Managed Services. Finally, expert support can mitigate debt. NetSuite consultants and
managed service providers (MSPs) exist precisely because many in-house teams lack deep NetSuite
expertise. Outsourcing complex custom work to specialists can both reduce errors and provide
knowledge transfer (if chosen wisely). For example, a clear insight from Nuage CG is that without an
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architect coordinating design, parallel custom projects can “inadvertently impact one another”

(www.salto.io). Having a central architect or managed services team review all changes can avoid this
kind of cross-talk. Similarly, continuous education of internal Admins ensures any customization is built

with best practices. As Techradar notes broadly, using modern tools (Al-assisted code reviews, low-code

automation) and training is critical in catching debt early (www.techradar.com).

Table: Strategies for Managing NetSuite Technical Debt

Strategy

Rigorous
Governance

“Configure First”
Approach

Documentation &
Knowledge Sharing

Automated Testing

Refactoring &
Lifecycle
Management

Budgeting &
Transparency

Managed
Services/Expert
Review

Actions and Rationale

Form a cross-functional board for change approvals; define clear criteria for when to
customize vs. configure. Assess ROI of each requested customization.

Map business needs to native features, out-of-box workflows, or SuiteApps. Limit custom

code to truly critical functions. Many experts stress that “every customization increases cost...

maintenance” (netsuitenegotiations.com) and regret extensively customizing.

Require detailed documentation for each script/workflow (purpose, author, last updated).
Conduct regular reviews or workshops to transfer knowledge, so custom logic doesn’t
become “out of sight, out of mind” (blog.prolecto.com).

Implement automated regression tests (including performance benchmarks) for critical
processes. Test every NetSuite release in a Sandbox. Early detection of issues avoids costly
breakout events (www.allconsultingfirms.com) (www.salto.io).

Regularly audit custom code: merge overlapping workflows, retire obsolete fields, rewrite
inefficient scripts. Maintain a “tech debt backlog” and chip away at it, as part of planned
maintenance.

Include upgrade/maintenance forecasting in the project budget. For example, dedicating ~6—
10% of IT spend to updates is common (www.netsuite.alphabold.com). Ensure project
stakeholders track customization costs to avoid “surprises” (www.techmonitor.ai).

Consider 3rd-party NetSuite MSPs or consultants for complex tasks and ongoing support. An
experienced partner can spot hidden debt and enforce best practices (e.g., preventing
inadvertent dependencies (www.salto.io)).

Future Trends and Outlook

Shifting ERP Paradigms in 2025 and Beyond
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By 2025, the context of ERP and customization is evolving. Vendors are promoting “clean core” strategies:

emphasizing out-of-box capabilities and low-code extensions rather than extensive coding (erp.today).
NetSuite itself is expanding SuiteAnalytics and Al-driven automation, which may reduce the need for bespoke

reports and workflows over time. For instance, advanced analytics modules can handle complex metrics that
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teams once custom-coded. Meanwhile, the broader trend toward composable ERP — using modular,
interoperable components — encourages companies to prefer external microservices for novel features (which
are isolated and easier to update independently) rather than shoehorning every function into the core ERP.

Cloud ERP has also proven itself. Many organizations are leaving the path of expensive, on-prem “re-platform”
projects in favor of incremental improvements on cloud systems. As noted in a 2023 survey, two-thirds of IT
leaders prioritize transparency and manageability in their ERP move (over aspects like cloud vs on-prem)
(www.techmonitor.ai). This points to a preference for solutions that minimize hidden debt. NetSuite’s quarterly
upgrade model itself is a double-edged sword: it forces frequent updates (reducing legacy stagnation), but also
means customers must manage their tech debt continuously.

At the same time, rising technologies will shape customization needs. For example, low-code/no-code
platforms (such as NetSuite’s forthcoming SuiteApps and script wizards) aim to democratize development
while enforcing guardrails. Al-tools for code review might flag inefficient SuiteScripts before they deploy. On the
flip side, advances like 10T and blockchain could drive new integration demands, meaning firms that deferred
modernization could face bigger billowing debt.

Implications and Recommendations

Given these trends, companies should adopt a long-term mindset: treat ERP as a living product, not a one-
time project (erp.today). Practically, this means embedding the cost of upgrades and customizations into
ongoing IT budgets, and fostering a culture of continuous improvement. From a data standpoint, leveraging
analytics and transparency is key: created decision dashboards on ERP health (customization count, failure
rates, performance metrics) so that leaders can spot debt signals early.

On the vendor side, Oracle’s direction also matters. Features like SuiteAnalytics Workbook, SuiteFlow
enhancements, and native Al assistants (for recommending workflows or pointing out inefficiencies) could
offset some needs for custom code. Oracle itself advises sticking close to NetSuite’s core and making use of
its rich built-in functionality (netsuitenegotiations.com). Industry analysts predict cloud-native ERP platforms
will continue adding no-code capabilities, which can help shrink the gap between fixed processes and
business needs without incurring technical debt.

Industry Perspective: As ERP becomes more strategic, CFOs and CIOs are increasingly aligned on
minimizing waste. Textbook recommendations (e.g. Gartner, Forrester) now emphasize modular upgrades and
robust testing. Our sources conclude that firms winning with NetSuite in 2025 will be those who balance
customization with maintenance resilience. In other words, they will tailor only where it yields genuine
advantage, and they will relentlessly prune the rest.

Conclusion

The hidden cost of NetSuite customization is substantial and multi-faceted. While putting a unique business
process into code may initially seem efficient, it often seeds future hardship — requiring ongoing developer
time, causing slowdowns, provoking system instability, and inflating budgets beyond expectations. The
accumulated technical debt from past customization decisions can become a drag on growth, undermining
many of the benefits that justified the ERP in the first place.
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This report has dissected those costs in depth. We documented that majority of ERP projects suffer overruns
precisely due to customization-driven complexity (www.netsuite.com) (www.techmonitor.ai). We presented
expert analyses (from Marty Zigman, Mark Vigoroso, and NetSuite consultants) describing how NetSuite’s
flexible layers can devolve into “hells” of maintenance if uncontrolled (blog.prolecto.com) (blog.prolecto.com).
We also gathered pragmatic data (e.g. average hourly rates and hours required for scripts
(www.stockton10.com), (www.netsuite.alphabold.com)), showing customization’s real expense. Through tables
and case examples, we illustrated hidden impacts on performance, data quality, and budget.

Equally important, we compiled a suite of recommendations to address these challenges. Leading wisdom
coalesces around a few central themes: Plan carefully, minimize custom code, document rigorously, and
test relentlessly. Organizations should enforce stringent change governance, use automated tools, and
maintain a proactive outlook toward their NetSuite environment. As one advisor put it: eventually treat your
ERP as a living product — one that you continually enhance and clean, rather than a one-off project (erp.today)
(blog.prolecto.com).

Ultimately, the goal is not to eliminate customization entirely — NetSuite by design is meant to flex to fit your
business. But it is to ensure that each tweak goes in with eyes open about its future cost. When properly
managed, custom NetSuite development can yield great ROI; when neglected, it reproduces hidden debts that
jeopardize the ERP’s value. As technology and best practices evolve, companies that heed the lessons in this
report (and allocate resources to “pay down their debt”) will keep their NetSuite systems agile, efficient, and
ready for the challenges of tomorrow.

References: All statements and figures above are supported by industry articles, technical analyses, and
research reports (www.allconsultingfirms.com) (www.techradar.com) (www.itpro.com) (erp.today)
(blog.prolecto.com) (www.stockton10.com) (www.techmonitor.ai) (netsuitenegotiations.com)
(www.netsuite.com) (www.netsuite.alphabold.com), ensuring a comprehensive, evidence-based examination
of NetSuite customization costs in 2025.
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About Houseblend

Houseblend is a NetSuite consulting firm serving finance and operations teams. We help organizations
implement ERP systems, connect business applications, improve existing configurations and maintain the
systems that support everyday work. Our audience includes finance leaders, controllers, operations managers,
NetSuite administrators and implementation teams.

Implementation and architecture

Houseblend provides NetSuite implementation, architecture and data migration services. We help teams
evaluate how business processes, reporting requirements and existing data should fit together in an ERP
environment. Training supports the people responsible for adopting and operating the resulting system.

Integrations, customization and Al

Our services include NetSuite integrations and customization, as well as Al integrations and Al transformation
work. These engagements connect ERP data and workflows with the broader application landscape. The right
design depends on the organization's systems, controls and operating needs.

Improve and support an existing system

Houseblend offers NetSuite health checks, optimization, managed support and project rescue services. We
also provide expertise for analytics and specialist workflows, including NetSuite Analytics Warehouse,
warehouse management and field service management. Published educational material helps teams
investigate options and prepare informed questions for their implementation or support work.

Work with Houseblend

Explore NetSuite implementation, integrations, managed support and Al integrations. Contact Houseblend to
discuss your current system and priorities.

Article examples explain concepts rather than promising a particular license, product capability, delivery
schedule or outcome. Engagement scope is confirmed with the Houseblend team.

Website: https://www.houseblend.io

This article is educational. Verify consequential medical, legal, financial, regulatory and technical decisions with appropriate professionals and the
cited primary sources. Company services are described separately from the article's research findings.
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