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Project charter signed. Team
introductions. Current-state HR process
mapping. Requirements workshops.
Tenant setup and access provisioned.

 

System Integration Testing (SIT). First
data migration load. Integration testing.
Test defect tracking and resolution.
Training material development begins.

 

Foundation Objects configured.
Employee data model built. Business
Rules written. Workflows designed and
configured. Permissions structure set up.
Integration mapping started.

Functional Design Document (FDD). 
Configured test tenant. Integration
specification. Data migration template
design. Permission matrix.

Confirmed project scope. HR process
documentation. Foundation Object
design draft. Project plan and RACI.

SIT sign-off. Data migration validation
report. Defect log resolved to agreed
threshold. Integration test results.
Training materials draft.

 

FDD not reviewed by HR. Integration
scope underestimated. Permission
design left too late. Business Rules
written without test cases — errors
discovered only in UAT.

 

Data quality issues surface. Source
data arrives late or incomplete. Defects
not prioritized — critical issues mixed
with cosmetic ones. Testing compressed
to save time.

 

Scope not agreed in writing. Key HR
stakeholders not available. Tenant
access delayed. These issues compound
every week they're left unresolved.

PROJECT TIMELINE

Timelines vary significantly — a straightforward single-country EC implementation can go live in 4 months. A multi-country rollout
with payroll integration can take 12–18 months. This guide uses a typical mid-size single-country EC implementation as reference. 
The phases are consistent even when durations differ.
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Design & Configuration

Testing & Data Migration

Project Kickoff & Discovery

KEY ACTIVITIES

KEY ACTIVITIES

KEY ACTIVITIES

DELIVERABLES

DELIVERABLES

DELIVERABLES

WHAT GOES WRONG

WHAT GOES WRONG

WHAT GOES WRONG

Data migration reality: the first migration load will reveal data quality issues in the source system. Plan for 2–3 migration cycles minimum. Teams
that plan for one are always surprised by the second.

Gate check before Phase 2: Foundation Object design must be reviewed and signed off by HR. Changes to org structure after configuration begins
are expensive. This is the cheapest moment to get it right.



SmartPeople

PHASE 4

Weeks 15–18

PHASE 5

Weeks 19–26

SF PROJECT TIMELINE: FROM KICKOFF TO GO-LIVE Smart Knowledge Hub · 2026

SmartPeople

 

User Acceptance Testing with business
users. UAT defect triage and
resolution. Cutover plan finalized. End-
user training delivered. Go-live decision
gate.

 

Final cutover execution. System freeze
of old system. Production go-live.
Hypercare support team active. First
payroll run (if applicable). Adoption
monitoring.

Signed UAT sign-off document.
Cutover runbook. Trained user
population. Go/No-Go decision with
documented risks. Hypercare plan.

Live SF production system. Hypercare
issue log. First-week adoption report.
Knowledge transfer to internal team.
Project closure documentation.

 

Hypercare team dismantled too early. 
Internal team not ready to own the
system. First payroll run issues not
anticipated. Adoption not measured —
problems become systemic before
anyone notices.

 

Business users not available for UAT. 
UAT used to redesign scope — not to
validate it. Go-live pressure overrides
unresolved critical defects. Training
delivered too early — users forget by go-
live.

RUNS THROUGHOUT

Change Management — communication,
stakeholder engagement, resistance
management. Starts at kickoff, peaks at go-
live.

RUNS THROUGHOUT

Risk Management — risk log updated
weekly. Each risk: owner, probability, impact,
mitigation. Reviewed at every steering
committee.

RUNS THROUGHOUT

Scope Control — every change request
formally documented, estimated and
approved. No verbal scope changes. Ever.

PROJECT TIMELINE

!

Go-Live & Hypercare

UAT & Cutover Preparation

KEY ACTIVITIES

KEY ACTIVITIES

DELIVERABLES

DELIVERABLES

WHAT GOES WRONG

WHAT GOES WRONG

The go/no-go decision: every critical defect must have a documented resolution plan before go-live is authorized. "We'll fix it after" is not a plan. List
every open issue, its severity, and what happens if it's not resolved before going live.

Cross-Phase Responsibilities
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Before Go-Live

 

Before Phase 2

 

Before Phase 3

 

SMART PEOPLE GLOBAL ACADEMY — TEAM-AS-A-SERVICE

Need experienced SF consultants for your implementation?
Smart People provides certified SF consultants with active project experience — for full implementations, project rescue, or targeted workstream
support. We know what a healthy SF project looks like at every phase.

→ smartpeople.pl/academy  |  Team-as-a-Service  |  Contact us to discuss your project
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DATA
Source data not delivered by agreed date. No data owner identified on
client side. First migration load attempted with uncleaned data.

SCOPE
Requirements still being discussed in Phase 3. Verbal scope changes
accepted without change requests. "Out of scope" never said on the
project.

TESTING
UAT compressed into less than 2 weeks. Business users not released
from daily duties for testing. Defect log not actively managed — issues
reappear in later phases.

STAKEHOLDERS
HR lead unavailable for design workshops. Sponsor not engaged after
kickoff. IT team not involved in integration decisions until Phase 3.

GO-LIVE PRESSURE
Date fixed in contract regardless of readiness. Leadership pushing to
go live despite open critical defects. No documented go/no-go decision
process.

PROJECT TIMELINE

Phase Gate Checklist
Do not proceed to the next phase without completing these:

Red Flags — Project at Risk

FoundationObject design signed off by HR

Project scope documented and agreed

All team members confirmed and available

FDD reviewed and approved by client HR lead

Integration specifications agreed with IT

Data migration templates distributed to client

UAT signed off — no open critical defects

Cutover runbook rehearsed and approved All

users trained and access confirmed Hypercare

team and escalation path confirmed
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	Timelines vary significantly — a straightforward single-country EC implementation can go live in 4 months. A multi-country rollout with payroll integration can take 12–18 months. This guide uses a typical mid-size single-country EC implementation as reference.  The phases are consistent even when durations differ.
	PHASE 1
	Weeks 1–3



	Project Kickoff & Discovery
	Gate check before Phase 2: Foundation Object design must be reviewed and signed off by HR. Changes to org structure after configuration begins are expensive. This is the cheapest moment to get it right.
	PHASE 2
	Weeks 4–8



	Design & Configuration
	PHASE 3
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	Testing & Data Migration
	Data migration reality: the first migration load will reveal data quality issues in the source system. Plan for 2–3 migration cycles minimum. Teams that plan for one are always surprised by the second.
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	PHASE 4
	Weeks 15–18



	UAT & Cutover Preparation
	User Acceptance Testing with business users. UAT defect triage and resolution. Cutover plan finalized. End- user training delivered. Go-live decision gate.
	Signed UAT sign-off document. Cutover runbook. Trained user population. Go/No-Go decision with documented risks. Hypercare plan.
	Business users not available for UAT.  UAT used to redesign scope — not to validate it. Go-live pressure overrides unresolved critical defects. Training delivered too early — users forget by go- live.
	The go/no-go decision: every critical defect must have a documented resolution plan before go-live is authorized. "We'll fix it after" is not a plan. List every open issue, its severity, and what happens if it's not resolved before going live.
	PHASE 5
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	Go-Live & Hypercare
	Final cutover execution. System freeze of old system. Production go-live. Hypercare support team active. First payroll run (if applicable). Adoption monitoring.
	Live SF production system. Hypercare issue log. First-week adoption report. Knowledge transfer to internal team. Project closure documentation.
	Hypercare team dismantled too early.  Internal team not ready to own the system. First payroll run issues not anticipated. Adoption not measured — problems become systemic before anyone notices.

	Cross-Phase Responsibilities
	RUNS THROUGHOUT Change Management — communication, stakeholder engagement, resistance management. Starts at kickoff, peaks at go- live.
	RUNS THROUGHOUT Risk Management — risk log updated weekly. Each risk: owner, probability, impact, mitigation. Reviewed at every steering committee.
	RUNS THROUGHOUT Scope Control — every change request formally documented, estimated and approved. No verbal scope changes. Ever.
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	Phase Gate Checklist Do not proceed to the next phase without completing these:

	Before Phase 2
	FoundationObject design signed off by HR
	Project scope documented and agreed All team members confirmed and available

	Before Phase 3
	FDD reviewed and approved by client HR lead
	Integration specifications agreed with IT Data migration templates distributed to client

	Before Go-Live
	UAT signed off — no open critical defects Cutover runbook rehearsed and approved All users trained and access confirmed Hypercare team and escalation path confirmed


	Red Flags — Project at Risk
	SCOPE Requirements still being discussed in Phase 3. Verbal scope changes accepted without change requests. "Out of scope" never said on the project.
	STAKEHOLDERS HR lead unavailable for design workshops. Sponsor not engaged after kickoff. IT team not involved in integration decisions until Phase 3.
	DATA Source data not delivered by agreed date. No data owner identified on client side. First migration load attempted with uncleaned data.
	TESTING UAT compressed into less than 2 weeks. Business users not released from daily duties for testing. Defect log not actively managed — issues reappear in later phases.
	GO-LIVE PRESSURE Date fixed in contract regardless of readiness. Leadership pushing to go live despite open critical defects. No documented go/no-go decision process.
	SMART PEOPLE GLOBAL ACADEMY — TEAM-AS-A-SERVICE Need experienced SF consultants for your implementation? Smart People provides certified SF consultants with active project experience — for full implementations, project rescue, or targeted workstream support. We know what a healthy SF project looks like at every phase. → smartpeople.pl/academy  |  Team-as-a-Service  |  Contact us to discuss your project
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