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Executive Summary

Two NetSuite data migration quotes can differ by a large margin and still describe different work. The usual
cause is not price but definition: what the provider counts as a billable record, how many records are included,
which history periods are in scope, and which services (cleansing, sample loads, rehearsals, reconciliation,
error remediation, acceptance) sit inside the fixed fee. This report proposes a quote-normalization worksheet
and a record-count definition sheet that a buyer can complete from their own statements of work (SOWSs) and
source extracts. It is a proposed reference asset, not original benchmark research, and it contains no market
rates.

Oracle's own NetSuite Data Migration Service sheet shows why the counting unit matters. It describes Tier 1
as supporting up to 10 million total records, with the first 1 million included in the base implementation and per-
million pricing after that (www.netsuite.com). The same sheet states that it forms no contractual obligations
(www.netsuite.com), and it does not define "record". Only the signed SOW can say whether an invoice header
with 100 lines counts as one record, 101, or something else. Counting units genuinely differ across vendors:
Fivetran counts distinct rows per month (fivetran.com), while Workato counts a bulk action as one task
regardless of the records it processes (docs.workato.com).

The report's central formula is billable excess = max(0, eligible count under the provider's written
definition minus included allowance). In the fictional example worked below, one data set produces 329,000
eligible records under a headers-only definition and 2,099,000 under a headers-plus-lines definition. With
identical inputs, a quote that looks about $19,000 cheaper on its own definition becomes about $2,000 more
expensive once both are restated to one definition. All figures there are invented to demonstrate arithmetic.

Published percentages for migration's share of an implementation budget are inconsistent. Oracle's NetSuite
cost article says migration can add 15% to 20% (www.netsuite.com), another NetSuite article cites 10% to
15% attributed to a third party (www.netsuite.com), and a third-party pricing page cites 12% (checkthat.ali).
None of these is adopted here. Public evidence on how many rehearsals a migration needs is similarly thin, so
the worksheet treats rehearsal count as an assumption to be stated, not a constant.
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The practical recommendation is procedural. Before procurement compares totals, the implementation team
should approve the record census, the counting definition, the history scope and the acceptance evidence,
then ask each provider to restate its quote on that common basis. Where a provider cannot, the gap belongs
on the unresolved-exclusions list, not in a lower total.

Introduction and Background

A NetSuite migration quote usually arrives as a single total with a short scope paragraph. Buyers who compare
totals are implicitly assuming that each provider will move the same data population, through the same number
of loads, with the same cleansing, reconciliation and acceptance work included. That assumption is often
untested. This report examines how to test that assumption before signing, and it is written for CFOs,
controllers, implementation sponsors, procurement leads and data-migration leads at scale-ups and mid-
market companies.

The scope is deliberately narrow. Execution topics such as migration strategy and cleansing, import
sequencing, user acceptance testing, retention policy, total cost of ownership and staffing are covered in
separate guides from the same publisher. This article covers only the commercial question: do two migration
prices cover the same data population, included record allowance, history, cleansing, rehearsals,
validation and acceptance work? The publisher, Houseblend, is a Montréal NetSuite consultancy that offers
discovery and implementation services, so it is a potential bidder in the comparisons described here. The
worksheet is provider-neutral and should be applied to every quote, including any from the publisher, and no
provider is placed in the tables below.

Why totals mislead

Three sources of divergence recur.

« Counting unit. A provider may count headers only, headers plus lines, or any unit the SOW defines.
Oracle's own tooling treats lines as a distinct unit: transaction line limits are stated separately from
record limits (docs.oracle.com).

» Service boundary. Business mapping, cleansing, master-data harmonization and financial
reconciliation are different work packages, not one line item. Microsoft's Dynamics 365 guidance, for
instance, lists mapping and transforming fields and values between source and target as its own
planned activity (learn.microsoft.com), and Wipro treats master-data de-duplication as a distinct task
(www.wipro.com). A Wipro explainer on ERP migration (an older service-provider document, not
NetSuite pricing evidence) says mapping is often "assumed as an IT activity" when it is business-driven
(wipro.com).

» Repetition. A quote that bundles two rehearsals and one that prices each separately are not
comparable until the rehearsal counts are aligned.

Two meanings of "tier"

NetSuite uses the word tier for at least two unrelated commercial concepts, and mixing them produces wrong
comparisons. Production service tiers cap users, file storage and monthly transaction lines (docs.oracle.com).
Those production usage meters and capacity forecasts are a separate topic and are not analyzed here. The
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migration-service tiers discussed in this report describe a one-time services scope and its record volumes,
and they are governed by whatever the signed migration SOW says.

Key Changes in How a Migration Quote Must Be Read

The following five shifts change how a buyer should read a quote. Each corresponds to a field in the
worksheets later in the report.

Change 1: From a total price to a population

The first shift is to treat a quote as a price for a defined population of data, not for "the migration”. NetSuite's
own cost article states that the number of years of transaction history migrated can swing the data migration
bill significantly (netsuite.com). The same article attributes to an implementation firm the view that the gap
between the lightest and heaviest history choices can multiply the bill by 10 (netsuite.com). That figure is a
third-party attribution, not a measured benchmark, but it points the same way: population scope is often the
dominant variable.

A population is defined by source systems, entities, record classes, header and line structure, active masters,
open transactions, history periods, attachments and any archived-only data. The record census in Table 1
below captures these. A buyer who cannot produce a census cannot yet compare quotes, because each
provider will have priced its own guess.

Change 2: From "records" to a contractual counting unit

The second shift is to stop using the word record without a definition. NetSuite documents several overlapping
structures that a provider could count. A multi-line transaction is expressed by repeating the same transaction
number on each line row of an import file (docs.oracle.com). A file with 600 rows might therefore hold 100
transactions. Each record type also needs its own CSV file (docs.oracle.com), so "rows in files" is a different
number again from “records in NetSuite".

Counting units vary widely across technology vendors, which is why no default can be assumed. Fivetran bills
on monthly active rows and counts a distinct primary key synced 30 times in a month as one (fivetran.com).
Workato counts a bulk or batch action as one task, regardless of how many records it processes, while looped
steps contribute one task per iteration (docs.workato.com). Airtable, by contrast, caps records cumulatively
across tables in a base (support.airtable.com). None of these is a migration service, and they are cited only to
show that a billing unit is a contract choice, never a given. Even within one vendor the unit can move:
Fivetran's own documentation warns that updating historical transaction lines in its NetSuite connector can
significantly increase the count of monthly active rows (fivetran.com).

Change 3: From a feature list to an included-versus-extra matrix

The third shift is to convert narrative scope into a matrix of services with an explicit included or extra status.
NetSuite's older SuiteSuccess service descriptions show how granular scope can be. A 2022 service
description caps data migration consulting at 25 hours (oracle.com), excludes closed historical transactions
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(oracle.com), and provides that anything not expressly listed is not in scope (oracle.com). These are dated
documents for a different, smaller package family and are not current entitlements. The principle they illustrate
is general: an unlisted service is an excluded service.

Change 4: From one price to one-time work plus repeatable work

The fourth shift separates one-time discovery and build from repeatable rehearsal and final-load work.
Microsoft's implementation guidance defines a mock cutover, or dress rehearsal, as practising the cutover plan
in a test environment (learn.microsoft.com) and says it should be done several times until the team is confident
(learn.microsoft.com). The Washington State ERP program's conversion overview likewise repeats mock
conversions until results show the data and conversion package are ready (one.wa.gov) and notes that they
give a more accurate assessment of the time needed for the final conversion (one.wa.gov).

Neither source fixes a number of rehearsals, and no named originator was found publishing a survey statistic
on mock-conversion cycles, so rehearsal count must be a stated assumption in each quote, with a unit price
for each additional one.

Change 5: From "history included” to a normalized history and archive scope

The fifth shift is to normalize optional history. Wipro frames history scope as a business decision and describes
migrating active masters with open balances as a way to ease reconciliation (wipro.com). Oracle's datasheet
places "full historical data support, and offline archiving" with its Tier 2, described as consultant-managed
advanced validation for organizations with higher complexity and volume (netsuite.com). Whether a given
provider treats the same history as Tier 1 volume, Tier 2 scope or an archive deliverable is a quote-specific
guestion.

The policy for how long to keep data is outside this article. Retention policy is covered in a separate guide from
the same publisher, and statutory periods differ by jurisdiction and circumstance; for example, the Internal
Revenue Service says the period depends on the action, expense or event the document records (irs.gov),
and the Canada Revenue Agency says some situations require a different period (canada.ca). No retention
period is prescribed here. Readers should confirm requirements with their accountants and legal advisers.

The Quote Normalization Worksheet

The worksheet has two parts: a record census, which defines the population, and an included-versus-extra
matrix, which defines the service boundary. Both are designed to be completed by the buyer from its own
extracts and each provider's draft SOW. Every number in this section is fictional, invented to demonstrate the
arithmetic, and none represents a market rate, a typical volume or any provider's entitlement.

Part A: The record census and counting-definition sheet

Table 1 below is the record census for a fictional company, "Example Co". Real census fields are: system,
entity, record type, header count, line count, date range, extract date, exclusion rule, count evidence and
contractual counting unit. The count-evidence column should reference something reproducible, such as a
saved search result, a database query or a control report, so that the same count can be regenerated later.
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System

Legacy ERP
(fictional)

Legacy ERP
(fictional)

Legacy ERP
(fictional)

Legacy ERP
(fictional)

Legacy ERP
(fictional)

Document store
(fictional)

Entity / record
type

Customers
(active masters)

Iltems
Open AR
invoices

Historical
invoices

Journal entries
(history)

Attachments

Header

count

40,000

25,000

6,000

210,000

48,000

90,000
files

Line
count

30,000

1,260,0

00

480,00
0

n/a

Date
range

Active
since 2022

All

Open at

cutover

36 months

24 months

36 months

Extract
date

2026-
10-01

2026-
10-01

2026-
10-01

2026-
10-01

2026-
10-01

2026-
10-01

Exclusion rule

Inactive for 24+
months excluded

Discontinued
excluded

Zero balance
excluded

Voided excluded
Recurring templates
excluded

Over size limit
excluded

Table 1: Fictional record census (Hypothetical Example). Inputs are invented for illustration.

Count
evidence

Query output,
file C-01

Query output,
file 1-01

AR aging
control total

Sales register
by month

Trial balance
roll-forward

Directory listing

The census is useful because it makes the denominator visible. Under four fictional counting definitions the
same data produces very different eligible counts, shown by the arithmetic below. Attachments are tracked

separately because they are files, not rows, and NetSuite's file cabinet is subject to its own storage terms,

including 10 GB of total storage per account (docs.oracle.com).

The definition sheet then adds one column: the contractual counting unit. For each row, ask the provider to

state in writing which of the following it counts.

« Headers only: 40,000 + 25,000 + 6,000 + 210,000 + 48,000 = 329,000 eligible records.

« Headers plus lines (masters count once): 40,000 + 25,000 + 36,000 + 1,470,000 + 528,000 =
2,099,000 eligible records.
« Lines only for transactions, plus masters: 40,000 + 25,000 + 30,000 + 1,260,000 + 480,000 =
1,835,000 eligible records.

« Headers plus lines plus attachments: 2,099,000 + 90,000 = 2,189,000 eligible records.

No definition among these is claimed to be standard. The point is that a single invoice header with 100 lines

may count as 1, 100 or 101 depending on the provider and the contract, and a buyer should never assume

otherwise.

Part B: The included-versus-extra service matrix

Table 2 lists the services to be marked included, extra or excluded in each quote. The two provider columns
are fictional examples of how entries might read. Quote-specific fields to capture alongside them are: included

allowance, excess unit, unit price from the quote, dependency, owner, acceptance evidence, and currency and

tax.
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Scope | deliverable

Source extraction

Field mapping

Cleansing and de-

duplication
Conversion and
transformation
Sample loads

Full-volume rehearsals

Final load

Reconciliation

Error remediation

Acceptance

Excess records

Currency and tax

Provider A (fictional)

Included for named sources

Included, one mapping

workshop

Excluded, client responsibility

Included

Included, one

Two included, extra at a unit

price

Included

Count and balance checks

Rejected rows re-run, included

up to a cap

Written sign-off by finance

Per million, prorated

CAD, taxes extra

Provider B (fictional)

Client supplies extracts

Included, hours-capped

Rules supplied, client
executes

Included

Included, two

Priced per rehearsal

Included

Count checks only

Time and materials

Sign-off by project

manager

Per 100,000, rounded
up

USD, taxes extra

What to confirm in writing

Who runs extracts, from which system,
on what dates

Number of workshops or hours, sign-off
owner

Who fixes source errors and who
approves rules

Transformation rules documented and
versioned

Count, size of sample, target
environment

Count assumed, price of each additional

Window length, rollback plan owner

Which totals reconcile: counts, balances,

open items

Cap, trigger, and rate beyond the cap

Named approver and evidence required

Counting unit, rounding, minimum blocks

Currency, tax treatment, expense
treatment

Table 2: Included-versus-extra service matrix with fictional provider entries (Hypothetical Example).

Read the matrix column by column. A cell that says "excluded" or "client supplies” is not a defect, but it moves
work and cost to the buyer, which must then be estimated separately. A blank cell is the most important finding:
it is an unresolved exclusion and belongs on the exclusion register described in the next section. The last row
matters more than it appears: reimbursed out-of-pocket expenses invoiced to a client are, under Canada
Revenue Agency guidance, treated as additional consideration for the supplier (canada.ca), and Quebec's
QST is calculated at 9.975% on the price excluding GST (revenuquebec.ca). Tax treatment should be
confirmed with a qualified adviser; for comparison, all quotes must simply be restated to one currency and one
tax basis.

The formulas

The worksheet uses four formulas, all of which should be applied only as the contract allows.
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« Billable excess = max(0, eligible count under the provider's written definition minus included
allowance).

« Priced excess units = billable excess divided by the contract's pricing block, using proration, or
rounding up only if the contract says so. Apply minimum blocks only if the contract says so.

» Modeled cash cost = agreed fixed fees + quoted incremental units x quoted rates + explicit optional
scope.

« Total effort picture = modeled cash cost, plus separately estimated internal labor, which is shown on its
own line and is never added to cash payable.

Do not double count bundled services. If a fixed fee already includes two rehearsals, the rehearsal rows
contribute zero until a third is added.

Implementation Considerations and Process Changes

Separating setup effort from variable effort

The effort estimate should split work into setup, which happens once, and variable work, which scales with
count, rehearsals or error rates. Setup typically covers discovery, mapping design, transformation rules, and
reconciliation design. Variable work covers each extract, each load, each reconciliation pass and each error
cycle. Wipro advises planning early profiling of source data (www.wipro.com), and profiling results are the best
input to these fields. Blank the fields rather than guessing:

e Setup hours (provider): __ ; Setup hours (client):

« Hours per rehearsal (provider): ___ ; Hours per rehearsal (client):

* Rows rejected in sample load: ___ ; Share needing manual correction: _____; Minutes per
correction:

« Error-rework effort = rejected rows x share needing manual correction X minutes per correction,
restated for low, base and high assumptions.

Microsoft's performance guidance notes that the time validations and error reporting take increases the total
migration time (learn.microsoft.com), so the rejected-row inputs matter to the schedule as well as the cost. In
NetSuite, the Job Status page shows how many records were imported out of the total (docs.oracle.com).
Those artifacts are useful count evidence, but job statuses are stored for only 30 days (docs.oracle.com), so
acceptance evidence should be exported and retained by the buyer.

Allocating client and consultant effort separately

Many migration quotes assume client-side work that is invisible in the price. The Washington State ERP
program's overview, for example, places data clean-up with legacy application resources inside the legacy
systems (one.wa.gov), and Wipro assigns the effort of cleansing source data to the business (wipro.com). A
2019 NetSuite service description likewise lists data migration between the legacy system and NetSuite as a
customer duty (netsuite.com). Whatever the current document says, the worksheet should show internal labor
on a separate line in hours and an internal rate, flagged as noncash, so that finance sees the full effort without
mistaking it for an invoice.
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https://one.wa.gov/sites/default/files/2022-07/Data_Conversion_Overview.pdf#:~:text=all%20data%20clean%2Dup%20activities%20will%20be%20performed%20by%20legacy%20application%20resources%20within%20the%20legacy
https://www.wipro.com/content/dam/nexus/en/service-lines/analytics/latest-thinking/solving-the-erp-data-migration-puzzle.pdf#:~:text=Business%20should%20plan%20%2F%20factor%20efforts%20for
https://www.netsuite.com/portal/assets/pdf/tos-ns-pro-svcs-suitesuccess-091319.pdf#:~:text=Be%20responsible%20for%20data%20migration%20and%20system%20integrations%20between%20the%20NetSuite%20instance%20and%20legacy
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Rehearsal and error-rework assumptions

For each provider, record these assumptions in the quote file.

« Sample loads included: number, volume, environment.

e Full-volume rehearsals included: number, and unit price of each additional.

« Error cap: number of remediation cycles included and the rate beyond.

» Exit criteria: the Washington overview describes entry and exit criteria that signify when an iteration of
testing can begin and end (one.wa.gov).

Validation, reconciliation and acceptance

Validation and reconciliation are often the least specified lines in a quote, yet they define when the work is
done. Two kinds of check should be named separately. A count reconciliation shows that records extracted,
loaded and rejected tie out. A balance reconciliation shows that financial totals tie out. For the latter,
NetSuite's opening balances page generates journal entries to create opening balances (docs.oracle.com).
Oracle's CSV guidance says opening balances should be entered as journal entries at go-live
(docs.oracle.com).

Governance sources are consistent on the reconciliation principle, though they predate NetSuite-specific
practice. The Institute of Internal Auditors' technology project guidance expects that converted data reconciles
with data in the legacy systems (theiia.org), that converted-data quality is verified by data owners (theiia.org),
and that procedures exist to explain or fix discrepancies (theiia.org). The U.S. Government Accountability
Office defines completeness as the extent to which relevant data records are present (gao.gov), which is the
property a count reconciliation tests. An ISACA Journal article proposes manual reconciliation by running the
same report on source and target as a data-transfer control (isaca.org). For external auditors, the PCAOB's
standard on audit evidence says reliability of converted documents depends on controls over the conversion
(pcaobus.org). Quotes should therefore say who produces reconciliation evidence, in what form, and who
signs it. Microsoft's go-live criteria likewise expect data migration and validation plans to be approved by
business stakeholders (learn.microsoft.com).

Acceptance is a contractual concept, not a feeling. In US federal acquisition rules, acceptance is
acknowledging that services conform with applicable contract quality and quantity requirements
(acquisition.gov), and a General Services Administration SOW template prompts the drafter to describe
acceptance criteria for each task (buy.gsa.gov). These public-sector documents do not govern a private
NetSuite SOW, but they show a useful pattern: criteria are written per deliverable, in advance, and sign-off is in
writing.

Change control, privacy and the exclusion register

Contract type shapes who carries volume risk. Under US federal rules a firm-fixed-price arrangement places
maximum risk and full responsibility for costs on the contractor (acquisition.gov); time-and-materials
arrangements are not fixed-price (acquisition.gov) and give no positive profit incentive for cost control
(acquisition.gov), which is why they carry a ceiling price. A quote that fixes the fee while leaving the count
definition open has not fixed the price. Change control is the mechanism. US federal acquisition rules describe
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https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/chapter_N3924743.html#:~:text=you%20should%20enter%20opening%20balances%20as%20journal%20entries%20on%20%27go%20live%27
https://www.theiia.org/globalassets/documents/content/articles/guidance/gtag/gtag-auditing-it-projects/gtag-12_auditing-it-projects.pdf#:~:text=The%20data%20converted%20reconciles%20with%20data%20in%20the%20legacy%20systems.
https://www.theiia.org/globalassets/documents/content/articles/guidance/gtag/gtag-auditing-it-projects/gtag-12_auditing-it-projects.pdf#:~:text=The%20quality%20of%20converted%20data%20is%20verified%20by%20data%20owners.
https://www.theiia.org/globalassets/documents/content/articles/guidance/gtag/gtag-auditing-it-projects/gtag-12_auditing-it-projects.pdf#:~:text=Procedures%20are%20in%20place%20to%20explain%20or%20fix%20discrepancies.
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change orders as made within the general scope of the contract (www.acquisition.gov), and NIST defines a
baseline configuration as one that can be changed only through change control procedures (csrc.nist.gov).
The census, once approved, is the scope baseline, and the change-control triggers are changes to it.

Suggested triggers to record in the SOW:

o Count drift: eligible count differs from the approved census by more than an agreed percentage at a
stated extract date.

» Definition change: any change to the counting unit or exclusion rules.

» History extension: additional periods, entities or archived-only data.

« Rehearsal change: a rehearsal beyond the agreed count.

« Error threshold: rejected-row rate above the agreed level in a rehearsal.

Privacy is a scope item too, because extracts and test loads contain personal information. Canada's federal
privacy principles say personal information must be protected by security appropriate to its sensitivity
(priv.gc.ca) and kept only as long as required to serve its purposes (priv.gc.ca). Quebec's privacy regulator
tells private businesses to destroy personal information securely once its purposes are fulfilled
(cai.gouv.qc.ca). NIST guidance says personal data used in a test environment must be protected at the same
level as in production (nvipubs.nist.gov). For a quote, this means asking where extracts are stored, who can
access them, whether production data is used in rehearsals, and how extracts are destroyed. Counsel should
advise on the legal requirements that apply.

The exclusion register records everything not priced or not agreed: unresolved counting questions, unquoted
history periods, attachment handling, integrations not in scope, and any activity listed as client responsibility.

A NetSuite data migration checklist for quote review

« Population: is a census attached, with extract dates and count evidence?

« Counting unit: is the contractual definition of a billable record written, with a worked example for a
multi-line transaction?

« Allowance: is the included allowance stated per implementation, per entity or per environment, and
does it reset for each rehearsal?

» Excess: what is the excess unit, rate, rounding rule and any minimum block?

« History: which periods are priced, which are optional, and is archived-only data in or out?

« Services: does the matrix mark extraction, mapping, cleansing, conversion, sample loads, full loads,
reconciliation, error remediation and acceptance?

* Rehearsals: how many are included, and what does the next cost?

e Acceptance: who signs, on what evidence, and is it in writing?

« Currency and tax: are all quotes restated in one currency and tax basis?

» Exclusions: is every blank cell on the register with an owner?
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Data Analysis and Evidence

Sensitivity of billable excess to the counting definition

Table 3 applies the formulas to the fictional census. The assumed allowance is 500,000 eligible records, and
the fictional excess price is $10,000 per million, chosen only for arithmetic ease and not a market rate or any
provider's price. The base case uses the headers-plus-lines definition (2,099,000 eligible).

Scenario (fictional) Eligible Billable Cost, Cost, rounded up to whole
count excess prorated millions
Base: headers plus lines 2,099,000 1,599,000 $15,990 $20,000
Add 12 more months of history (invoices and 2,853,000 2,353,000 $23,530 $30,000
journals)
Definition changed to headers only 329,000 0 $0 $0
Definition changed to lines only plus masters 1,835,000 1,335,000 $13,350 $20,000
Attachments also counted as records 2,189,000 1,689,000 $16,890 $20,000
Counted per load, 3 loads (sample, rehearsal, 6,297,000 5,797,000 $57,970 $60,000
final)
Counted per load, 4 loads (one more rehearsal) = 8,396,000 7,896,000 $78,960 $80,000

Table 3: Sensitivity of excess cost to history, definition and rehearsal assumptions (Hypothetical Example). All
inputs fictional.

The additional history row adds 754,000 eligible records: 70,000 invoice headers and 420,000 invoice lines,
plus 24,000 journal headers and 240,000 journal lines, which is twelve months at the census's average
monthly volumes. The table shows three things. First, the counting definition moves the answer from zero
excess to more than a million excess records with no change in the data. Second, the rounding rule matters
only if the contract states it, so rounding rows are a question to put to each provider, not a default. Third, the
last two rows show a risk that is easy to miss: if a contract meters records per load rather than per unique
record, another rehearsal changes the count even though no new data exists. Whether a rehearsal is metered
is a drafting question, and the safe response is to ask for the unit to be defined as unique source records per
approved census.

Worked comparison: why restating matters (Hypothetical Example)

Take two fictional quotes for the same census. Provider A quotes a $60,000 fixed fee including a 500,000-
record allowance and two rehearsals, with excess at $12,000 per million, prorated, counting headers plus
lines. Provider B quotes a $45,000 fixed fee including a 250,000-record allowance counting headers only,
excess at $12,000 per million prorated, and $7,000 for each of two required rehearsals.

¢ Provider A on its own definition: 2,099,000 minus 500,000 = 1,599,000 excess; 1.599 x $12,000 =
$19,188; total $79,188.
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» Provider B on its own definition: 329,000 minus 250,000 = 79,000 excess; 0.079 x $12,000 = $948;
plus $14,000 of rehearsals; total $59,948.

« Provider B restated to headers plus lines: 2,099,000 minus 250,000 = 1,849,000 excess; 1.849 x
$12,000 = $22,188; plus $14,000; total $81,188.

On their own definitions Provider B looks $19,240 cheaper ($79,188 minus $59,948). On a common definition
it is $2,000 more expensive. The difference is entirely definitional. Internal labor and optional scope sit outside
these totals and are listed separately. This example is invented, and the right conclusion is that the comparison
method works, not that either provider structure is typical.

What published sources can and cannot support

The quantitative evidence available for this topic is thin, and it is worth being explicit about what was found.

» Vendor structure, no price: Oracle's datasheet publishes tier structure and the 1 million included
record concept without a dollar rate (netsuite.com). It carries a 2025 copyright notice. Buyers should
verify the current sheet, region, edition and tier names, how a record is counted, which data classes
qualify, whether allowances apply per implementation or per entity, and what the signed SOW governs.

« Percentages conflict: a NetSuite cost article gives 15% to 20% of the services budget (netsuite.com),
another NetSuite article cites 10% to 15% attributed to a report from a third party (netsuite.com), and a
third-party SAP pricing page cites 12% as the industry benchmark (checkthat.ai). These three figures
differ, use different denominators, and none is verified here, so none is used in the worksheet.

« Unverified ranges: one ERP cost site names data volume, source-system complexity and data quality
as cost drivers (erpresearch.com), but its dollar ranges carry no stated sample or method and are not
adopted.

e Survey evidence on data issues: Panorama Consulting Group's 2025 ERP Report (172 respondents
per the report, collected January 2024 to January 2025, from an ERP consultancy with a self-selected
sample) found that more than half of organizations stayed within budget (hs.panorama-consulting.com),
that among over-schedule organizations the most common reason was data issues (hs.panorama-
consulting.com), and that organizations are often unprepared for the effort to clean, migrate and
standardize data (hs.panorama-consulting.com). The leading reason for budget overruns in the same
report was an unexpected need for additional technology, not data work (hs.panorama-consulting.com).
That distinction supports reading data scope as a schedule and effort issue as much as a price issue.

- Data quality context: a peer-reviewed study of 75 data quality assessments found on average 47% of
recently created data records had at least one critical error (ideas.repec.org). The sample is a set of
assessments across varied organizations, not NetSuite migrations, so it indicates why cleansing and
rejected-row assumptions deserve explicit lines but cannot be used to predict any one company's error
rate.

« Not found: no named originator was found publishing a count-per-record market rate, a survey of mock-
conversion cycles, or a methodology-backed share of ERP effort consumed by migration. Absence of a
benchmark is itself a reason to ask providers for their assumptions in writing.
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Houseblend

NetSuite tooling limits that interact with counts

Tooling limits explain why providers talk about batches and chunks, and they are not a pricing unit. The CSV
Import Assistant has a limit of 25,000 records or 50 MB per import job (docs.oracle.com). Oracle positions that
tool for small to medium-sized data sets and points to web services for big or ongoing migrations
(docs.oracle.com). Transactions with more than 1,000 lines may affect performance or cause timeouts
(docs.oracle.com). Some transaction types, such as credit memos, are listed as needing another method in
the CSV guidance (docs.oracle.com).

For a quote this means asking which load method each provider assumes, how many import jobs the count
implies, and who handles record types that need another method. If the 25,000-record cap is read against file
rows, the answer depends on the row-count assumption. Because a multi-line transaction repeats its
transaction number on each line row, the file would hold roughly the 1,260,000 fictional invoice line rows,
implying at least 51 import jobs (1,260,000 divided by 25,000); the 59 jobs implied by counting headers plus
lines (1,470,000 divided by 25,000) is a second illustration. Oracle's page does not state whether the cap
applies to file rows or to transactions, so neither job count is confirmed and both are illustrations only. The 50
MB per-job limit may also bind and raise the job count. Either way, the job count is a labor driver whether or
not the contract bills per record. Oracle advises using External ID as the primary key (docs.oracle.com), which
supports reconciling source records to NetSuite records. A quote that leaves out an ID strategy has left out a
reconciliation method.

Implications and Future Directions

For finance leaders, the first implication is a sequencing change in procurement: approve the population and
acceptance deliverables first, compare totals second. The implementation team, not procurement alone,
should approve the census, the counting definition and the acceptance evidence. Procurement then asks each
provider to restate its quote against that baseline. This requires no knowledge of market rates and avoids
anchoring on a percentage whose basis is unclear.

For vendors and consultancies, including the publisher, the implication is transparency. A quote that states its
counting unit with a worked example, its rehearsal count and its exclusions is easier to defend and easier to
compare. The publisher's own quotes should be tested with this worksheet like any other.

Three open questions remain. First, whether providers will converge on a standard counting unit; nothing in the
sources reviewed suggests they will, and the Oracle sheet does not define one. Second, whether current
migration-service terms differ by region, edition or tier from the 2025 sheet; the older SuiteSuccess
descriptions show that terms change over time, so each buyer must verify the current signed SOW. Third,
whether evidence on rehearsal counts and error rates will become public; today it is not, which is why the
worksheet asks for low, base and high assumptions.

The worksheet has limits. It is a proposed reference asset, not original benchmark research, and it produces
no market-rate estimate, duration, guaranteed tier entitlement or industry average. It also does not replace
professional advice on tax, privacy, retention or accounting treatment.
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Frequently Asked Questions (FAQS)

How much does NetSuite data migration cost?

No public source reviewed provides a standard price. Oracle's migration sheet gives tier structure and a 1
million included record concept but no dollar rate (netsuite.com). Cost depends on the population, the counting
definition, history, the services included and the number of rehearsals. Use the formula: modeled cost =
agreed fixed fees + quoted incremental units x quoted rates + explicit optional scope. Show separately
estimated internal labor on its own line in the total effort picture, and do not add it to cash payable.

What should buyers look for in a NetSuite implementation quote?

Look for a written counting unit, an included allowance, an excess rate, a history scope, rehearsal counts,
reconciliation deliverables, named acceptance evidence, exclusions and change-control triggers. Treat any
statement that scope "includes migration" without a census as an unresolved exclusion.

How is the NetSuite data migration scope of work defined?

Start with the record census, then the included-versus-extra matrix, then the acceptance deliverables. The
scope should follow the principle that a statement of work lists a deliverable schedule and performance
standards, as US federal rules require for such statements (acquisition.gov).

How are NetSuite migration record counts defined?

There is no universal definition. Oracle's datasheet does not define a record, and the contract governs. Ask for
a worked example of a multi-line transaction under the provider's definition.

How should data be validated and reconciled?

Name separate count and balance reconciliations, a source of truth for each, an owner and a sign-off.
Governance guidance expects converted data to reconcile with legacy data (theiia.org).

How can NetSuite implementation quotes be compared?

Restate each quote to one counting definition, one history scope, one rehearsal count, one currency and tax
basis, then apply the formulas. Table 3 and the worked comparison show how a gap on stated totals can
reverse.

What hidden costs appear in NetSuite implementation quotes?

The recurring ones are client-side cleansing effort, extra rehearsals, error remediation beyond a cap, history
periods outside the base scope, attachments, expiring service hours, taxes and reimbursed expenses.
NetSuite's cost article names the number of history years as a significant swing factor (netsuite.com).
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Conclusion

A migration quote is a price for a defined population, a defined counting unit and a defined set of services, and
it cannot be compared with another quote until those definitions match. The worksheet in this report makes the
definitions explicit through a record census, a counting-definition sheet and an included-versus-extra matrix,
and it uses four transparent formulas that separate cash cost from internal effort. The fictional examples show
that the same data can produce zero excess records or more than a million, and that two quotes can swap
order once restated.

The evidence base is limited on purpose and by necessity. Oracle's datasheet describes tiers and an included
allowance but forms no contractual obligation, published percentage rules of thumb conflict, and no public
benchmark was found for rehearsal counts or per-record rates. For that reason the recommended action is
procedural: have the implementation team approve the census, counting definition, history scope and
acceptance deliverables, ask every provider to restate its price on that basis, record unresolved exclusions,
and set change-control triggers before signing. Tax, privacy, retention and accounting questions should go to
qualified advisers.

Source links

Links cited in this article, in order of first appearance. Full addresses are provided for readers using extracted text.
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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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