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WHAT YOU WILL LEARN AND WHY IT MATTERS

The go-live event is the moment the organization has been working toward for months — the transition

from the legacy system to the new ERP as the system of record. It is also the moment of maximum

operational risk: the moment when the comprehensive testing program, however rigorous, must be

replaced by actual production use, and when the issues that testing did not surface become visible in the

real business environment. The first ninety days after go-live — the stabilization period — determine

whether the implementation achieves durable operational success or becomes one of the ERP

implementations that struggles for months before either recovering or being abandoned.

The go-live and stabilization period requires a specific leadership posture from the CFO: present, decisive,

and honest. Present because the visibility of executive commitment is most important precisely when

things are hardest. Decisive because the real-time issues that arise during go-live require fast decisions

with incomplete information, and delay compounds the operational disruption. And honest because the

communication discipline that builds long-term trust — honest acknowledgment of the challenges

alongside clear description of the responses — is most critical when organizational confidence in the

system is most fragile.

This part covers the complete go-live and stabilization framework: the go-live day sequence and

contingencies, the hypercare structure that provides intensive post-go-live support, the most common

go-live failure modes and their real-time responses, the stabilization milestones that signal genuine

operational stability, and the communication approach to the board, investors, and employees through the

transition period.

THE GO-LIVE DAY SEQUENCE

The go-live day is a planned event with a specific sequence of activities — not a single switch-throwing

moment but an orchestrated transition that moves the organization from the legacy system to the new

system in a controlled, verifiable progression. The cutover plan documents every activity in this sequence

with its owner, its timing, its completion criteria, and its contingency if the activity encounters a problem.

The pre-go-live activities in the cutover plan typically span the final week before the go-live date and

include the final data migration load — moving the opening balances and open transactions from the

legacy system to the new system at the migration cutoff date — the final integration test — verifying that

all integrations are operational with the production data and production system configuration — the system

access provisioning — creating user accounts and configuring access controls for all production users —

and the go-live readiness confirmation — the final review of the readiness assessment against the criteria

established in Part Twelve.

The go-live day activities follow a specific sequence designed to minimize operational risk. The legacy

system is put into read-only mode — transactions can no longer be entered, but historical records remain
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accessible — at the defined cutoff time. The final data migration delta — the transactions that occurred in

the legacy system after the initial migration load — is extracted, validated, and loaded into the new

system. The data validation scripts are run to confirm that the migration is complete and accurate. The

integration connections are activated for production data flow. The system access is enabled for

production users. And the first transaction in the new system is posted — the symbolic action that confirms

the system is operational — typically the opening balance journal entry that records the financial position

of the business at the go-live date.

The contingency protocol specifies the conditions under which the go-live will be rolled back to the legacy

system and the steps required to execute that rollback. The most common rollback trigger conditions are

discovery of critical data migration failures that would corrupt the financial records, identification of critical

system defects that were not caught in testing and that prevent required processes from functioning, and

failure of critical integration connections that prevent the new system from receiving data required for

operation. The decision authority for the rollback — the specific individual who can authorize returning to

the legacy system — should be defined in advance and communicated to all go-live participants, to

prevent the rollback decision from being delayed by uncertainty about who can make it.

THE HYPERCARE PERIOD

The hypercare period is the intensive support structure for the first thirty days after go-live — the period

when user adoption is lowest, system issues are most frequent, and operational resilience is most

dependent on the quality and responsiveness of the support available. The hypercare structure must

provide significantly more support than the steady-state support model will eventually offer, because the

combination of new system unfamiliarity, residual configuration issues, and integration teething problems

creates a support demand in the first month that is typically three to five times higher than the steady-state

support level.

The implementation partner's hypercare team should be on site — or available in real time through video

conferencing — for the entire first week after go-live, transitioning to daily availability in weeks two and

three, and weekly availability in week four. The hypercare team should include the functional consultants

who performed the implementation configuration, because the issues that arise in production use

frequently require the detailed configuration knowledge that only the implementation team has. Replacing

the implementation team with a separate support team at go-live — before the configuration knowledge

has been transferred — is one of the most common and most costly hypercare failures.

The internal first-line support structure during hypercare is the super-user network established in Part

Eleven. Super users are the first point of contact for user questions and operational issues — the resource

that handles the standard queries and workarounds that would otherwise flood the implementation partner

with low-complexity support requests. Freeing the implementation partner's time for the complex

configuration issues and integration problems that only they can resolve, while the super-users handle the
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user questions and navigation issues, produces a more efficient and more effective hypercare response.

The daily hypercare standup — a fifteen-to-thirty-minute daily meeting of the implementation partner, the

internal project team, and the key functional leads — is the operational coordination mechanism for the

hypercare period. The standup reviews the open issues from the prior day, prioritizes the resolution work

for the current day, identifies any emerging issues that require immediate attention, and provides a

consistent communication channel for the executive sponsor to receive the daily status update that the

go-live period requires.

COMMON GO-LIVE FAILURE MODES AND REAL-TIME RESPONSES

Despite rigorous testing and careful planning, go-live events regularly encounter issues that were not

anticipated in the planning process. Understanding the most common failure modes and having

pre-planned responses prepared allows the implementation team to respond quickly and effectively rather

than improvising under pressure.

The data discrepancy failure mode occurs when the financial balances in the new system do not reconcile

to the expected values — when the opening AR balance in the new system does not match the closing AR

balance in the legacy system, or when the opening cash balance in the new system does not match the

bank balance. Data discrepancies discovered at go-live require immediate investigation to determine

whether they reflect migration errors — data that was incorrectly moved — or mapping errors — data that

was correctly moved but assigned to incorrect accounts. The response team should include the data

migration owner and the chart of accounts designer, who have the specific knowledge required to

diagnose and correct the discrepancy quickly.

The integration failure mode occurs when one or more critical integrations stop functioning after the

production system goes live — typically because the production system configuration differs from the test

environment configuration in ways that the integration testing did not reveal. The response to integration

failure depends on the criticality of the affected integration: for critical integrations where data must flow

immediately to maintain operational accuracy, the implementation partner's integration specialists must be

engaged immediately. For less critical integrations where a temporary manual process is acceptable, the

manual workaround should be documented and implemented while the technical resolution is developed.

The user performance failure mode occurs when users are unable to perform their required transactions

with acceptable speed and accuracy in the new system — either because their training was inadequate or

because the system configuration does not match their operational expectations. The immediate response

is to deploy the super-user network and the hypercare team to provide hands-on assistance, while the

implementation team assesses whether the performance issues reflect training gaps that additional

coaching can address or configuration gaps that require system changes.
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STABILIZATION MILESTONES

Stabilization milestones mark the progression from go-live turbulence to genuine operational stability —

the point at which the new system is operating reliably, users are performing confidently, and the finance

function's productivity has recovered to pre-go-live levels. The most important stabilization milestones are

the first monthly close, the first quarter-end close, and the first annual close on the new system.

The first monthly close is the most operationally demanding stabilization milestone because it requires the

complete record-to-report process — all subledger closings, all journal entry processing, all

reconciliations, and all management report production — to be performed for the first time on the new

system without the benefit of the prior month's experience. The first close will almost certainly take longer

than the target close time — typically one point five to two times the target — and will encounter issues

that the testing process did not reveal. Planning for this extended first close and communicating the

expectation to stakeholders reduces the organizational anxiety that the extended timeline would otherwise

generate.

The true stabilization indicator is not the first close completion but the close time trend over the first three

to six months: whether the close time is declining toward the target close time that the business case

projected, or whether it is plateauing at a level above target. A declining trend indicates that the

organization is learning the new system and that the efficiency improvements will eventually be realized. A

plateau above target indicates either configuration issues that require remediation or adoption gaps that

require additional training and coaching.

The first quarter-end and annual close milestones are particularly significant for companies with external

reporting obligations, because they represent the first instances of the new system producing the financial

statements that external auditors will review. The engagement of external auditors in the go-live period —

informing them of the system transition and providing them with the system documentation and access

required for their review of the new control environment — is a governance discipline that prevents the

audit complications that arise when auditors encounter an undisclosed system transition during fieldwork.

COMMUNICATING THROUGH THE GO-LIVE

The communication discipline during the go-live period is the most important external relations activity the

CFO manages in the implementation, and the standard for honest, proactive communication applies with

particular force when the organization is navigating the operational turbulence that most go-live events

involve.

The board communication during the go-live period should be proactive and frequent — not waiting for the

next scheduled board meeting to report on the go-live status, but providing an update immediately after

go-live and weekly updates through the first month. The update should be honest about the challenges

encountered — the specific issues discovered, the response taken, and the current status — rather than
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providing a uniformly positive assessment that the board will find implausible given their knowledge of

ERP implementation complexity. Boards that receive honest, detailed communication about go-live

challenges will engage constructively with the management team's response. Boards that receive

optimistic assessments and then discover challenges through other channels will lose confidence in the

management team's transparency.

Investor communication during the go-live period follows the same honesty standard, calibrated to the

materiality thresholds that govern investor communication. For most growth-stage companies, an ERP

go-live is not a material event requiring formal investor disclosure, but it may be relevant context for

investors who are expecting specific financial reporting improvements or who have visibility into

operational performance metrics that the go-live transition affects. Proactive communication with key

investors about the go-live timeline and expected operational transition effects prevents the

misinterpretation of temporary performance metrics disruptions as fundamental business performance

changes.

Employee communication during the go-live period is as important as board and investor communication,

because employee confidence in the new system is the foundation of the adoption that determines

whether the implementation delivers its value. Employees who receive honest acknowledgment of the

difficulties alongside confident communication about the response plan will maintain their commitment to

making the new system work. Employees who receive only positive messaging will be confused by the

challenges they encounter and may lose confidence in the implementation leadership.

ACTIONS TO TAKE IN THE NEXT THIRTY DAYS

The following actions will prepare the organization for a successful go-live and stabilization.

The first action is to develop the cutover plan at the activity level — specifying every activity in the go-live

day sequence with its owner, timing, completion criteria, and contingency. Review the cutover plan in a

tabletop exercise with the implementation partner, the internal project team, and key functional leads at

least two weeks before the go-live date, walking through the sequence step by step and identifying any

gaps or ambiguities that need to be resolved before the actual cutover.

The second action is to define the rollback criteria and procedure — the specific conditions that would

trigger a return to the legacy system and the step-by-step actions required to execute the rollback.

Document the rollback plan and confirm with the legacy system team that the system can be returned to

active use within the required timeframe if the rollback decision is made. Many organizations discover

during the cutover planning that their legacy system has already been decommissioned or archived in a

way that makes rapid rollback impractical, a discovery that is significantly better made during planning

than during a go-live crisis.
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The third action is to staff the hypercare team — confirming the implementation partner's hypercare

resource commitments and supplementing with the internal super-user network and the IT support team

— and develop the daily standup structure, the issue escalation path, and the monitoring plan for the first

thirty days. Communicate the hypercare support structure to all users before go-live so they know where

to go for help when they encounter issues.

The fourth action is to develop the board and investor communication plan for the go-live period —

specifying the communication timeline, the key messages, and the channels for each audience.

Pre-drafting the initial go-live communication and the first weekly update communication before the go-live

date reduces the communication burden during what will be an operationally demanding first week and

ensures that the communication is prepared thoughtfully rather than drafted under pressure.
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CLOSING PERSPECTIVE

The go-live and stabilization period is the operational test of everything the implementation team has built.

The system design, the data migration, the integration architecture, the training program, and the change

management effort all come to fruition — or fail — in the first ninety days of production operation. The

CFO who navigates this period with the leadership qualities it demands — presence, decisiveness, and

honesty — will lead the organization through the inevitable turbulence to the genuine operational stability

that makes the ERP investment worthwhile.

The stabilization period ends not when the first close is complete or when the last critical defect is

resolved, but when the finance team is genuinely operating more effectively on the new system than they

were on the legacy system — when the efficiency, accuracy, and analytical quality improvements begin to

be realized in practice rather than in the business case projection.
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COMING NEXT IN THE SERIES

Part 14 — Financial Reporting Transformation: Unlocking the Value of New Systems

Part Fourteen covers the reporting transformation that most organizations underachieve after go-live —

how to design and implement the management reporting hierarchy that unlocks the analytical value of the

new system, build self-service analytics capabilities, use the chart of accounts as a reporting instrument,

and govern reporting quality as the business evolves.
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