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Executive Summary

NetSuite requirements gathering is the controlled conversion of business intent into buildable, testable, approved
design decisions. Its purpose is not to collect a wish list. Before configuration starts, the team should be able to
show how every in-scope process will work, which requirements standard NetSuite can satisfy, which decisions
require configuration, process change, integration, customization, or deferral, and who approved the result. Oracle's
readiness assessment asks whether current processes have been assessed and ERP business requirements
defined (netsuite.com).

The practical sequence is stakeholder interviews, a Business Process Questionnaire (BPQ), current-state
maps, future-state workshops, a requirement register, fit-gap decisions, a signed Business Requirements
Document (BRD), functional design records, a requirements traceability matrix (RTM), and a scope baseline.
This sequence is consistent with Oracle NetSuite's Channel Implementation Enablement material: its Analyze


https://www.netsuite.com/portal/assets/pdf/infographic-bsa-erp-readiness-assessment-lq-062923.pdf#:~:text=Have%20we%20defined%20our%20ERP%20system%20business%20requirements%3F

checkpoint expects BPQ familiarity (nlcorp.app.netsuite.com), identifies a completed and signed BRD as a
deliverable (nlcorp.app.netsuite.com), and links identified gaps to functional requirements
(nlcorp.app.netsuite.com).

Discovery should cover order-to-cash, procure-to-pay, record-to-report, inventory and fulfilment, project-to-
cash, reporting, integrations, data migration, roles, controls, and exception paths. Each requirement needs a
unique ID, accountable owner, business outcome, acceptance criterion, priority, process, expected standard
configuration, gap disposition, dependency, phase, and approval status. NASA's verification guidance likewise calls
for a unique identifier for each mandatory requirement (nasa.gov), while ISO defines a requirement as a need
together with constraints and conditions (iso.org).

The case for rigor is material but not NetSuite-specific. Project Management Institute (PMI) research covering more
than 2,000 practitioners and analysts found that poor requirements management was associated with 47 percent
of unsuccessful projects not meeting goals and with 5.1 percent of project and program spending being wasted
(pmi.org) (pmi.org). Those figures justify disciplined discovery, not a promise of a particular NetSuite outcome.
Configuration should begin only after the blueprint is internally consistent, traced to acceptance tests, reconciled to
signed scope, and approved by business and technical owners.

Introduction and Background

Requirements gathering sits between software selection and system build. It is the phase in which a sponsor's
goals, a process owner's operating reality, finance's control obligations, and the technical team's constraints
become one agreed design. The result is a decision system, not a transcript of interviews. The UK Government
Service Manual makes the sequencing plain: teams should not start building during discovery (gov.uk), and
discovery should develop a picture of the wider journey around the immediate problem (gov.uk).

That distinction matters in NetSuite. A workshop participant may ask for a field, script, or approval workflow, but the
underlying requirement might be faster exception review, tighter segregation of duties, or a reliable management
report. The discovery team must preserve the business outcome while testing whether standard NetSuite behavior,
a changed process, an integration, a customization, or a later phase is the right response. A gap means a
difference between the agreed future-state need and the proposed solution. It does not mean NetSuite is defective.

Houseblend is a direct provider of NetSuite implementation services. Its published implementation scope includes
discovery, process mapping, solution design, roles, workflows, migration, integrations, testing, training, and
stabilization (houseblend.io), and it describes implementation as a business-process project with technical
consequences (houseblend.io). Buyers can use a specialist NetSuite consultant such as Houseblend where
OneWorld entities, integrations, controls, or cross-functional trade-offs require facilitation. This report remains a
method guide, not a provider comparison. For the wider sequence, budget, and schedule context, see
Houseblend's NetSuite implementation cost and timeline guide.


https://nlcorp.app.netsuite.com/core/media/media.nl?_xt=.pdf&c=NLCORP&h=23506a80eeb9b2169c12&id=78845179#:~:text=Familiarized%20with%20the%20Business%20Process%20Questionnaire%20%28BPQ%29
https://nlcorp.app.netsuite.com/core/media/media.nl?_xt=.pdf&c=NLCORP&h=23506a80eeb9b2169c12&id=78845179#:~:text=Completed%20and%20signed%20BRD%20Document
https://nlcorp.app.netsuite.com/core/media/media.nl?_xt=.pdf&c=NLCORP&h=23506a80eeb9b2169c12&id=78845179#:~:text=Ensured%20that%20identified%20gaps%20within%20the%20BRD%20documents%20should%20be%20linked
https://www.nasa.gov/reference/appendix-d-requirements-verification-matrix/#:~:text=The%20matrix%20should%20identify%20each%20%E2%80%9Cshall%E2%80%9D%20by%20unique%20identifier
https://www.iso.org/obp/ui?_escaped_fragment_=iso%3Astd%3Aiso-iec-ieee%3A29148%3Aed-2%3Av1%3Aen#:~:text=statement%20which%20translates%20or%20expresses%20a%20need%20and%20its%20associated%20constraints%20and%20conditions
https://www.pmi.org/learning/library/requirements-management-survey-13449#:~:text=more%20than%202%2C000%20project%20practitioners%20and%20business%20analysts
https://www.pmi.org/learning/thought-leadership/pulse/core-competency-project-program-success#:~:text=nearly%20half%20%2847%20percent%29%20of%20unsuccessful%20projects%20fail%20to%20meet%20goals
https://www.gov.uk/service-manual/agile-delivery/how-the-discovery-phase-works#:~:text=You%20should%20not%20start%20building%20your%20service%20in%20discovery.
https://www.gov.uk/service-manual/agile-delivery/how-the-discovery-phase-works#:~:text=developing%20a%20picture%20of%20what%20that%20wider%20journey%20looks%20like
https://www.houseblend.io/services/netsuite-implementation#:~:text=That%20usually%20includes%20discovery%20and%20process%20mapping%2C%20solution%20design
https://www.houseblend.io/services/netsuite-implementation#:~:text=NetSuite%20implementation%20is%20not%20just%20a%20technical%20setup%20project.
https://houseblend.io/articles/netsuite-implementation-cost-timeline-guide

What Disciplined Discovery Produces

From interviews to an approved baseline

An effective ERP requirements gathering process narrows uncertainty in stages. Semi-structured interviews

establish objectives and constraints, and may include both stakeholders and users (digital.gov). Interviewers should

vary question types to elicit context, comparisons, and clarification (digital.gov). The BPQ then organizes facts by
process area, entity, volume, role, reporting need, integration, data source, and exception.

Current-state mapping follows. It should show triggers, activities, handoffs, decisions, systems, data, controls,
outputs, and exceptions. GAO guidance says a current-state model creates a common understanding of the
process (gao.gov) and should identify tasks, roles, responsibilities, links, and dependencies (gao.gov). The people
who perform the work should validate it, not only the manager who owns it (gao.gov).

This NetSuite implementation process mapping should capture both the normal route and the exceptions that
alter accounting, inventory, approval, data, or control behavior.

Future-state workshops convert that evidence into decisions. A useful rule is one decision per requirement and one

accountable owner per decision. Assumptions are recorded separately, with a due date and the evidence needed to

close them. Issues describe something already wrong or unresolved. Risks describe uncertain future events.
Dependencies link requirements whose feasibility or timing affects one another.

Table 1 summarizes the pre-build chain and the question each artifact must answer.

Artifact

Stakeholder map and
interview notes

Business Process
Questionnaire

Current-state process
maps

Future-state decisions

Requirement register

BRD and functional
design records

RTM and scope
baseline

Purpose

Establish outcomes, authority,
constraints, and vocabulary

Build a structured fact base
before workshops

Show how work actually moves
today

Define how the operating model
should work

Create the atomic source of
truth

Consolidate business scope
and detail nonstandard
behavior

Connect requirements to
design, build, tests, and release

Minimum content

Sponsor, process owner, user groups,
decision rights, goals, pain points, policy
constraints

Entities, processes, volumes, systems,
roles, reports, data, controls, exceptions

Trigger, steps, handoffs, system, input,
output, exception, control

Decision, options considered, rationale,
owner, date, assumption, dependency

ID, owner, outcome, criterion, priority,
process, fit class, disposition, phase, status

In-scope processes, rules, reports,
integrations, migration, roles, controls, gap
designs

Requirement ID, design reference, test
case, result, change request, phase

Approval evidence

Interview confirmation
and open-question log

Owner review and
consultant follow-up

Performer and owner
validation

Decision-log approval

Row-level owner status

Business and technical
signatures

Sponsor approval and
controlled version


https://digital.gov/guides/research-collaboration/aligning/consensus-building#:~:text=This%20can%20include%20stakeholders%20and%20users.
https://digital.gov/resources/how-create-user-interview-checklist#:~:text=Use%20a%20wide%20variety%20of%20question%20types
https://www.gao.gov/assets/aimd-10.1.15.pdf#:~:text=provide%20the%20agency%20with%20a%20common%20understanding%20of%20the%20process
https://www.gao.gov/assets/aimd-10.1.15.pdf#:~:text=activities%20and%20tasks%2C%20staff%20roles%20and%20responsibilities%2C%20and%20links%20and%20dependencies
https://www.gao.gov/assets/aimd-10.1.15.pdf#:~:text=validated%20by%20the%20people%20who%20actually%20do%20the%20work

The artifacts are deliberately linked. The BPQ is not the BRD, the BRD is not the functional design, and the RTM is
not a duplicate register. The CIE material names a signed BRD at Analyze and signed functional requirement
documents at Design (nlcorp.app.netsuite.com). Traceability preserves why each design exists and how it will be

accepted.

A requirement format that can survive delivery

A strong requirement is atomic, necessary, feasible, unambiguous, testable, and traceable. Evidence should ground
it rather than stakeholder assumptions (gov.uk). Acceptance criteria, complexity, and dependencies belong with the
requirement record (gov.uk).

Table 2 gives a practical register format using one illustrative requirement.

Field
Requirement ID
Owner
Business outcome

Acceptance
criterion

Priority
Process

Standard
configuration

Fit classification
Gap resolution
Dependency
Phase

Approval status

lllustrative entry
OTC-017
Credit manager
Prevent shipment beyond approved customer exposure while allowing documented exception review

Given an order that would exceed the customer's approved limit, the order is held and only the designated
role can approve release, with approver and timestamp retained

Must have
Order-to-cash, credit review

Customer credit limit and order-hold behavior evaluated

Partial fit

Configuration plus an approved exception workflow
Customer master ownership, role matrix, approval policy
Phase 1

Approved by credit and finance owners

This format separates the desired outcome from the proposed solution. NetSuite can put an order on hold when a
customer exceeds a credit limit (docs.oracle.com), but the workshop still has to decide who may release it, what
evidence is required, and how the event is reported. That is why “enable credit limits” is too weak to serve as a

complete requirement.


https://nlcorp.app.netsuite.com/core/media/media.nl?_xt=.pdf&c=NLCORP&h=23506a80eeb9b2169c12&id=78845179#:~:text=Completed%20and%20signed%20FRD%28s%29
https://www.gov.uk/service-manual/user-research/start-by-learning-user-needs#:~:text=be%20based%20on%20evidence%20from%20user%20research%2C%20not%20assumptions
https://www.gov.uk/service-manual/user-research/start-by-learning-user-needs#:~:text=include%20additional%20information%20like%20acceptance%20criteria%2C%20level%20of%20complexity%20and%20dependencies
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_4750146419.html#:~:text=If%20a%20customer%20exceeds%20their%20credit%20limit%2C%20NetSuite%20puts%20the%20order%20on%20hold

Running the NetSuite Implementation Discovery Workshop

Who attends and how decisions are controlled

A NetSuite implementation discovery workshop needs people who can explain work, decide trade-offs, and
assess technical consequences. Attendance changes by stream, but the core group should include:

« Executive sponsor: resolves priority, funding, and cross-functional deadlocks.

* Project manager: owns agenda, dependencies, decision log, risks, and follow-up.

+ Solution lead or NetSuite consultant: explains standard behavior and records design implications.
* Process owner: approves the future state and acceptance criteria.

¢ Subject-matter users: explain normal work, workarounds, volume peaks, and exception paths.

¢ Finance and controllership: define accounting, close, approval, audit, and reconciliation needs.
« IT and security: cover identities, environments, integrations, support, and nonfunctional constraints.

« Data lead: owns source assessment, mapping, cleansing, reconciliation, and cutover rules.

* Report owner: defines audience, purpose, filters, frequency, drill-down, and reconciliation.

The facilitator should circulate the current-state map and decision questions before the meeting. During the
session, each decision receives an owner, date, rationale, and status. Each unresolved assumption receives an

evidence request and due date. Configuration questions are consolidated before build, consistent with the CIE

checkpoint expectation (nlcorp.app.netsuite.com). Meeting minutes matter because Oracle's CIE Configure
checkpoint names them as a deliverable (nlcorp.app.netsuite.com).

Process streams and exception paths

Table 3 is a workshop map. It is not a generic module checklist. Each row identifies decisions that must become
testable requirements.

Workshop
stream

Order-to-cash

Procure-to-pay

Record-to-report

Inventory and

fulfilment

Project-to-cash

Reporting and
analytics

Decisions to make

Customer and item setup, price source, credit, order
approval, fulfilment, billing, cash application, returns

Requisition, purchase order, receipt, bill match, approval
limits, payment, vendor master

Chart structure, segments, journals, allocations,
intercompany, close, consolidation, reconciliation

Locations, bins, status, lots or serials, transfer, pick-
pack-ship, replenishment, count

Project creation, staffing, time and expense, approval,
billing rule, revenue treatment

Audience, decision, definition, source, filters, frequency,
access, reconciliation, export

Exceptions and evidence to capture

Credit hold, partial shipment, price override, tax
exception, short payment, return authorization

Emergency purchase, over-receipt, price variance,
duplicate invoice, prepayment, rejected approval

Late journal, rejected journal, reopened period,
elimination mismatch, foreign-currency adjustment

Backorder, substitution, damaged stock, negative
availability, count variance, failed fulfilment

Late time, rejected expense, cap exceeded,
milestone dispute, billing hold

Missing dimension, stale data, out-of-balance total,
unauthorized access, late refresh


https://houseblend.io/articles/netsuite-consultant-guide
https://nlcorp.app.netsuite.com/core/media/media.nl?_xt=.pdf&c=NLCORP&h=23506a80eeb9b2169c12&id=78845179#:~:text=Prepared%20a%20draft%20consolidated%20list%20of%20configuration%20questions
https://nlcorp.app.netsuite.com/core/media/media.nl?_xt=.pdf&c=NLCORP&h=23506a80eeb9b2169c12&id=78845179#:~:text=Meeting%20Minutes%20from%20Configuration%20Session%28s%29

Workshop Decisions to make Exceptions and evidence to capture

stream
Integrations System of record, direction, field map, frequency, Duplicate, missing message, rejected record,
authentication, monitoring, retry, support owner timeout, partial batch, replay
Data migration Objects, history, cleansing, transformation, ownership, Missing key, invalid value, duplicate master,
mock load, reconciliation, cutover unmapped status, imbalance
Roles and Job roles, permissions, approvals, segregation, Termination, temporary access, conflicting duty,
controls emergency access, audit evidence failed approval, control override

The rows are connected. Procure-to-pay must name approvers and approval limits (docs.oracle.com). Record-to-
report must decide whether journals require approval before posting (docs.oracle.com). Inventory discovery should
span purchasing, receiving, manufacturing, selling, fulfilling, and replenishing rather than isolate the warehouse
handoff (docs.oracle.com). Project-to-cash must define when approved time becomes billable (docs.oracle.com).

Exception paths deserve their own swimlanes. A happy-path map hides the decisions that create the most design
contention: who can override a hold, what happens to an integration error, which date controls posting, and how a
failed approval is re-routed. For interfaces, GAO guidance calls for data fields and controls over completeness and
accuracy (gao.gov) and for errors to be identified, isolated, analyzed, and corrected promptly (gao.gov).

From Fit-Gap Analysis to the Solution Blueprint

Classify the finding before choosing the disposition

A NetSuite fit gap workshop evaluates a requirement against a proposed future-state solution. The classification
should be simple and neutral:

« Fit: standard NetSuite behavior satisfies the approved acceptance criterion.
« Partial fit: standard behavior satisfies part of the requirement, but a decision or additional treatment is

needed.
* Gap: the approved criterion is not satisfied by the proposed standard design.
e Unknown: evidence, a prototype, or a policy decision is still required.

Classification is diagnosis, not disposition. After the NetSuite fit gap analysis, the team chooses one of five
responses:

* Configuration: use native settings, forms, roles, workflows, reports, or features.

¢ Process change: adopt a supported operating method and revise the procedure or responsibility.
¢ Integration: exchange data or events with another authoritative system.

¢ Customization: add scripted or custom behavior when the value and control case justify it.

« Deferral: move a lower-priority requirement to a later approved phase.

Oracle advises teams to plan and review customizations before building them (docs.oracle.com). That advice
supports deliberate disposition, not a blanket preference. A process change may reduce build complexity but
increase training or policy work. An integration may preserve a specialist system but create monitoring and support


https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_N2395258.html#:~:text=specify%20approvers%20for%20employees%20and%20set%20approval%20limits
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_4750146419.html#:~:text=Journal%20entries%20require%20approval%20in%20line%20with%20Journal%20Entry%20Approval%20Policy%20prior%20to%20posting
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_N2251098.html#:~:text=Purchasing%2C%20Receiving%2C%20Manufacturing%2C%20Selling%2C%20Fulfilling%2C%20and%20Replenishing.
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_N1204906.html#:~:text=Project%20time%20must%20be%20entered%20and%20approved%20to%20be%20billable.
https://www.gao.gov/assets/gao-09-232g.pdf#:~:text=the%20data%20fields%20being%20interfaced%2C%20the%20controls%20to%20reasonably%20assure
https://www.gao.gov/assets/gao-09-232g.pdf#:~:text=all%20errors%20are%20identified%2C%20isolated%2C%20analyzed%2C%20and%20corrected%20in%20a%20timely%20manner.
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/bridgehead_4573918016.html#:~:text=Plan%20and%20review%20before%20you%20build%20customizations%20to%20meet%20user%20needs.

dependencies. A customization may be appropriate when a differentiating process or control cannot otherwise be
met.

BRD, functional design, and traceability

The NetSuite business requirements document consolidates the approved operating scope. It should state
objectives, organizational scope, in-scope and out-of-scope processes, roles, requirements, assumptions,
dependencies, reports, integrations, migration objects, controls, acceptance approach, and open decisions.
Detailed functional design records then specify the behavior required for each gap, including data, logic,
permissions, error handling, and test conditions.

The NetSuite solution blueprint is the approved set of these linked artifacts, not necessarily one document with
that exact Oracle title. Oracle's CIE material uses BPQ, BRD, and functional requirement document terminology. It
expects gaps in the BRD to be linked to draft functional documents (nlcorp.app.netsuite.com). The local blueprint
label is useful only if its contents remain traceable.

An RTM connects requirement ID to source, process, design record, configuration or build item, test case, result,
defect or change request, and release phase. |IBA states that traceability supports change control by preserving a
requirement's source (iiba.org). ISO describes an RTM as a structured artifact that links requirements (iso.org).
Bidirectional tracing also exposes orphan designs and untested requirements (nasa.gov).

Making Reports, Controls, Data, and Integrations Testable

Vague nonfunctional statements are expensive because they postpone decisions. “Management needs timely
reporting” should become a named report with a defined audience, purpose, owner, source, dimensions, filters,
refresh point, access role, reconciliation source, and acceptance tolerance. IIBA's reporting guidance asks who will
use a report, for what purpose, and how often (iiba.org). NIST guidance says outputs should specify destination,
units, timing, and valid ranges (nist.gov).

Control requirements require the same precision:

+ Control objective: what risk the control addresses.

* Trigger and frequency: when the control operates.

+ Performer and approver: which roles act and sign off.

+ Evidence: what record proves performance.

« Exception: what happens when the control fails.

* Acceptance test: the scenario, expected result, and retained evidence.

UK government guidance says control documentation should name the performer and overall sign-off owner
(gov.uk) and document how effectiveness testing was planned and performed (gov.uk). NetSuite workflows can
extend segregation-of-duties controls beyond role-based security (docs.oracle.com).

Integration requirements should name the system of record, direction, trigger, field mapping, transformations,
authentication, frequency, volume, latency, duplicate handling, retry, monitoring, reconciliation, support owner, and
escalation path. NASA's interface outline includes data standards, timing, protocols, error handling, initialization,


https://nlcorp.app.netsuite.com/core/media/media.nl?_xt=.pdf&c=NLCORP&h=23506a80eeb9b2169c12&id=78845179#:~:text=Ensured%20that%20identified%20gaps%20within%20the%20BRD%20documents%20should%20be%20linked
https://www.iiba.org/knowledgehub/the-business-analysis-standard/4-implementing-business-analysis/4-4-understanding-requirements-and-designs/#:~:text=Traceability%20supports%20change%20control%20by%20ensuring%20the%20source%20of%20a%20requirement
https://www.iso.org/obp/ui?_escaped_fragment_=iso%3Astd%3Aiso-iec-ieee%3A29148%3Aed-2%3Av1%3Aen#:~:text=structured%20information%20artifact%20that%20links%20requirements
https://www.nasa.gov/reference/appendix-c-how-to-write-a-good-requirement/#:~:text=bidirectionally%20traceable%20to%20higher-level%20requirements%20or%20mission%20or%20system-of-interest%20scope
https://www.iiba.org/business-analysis-blogs/how-to-design-proper-reports/#:~:text=who%20will%20use%20it%2C%20for%20what%20purpose%2C%20and%20how%20often.
https://nvlpubs.nist.gov/nistpubs/Legacy/IR/nistir4909.pdf#:~:text=specify%20destinations%20of%20outputs%2C%20units%20of%20measure%2C%20timing%2C%20range%20of%20valid%20outputs
https://www.gov.uk/government/publications/help-with-vat-compliance-controls-guidelines-for-compliance-gfc8/general-approach-to-vat-compliance-controls-part-2#:~:text=record%20who%20is%20responsible%20for%20the%20control%20activity%2C%20and%20who%20has%20overall%20sign-off
https://www.gov.uk/government/publications/help-with-vat-compliance-controls-guidelines-for-compliance-gfc8/general-approach-to-vat-compliance-controls-part-2#:~:text=document%20how%20testing%20the%20effectiveness%20of%20the%20control%20has%20been%20planned%20and%20performed
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_4604128838.html#:~:text=Workflows%20provide%20additional%20segregation%20of%20duties%20controls%20beyond%20logical%20security.

functions, and status (nasa.gov). UK readiness guidance adds recovery procedures, support owners, and
escalation (gov.uk).

Migration requirements should name every object, source, filter, owner, cleansing rule, mapping, transformation,
load order, history policy, mock cycle, reconciliation, and cutover criterion. Oracle recommends cleaning data before
import (docs.oracle.com). Field and value mapping should explicitly connect source to target (learn.microsoft.com).
A final mock conversion should include validation and reconciliation before user acceptance (gao.gov).

Scope, Decisions, and Change Governance

Signed scope is a baseline, not a ban on learning. A baseline is formally agreed work that becomes the basis for
further development (sebokwiki.org). Any new or changed requirement should therefore enter a visible change path:

1. Log: record the proposed change, requester, reason, and affected requirement IDs.

2. Analyze: assess process, design, control, data, integration, test, schedule, and commercial impacts.
3. Recommend: present options, including replace, defer, or reject.

4. Decide: route to the authority defined by materiality and scope thresholds.

5. Update: revise the register, BRD, design, RTM, plan, and assumptions as required.

6. Communicate: notify affected owners and preserve decision evidence.

NASA requirements guidance permits baseline changes after approval by the designated change authority
(nasa.gov). Its interface-management guidance also calls for impact evaluation and a recorded approval or
rejection (nasa.gov). lIBA similarly emphasizes tracking and communicating approval decisions (iiba.org).

An assumptions log prevents silent scope. Each assumption should state its owner, validation method, deadline,
affected requirements, and consequence if false. A decision log should preserve the options considered and
rationale. The sponsor should see unresolved decisions by business impact, not as a flat list. Configuration starts
only when remaining unknowns are explicitly accepted and do not undermine the baseline.

Data Analysis and Evidence

The strongest available quantitative evidence concerns requirements and project governance generally, not
NetSuite discovery specifically. It should inform the method without being presented as a NetSuite performance
benchmark.

PMI's 2014 study surveyed more than 2,000 project practitioners and business analysts (pmi.org). It reported that
poor requirements management was the primary reason 47 percent of unsuccessful projects did not meet goals
(pmi.org), estimated waste at 5.1 percent of project and program spending (pmi.org), and found only 24 percent of
organizations performed well at recognizing and developing requirements-management skills (pmi.org). These are
association-based survey findings from 2014, not causal estimates for current NetSuite projects.

PMI's 2018 global research put project-performance waste at 9.9 percent of investment, down from 13.5 percent in
2013 (pmi.org). The same publication reported success rates of 92 percent among organizations it classified as
champions versus 32 percent among underperformers (pmi.org). Another PMI analysis reported that 52 percent of


https://www.nasa.gov/reference/appendix-l-interface-requirements-document-outline/#:~:text=data%20standards%2C%20message%20timing%2C%20protocols%2C%20error%20detection%2Fcorrection%2C%20functions%2C%20initialization%2C%20and%20status
https://www.gov.uk/government/publications/gate-review-4-readiness-for-service/gate-4-review-readiness-for-service#:~:text=interface%20recovery%20including%20support%20owners%20and%20escalation%20processes.
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/bridgehead_4573903549.html#:~:text=Clean%20up%20your%20data%20before%20importing
https://learn.microsoft.com/en-us/dynamics365/guidance/implementation-guide/data-management-configuration-data-migration#:~:text=Mapping%20and%20transforming%20the%20data%20fields%20and%20values%20between%20the%20source%20and%20target%20systems.
https://www.gao.gov/assets/a244270.html#:~:text=is%20used%20as%20the%20final%20data%20validation%20and%20reconciliation%20prior%20to%20User
https://sebokwiki.org/wiki/Baseline_%28glossary%29#:~:text=serves%20as%20the%20basis%20for%20further%20development
https://www.nasa.gov/reference/6-2-requirements-management/#:~:text=make%20changes%20if%20approved%20by%20change%20board
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projects completed in the prior 12 months experienced scope creep or uncontrolled scope change (pmi.org).
Together, these figures support formal baselines and change paths, though they do not set an acceptable change
rate for an individual implementation.

Requirements quality is also multidimensional. A 2022 systematic mapping study began with 6,905 articles from six
academic databases and retained 105 relevant primary studies (springer.com) (springer.com). It identified 111
subtypes of quality attributes (springer.com) and found case studies and experiments comprised 93 percent, or 102
of 110, of applied research methods (springer.com). The implication is practical: no single readability check can
establish requirement quality.

A modeled aerospace-systems analysis from Carnegie Mellon estimated that about 70 percent of defects
originated in requirements and design and that requirements-related errors accounted for 79 percent of rework cost
(sei.cmu.edu) (sei.cmu.edu). Those estimates come from a modeled engineering context, not ERP field data, so
they illustrate the economics of earlier decisions rather than predict savings.

Finally, NIST's historical 2002 study estimated inadequate software testing could cost the United States as much as
$59 billion annually (nist.gov). This broad estimate does not quantify NetSuite discovery value. It reinforces why
acceptance criteria, RTM coverage, sandbox testing, and migration reconciliation belong in the blueprint rather than
being invented after configuration.

lllustrative Worked Example (Hypothetical Example)

lllustrative only: Northstar Instruments is a fictional, non-identifiable scale-up with two legal entities, direct sales, a
small warehouse, subscription support, and a customer relationship management (CRM) platform. No timeline,
cost, client result, or benchmark is implied.

Interviews reveal that sales promises requested ship dates, operations releases available inventory, finance blocks
customers over their credit limit, and support entittements begin after invoicing. The current-state map shows three
exception paths: partial shipment, credit override, and a CRM order missing a valid item code. The sponsor's
outcome is faster order release without weakening credit control.

The BPQ and workshops create four linked requirements:

¢ OTC-017: hold an order exceeding approved exposure and restrict release to the credit role.

¢ INT-006: reject and quarantine a CRM order with an unmapped customer or item, notify the integration
owner, and permit controlled replay.

+« REP-011: show held orders by customer, amount, age, reason, and owner, reconciling to the open-order
population.

e CTL-004: retain approver, timestamp, reason, and before-and-after credit values for an override.

The fit-gap workshop classifies OTC-017 as a partial fit because the standard credit hold addresses the trigger but
not the complete approval evidence. The disposition is configuration plus an approval workflow. INT-006 is an
integration gap with error handling and replay. REP-011 is a configured report after the dimensions and
reconciliation tolerance are agreed. CTL-004 depends on the role matrix and workflow design.


https://www.pmi.org/learning/library/scope-creep-rising-11308#:~:text=52%20percent%20of%20projects%20completed%20in%20the%20last%2012%20months
https://link.springer.com/article/10.1007/s00766-021-00367-z#:~:text=retrieved%206905%20articles%20from%20six%20academic%20databases
https://link.springer.com/article/10.1007/s00766-021-00367-z#:~:text=filtered%20down%20to%20105%20relevant%20primary%20studies
https://link.springer.com/article/10.1007/s00766-021-00367-z#:~:text=We%20identified%20111%20sub-types%20of%20quality%20attributes
https://link.springer.com/article/10.1007/s00766-021-00367-z#:~:text=these%20methodologies%20account%20for%2093%25%20%28102%2F110%29%20of%20all%20methodologies%20applied
https://www.sei.cmu.edu/blog/analysis-system-architecture-virtual-integration-nets-significant-savings/#:~:text=Approximately%2070%20percent%20of%20defects%20are%20requirements%20and%20design%20defects
https://www.sei.cmu.edu/blog/analysis-system-architecture-virtual-integration-nets-significant-savings/#:~:text=Requirement%20related%20re-work%20cost%20amounts%20to%2079%20percent
https://www.nist.gov/programs-projects/webapi#:~:text=annual%20cost%20to%20the%20country%20for%20inadequate%20testing%20is%20as%20high%20as%2059%20billion%20dollars

The functional design records the workflow states, roles, naotifications, evidence, and exception handling. The RTM
links each requirement to its design record and test. A test for OTC-017 creates an order that crosses the limit,
confirms the hold, attempts release with an unauthorized role, completes authorized approval, and verifies the audit
evidence. NASA guidance says measurable performance criteria can include timing, throughput, latency, accuracy,
and precision (nasa.gov).

One late request proposes sending the credit decision back to CRM. Governance treats it as a change, assesses
fields, security, monitoring, testing, and support ownership, then either approves it into the baseline or defers it. This
protects traceability without pretending discovery can eliminate all later learning.

Implications and Future Directions

The practical implication for CFOs, COOs, IT directors, sponsors, and process owners is that discovery quality can
be judged before configuration. A stack of workshop notes is not sufficient. Readiness exists when decisions are
atomic, outcomes are testable, process and exception paths are mapped, and ownership is explicit.

Three design pressures increase the value of expert facilitation. First, OneWorld structures require early decisions
about subsidiaries and hierarchy. Oracle advises planning the subsidiary hierarchy and creating a visual
representation (docs.oracle.com). Second, integrations cross system and team boundaries, so seemingly local
choices affect data ownership, exception monitoring, and support. Third, financial and access controls force trade-
offs between convenience, evidence, and segregation. Canada guidance, for example, calls for access approval
oversight by someone other than the requester (canada.ca).

The future blueprint should also accommodate controlled iteration. SuiteSuccess provides predefined components
based on industry leading practices (docs.oracle.com), but a predefined starting point does not remove the need to
validate entity structures, roles, integrations, data, reporting, controls, and exception paths. The most durable
deliverable is therefore the traceable decision model that can absorb approved changes without losing intent.

Discovery exit checklist

The buyer is ready to configure only when the answer to each relevant item is yes:

¢ Outcomes: Are sponsor objectives and measurable business outcomes approved?

¢ Scope: Are in-scope and out-of-scope entities, processes, modules, reports, integrations, data, and phases
explicit?

+ People: Are process owners, decision authorities, delivery roles, and approvers named?

¢ Current state: Have performers and owners validated maps, including handoffs and exceptions?

+ Future state: Are process decisions, policies, assumptions, and unresolved items recorded with owners?

* Requirements: Does every requirement have an ID, owner, outcome, acceptance criterion, priority,
dependency, phase, and status?

« Fit-gap: Is every requirement classified, with a separate disposition and rationale?

» Reports: Are audience, purpose, source, fields, frequency, access, reconciliation, and acceptance defined?

+ Controls: Are objective, performer, approver, evidence, exception, and test scenario defined?

+ Integrations: Are ownership, fields, direction, timing, security, errors, retry, monitoring, and support defined?
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¢ Migration: Are objects, mapping, cleansing, mock loads, reconciliation, ownership, and cutover criteria
defined?

* Roles: Is the role and permission matrix approved, including conflicting duties and emergency access?

« Design: Are nonstandard requirements linked to approved functional design records?

e Traceability: Does the RTM connect requirements to design, build, tests, and release?

+ Governance: Is the change path, threshold, authority, and decision evidence agreed?

« Sign-off: Have business, finance, IT, security, data, and sponsor owners signed the applicable baseline?

The CIE material's later checkpoint names training plans, user guides, and finalized user acceptance testing scripts
(nlcorp.app.netsuite.com). Discovery should establish the requirements and traceability from which those validation
artifacts will be built.

Frequently Asked Questions (FAQSs)

What is the difference between a BPQ and a BRD?

The BPQ is a structured fact-gathering instrument. It helps the consultant understand entities, processes, systems,
volumes, roles, reports, data, controls, and exceptions. The BRD is the approved statement of business scope and
requirements after interviews, mapping, workshops, and decisions. Oracle's CIE sequence reviews the completed
BPQ for potential gaps before the signed BRD deliverable (nlcorp.app.netsuite.com).

Is a fit-gap finding a NetSuite defect?

No. A fit-gap finding records whether a proposed standard design satisfies an approved requirement. It may reflect
a distinctive business policy, another system's responsibility, an unresolved decision, or a need for configuration,
process change, integration, customization, or deferral. It is a design classification, not a product-quality verdict.

How detailed should acceptance criteria be?

They should be detailed enough for an independent tester to create a scenario, input, expected result, evidence,
and pass condition. For reports, include reconciliation and tolerance. For controls, include performer, approver,
frequency, and retained evidence. For interfaces, include success and error paths. 1IBA describes validation in
terms of measurable evaluation criteria tied to the intended outcome (iiba.org).

When should configuration begin?

Configuration should begin after the relevant blueprint slice is approved, requirements are testable, fit-gap
dispositions are decided, dependencies are understood, and scope governance is active. Controlled system
changes should be tested, validated, and documented before finalization (nist.gov).

What does a NetSuite requirements gathering checklist replace?

It replaces nothing. A checklist is an exit-control aid, not a substitute for interviews, process evidence, decisions,
requirement records, functional designs, traceability, or signatures. Used correctly, it exposes missing artifacts and
owners before build.
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Conclusion

NetSuite requirements gathering is complete when the organization has an approved, traceable basis for
configuration. That basis begins with interviews and the BPQ, moves through validated current-state maps and
future-state decisions, and becomes an atomic requirement register, fit-gap analysis, BRD, functional designs,
RTM, and signed scope baseline.

The decisive quality test is not document volume. It is whether a tester can trace each approved business outcome
through process, design, build, and acceptance, while a sponsor can see ownership, assumptions, dependencies,
phase, and change history. Fit, partial fit, and gap are neutral classifications. Configuration, process change,
integration, customization, and deferral are deliberate dispositions.

For buyers, the discovery exit checklist is the practical gate. If reporting lacks reconciliation, controls lack evidence,
interfaces lack error ownership, migration lacks mock-load criteria, or requirements lack acceptance tests, the
project is not ready to configure. Where multiple entities, cross-functional handoffs, integrations, or financial
controls create design trade-offs, experienced NetSuite facilitation can help turn competing preferences into one
approved blueprint. The resulting blueprint should remain a living, governed decision model throughout build,
validation, deployment, and later change.

For informational purposes. Verify critical medical, legal, financial, regulatory, and technical information with qualified professionals and primary

sources.



