
White Paper

In today’s difficult economic climate, 

businesses are looking for ways to reduce 

cost while sustaining quality in everything 

they do. The Tester/Trainer Model is one 

way for organizations to maintain high 

quality standards and reduce cost during an 

Enterprise Resource Planning (ERP) project.

Testing and training 
on a budget 
The Tester/Trainer model



How do I best utilize junior resources?

Executive summary 
Tester/Trainers are junior members of a 
consulting firm that are educated and 
guided to produce high quality testing 
and training documentation in addition to 
helping with test execution and training 
delivery. If done properly, businesses 
and consulting firms can not only realize 
significant implementation cost savings/
higher profitability, but they can realize 
several other benefits like business 
continuity and employee development at 
the same time.

This whitepaper provides an overview 
on how to set-up this model for an ERP 
implementation with minimal disruption 
to the business or project.

What is the Tester/Trainer  
(Te/Tr) model?
In simple terms, the Te/Tr model is an 
approach to complete testing and training 
documentation and the execution of 
testing and training for an Enterprise 
Resource Planning (ERP) project using 
junior resources. The resources are called 
Tester/Trainers and are usually members 
of a consulting firm who have limited 
experience and are relatively low cost 
resources for a project.

What’s different from the 
traditional approach?
Traditionally, clients utilize Business 
Analysts (BAs) and Subject Matter Experts 
(SMEs) who are functional experts taken 
from the business to prepare various 
testing scripts (e.g., unit, integration, 

Client benefits
Project cost-reduction: The major benefit 
for the client is a reduction in overall 
project cost. Using lower level (and less 
expensive) resources to complete the 
testing/training documentation and 
execution can offer a significant reduction 
in project fees. Since many clients don’t 
have internal resources to complete these 
tasks, they look to their implementation 
partner to provide resources. For example, 
in the typical model, when a client does 
not have internal BAs or SMEs to dedicate 
to these tasks, mid-level functional 
experts are contracted to complete the 
testing and training documentation, 
testing execution and training delivery. 
These resources typically cost around 
$140-$165/hr. By using junior resources, 
the cost is reduced to approximately 
$100/hr, a reduction of around 30%-
40%. With the average ERP project taking 
around 1.5 years to implement, the project 
can realize a savings of approximately 
$120,000 - $150,000 per resource. 

Business continuity: As mentioned 
previously, many organizations do not 
have enough internal resources to create 
testing and training documentation. 
Employing outside resources helps the 
client maintain business continuity during 
an ERP implementation project.

end user acceptance, etc.) and end user 
training materials. Additionally, they assist 
with the execution of testing and training 
for each functional area of an ERP project. 
With many businesses running lean in 
today’s uncertain economy, clients do 
not have BA or SME resources available 
to complete this detailed work. When 
consulting firms are asked by their clients 
to provide these resources, they generally 
use mid-level consultants. 

Instead of utilizing BAs, SMEs who must 
be backfilled in their jobs or mid-level 
consulting resources who have other 
project responsibilities, additional junior 
level consulting resources are used to 
supplement the project team to complete 
these important tasks. Depending on the 
size and complexity of the area, each 
functional team has one or more Te/Tr 
embedded to tackle these deliverables. 
They spend the majority of their time 
early on in the project learning the client’s 
business, the end user community, the 
technology that is being implemented, 
and the processes that are being designed 
or redesigned. With the proper guidance, 
knowledge transfer/education, and 
leadership, these junior resources will be 
able to produce high quality deliverables 
and significant project savings. 

Why implement the Tester/
Trainer model?
Since BAs, SMEs, and mid-level 
consultants are relatively expensive 
resources and hard to find, the Te/
Tr model provides an alternative 
for developing testing and training 
documentation and executing testing 
and delivering system training. The 
more experienced individuals are better 
utilized in other areas of the project 
including analysis, process/system design, 
development, hands-on testing, issue 
resolution, testing incident resolution, and 
advanced training delivery. 



Higher quality deliverables: Having Te/
Trs create testing and training materials 
allows additional time for experienced 
project resources to work on configuring 
the new software and designing the new 
processes. This additional time should 
increase quality and reduce rework of the 
solution later in the project.

Some of the deliverables the Te/Trs can 
participate in include:

Testing 

 n Create test scenarios and data

 n Create, update and maintain testing 
scripts

 n Assist with test execution

Training 

 n Create course instructor/user guides

 n Assist with training environment set-up

 n Create training data 

 n Create job aids, exercises, and 
proficiency tests

 n Deliver system/solution training

Consulting firm benefits
Project profitability: Just as the 
client receives a cost-benefit from 
implementing this model, consulting 
firms can improve profitability and their 
leverage model on ERP projects. If the 
right resources are assigned, the costs for 
developing testing and training materials, 
executing testing, and delivering training 
can be greatly reduced without a sacrifice 
in quality.

People development: Along with 
enhanced profitability, this model is a 
great way to develop junior resources 
in a controlled, real world environment. 
The intense nature of the role develops 
less-experienced resources quickly 
since they are able to learn through 
complete immersion. In order to succeed, 
the resources must quickly learn the 
functional area that has been assigned 
to them, the processes that run the 
business, and the technology solution 
that is being implemented. Within the 
lifecycle of one ERP project, a junior 
resource will experience and complete 
many of the tasks associated with a mid-
level consultant and should have the 
knowledge and skill to operate at this level 
on their next project. This knowledge 
includes:

 n Learning at least one business 
functional area, its processes, and the 
ERP software that supports it

 n Learning the Software Implementation 
Lifecycle and an ERP vendor’s 
implementation methodology

 n Testing methodology and execution

 n Training methodology and execution

If the resource is equipped to handle this 
role, the probability increases that he/she 
will be willing and able to handle other 
consulting mid-level roles in the future. 
This provides a low-risk and cost-effective 
way to develop people and assess 
leadership potential.

What are some pitfalls of the 
model?
Every methodology has its pitfalls 
and this one is no exception. Without 
effective planning, the Te/Tr Model can 
unravel quickly. None of the following 
pitfalls are deal-breakers, but if they go 
unconsidered, they can be very damaging 
to the success of this approach and 
ultimately the project. 

Potential challenges for  
the client
Expectations: Clients may become 
frustrated with inexperienced resources. 
Patience is required to develop Te/Trs and 
the client may expect the consulting firm 
to deduct some of the time it takes to 
bring resources up to speed. For example, 
clients may ask that these resources 
not bill for the first two weeks as they 
become acclimated to the project. Setting 
expectations early with the client’s project 
leadership is one key to alleviating this 
issue.

Additionally, the client may expect the Te/
Tr to learn business processes and train 
their end-user on them. Don’t let this 
happen! This misstep can be eliminated 
by explaining to the client well in advance 
that it is unlikely for these resources 
to learn the current and future state 
processes to a level required for training. 
While Te/Tr can effectively deliver solution 
or system training, BAs should be in the 
classroom to explain the new processes. 
If BAs are not available to assist with end 
user training, Subject Matter Experts 
(SMEs) are an acceptable alternative. 
Limited Subject Matter Experts (SMEs): 

The client may have limited SMEs to work 
with Te/Trs to coach them on current 
and future processes and procedures. An 
effective way to address this issue is to 
set-up standing meetings between the 
SMEs and Te/Trs to knowledge transfer 
this information.

Potential challenges for the 
consulting firm
Junior Resource Capacity and Skills: The 
Te/Tr model puts junior resources into 
an intense role. The role requires a short 
learning curve and if a resource does not 
catch on quickly, most likely he/she will 
not succeed. In some cases, the role may 
be beyond some people’s skill level and 
capacity. 

Additionally, the role requires a high 
degree of contact with the client which 
needs to be monitored closely. Resources 
should be coached if they have not had 
significant client exposure in the past. 

Re-staffing: It can be challenging to 
replace a Te/Tr with another junior level 
resource if one leaves the project. These 
Te/Trs become very skilled in the area 
they are working and most clients will not 
want to invest time and effort in bringing 
another one up to speed. 

Roll-off: Some clients become 
accustomed to having their Te/Trs as part 
of their team and will not want to let them 
leave the project once they have fulfilled 
their requirements. Set expectations early 
about when these resources will roll-off 
the project and transition their work to a 
client resource. 

How are the Tester/Trainers 
successfully integrated into 
the project team?
Traditionally, BAs or even team leads 
are tasked with creating test scripts and 
training materials for their functional 
areas. In the Te/Tr model, a junior 
resource is embedded into the team to 
complete these tasks. 

How do you get them integrated into 
their teams from day one? 



How do we collaborate and work  
together effectively?

Select the right resources:

Choosing the correct resource is a crucial 
success factor for the Te/Tr Model. The 
model’s success is heavily dependent on 
the resource’s ability to learn and develop 
quickly. 

Using the following guidelines will assist 
with selecting the best resources for the 
Te/Tr role:

Characteristics:

Commitment – Resources must exhibit 
behavior that shows they are committed 
to getting the job done. Given the 
investment the consulting firm and 
client will make in these individuals, it is 
imperative that they are committed to 
excellence regardless of the level of effort 
required. 

Open-minded – Due to the intense 
integration process, these resources 
need to be able to keep an open-mind 
throughout the project. They will often be 
asked to do things they have limited or no 
experience completing. An open-mind 
will allow them to operate effectively in 
unknown territories.

Desire to learn – Most consultants have 
a strong hunger for knowledge, but this 
trait is especially important within the Te/
Tr model. These resources must be willing 
to learn a large amount of information in 
a short amount of time.

Active Communicator – Te/Tr model 
is dependent on open communication 
between the Te/Trs, team leads, project 
leadership, and end users. Te/Trs need to 
know when to raise their hands to report 
issues and when to let someone know 
they are not receiving the support needed 
to be successful.

Match functional knowledge: 

Resources with specific functional 
knowledge should be placed on project 
teams that are able to leverage that 

experience whenever possible. For 
example, a junior resource with an 
accounting/finance background should 
be placed on the accounting/finance 
team.

Provide initial training: 

A multiple-day “boot camp” is necessary 
to train junior resources on consulting 
basics prior to going to the client site. This 
will allow the resource to hit the ground 
running from day 1 at the client site.

Boot camp – Prior to their first day on the 
project, junior resources should attend a 
“boot camp” which includes the following:

 n A thorough timeline of the project and 
its deliverables as well as their individual 
goals and deliverables 

 n Concise, tested, and proven templates

 n Overview of client’s business and the 
problem for which they are solving 
through the ERP implementation

 n Overview of client’s functional areas 
that will be affected

 n Overview of the technology solution to 
be implemented 

 n Overview of ERP implementation 
methodology

 n Introduction to Organizational 
Change Management (OCM) and its 
key activities (e.g., communication, 
learning, end-user adoption, leadership 
engagement.)

 n Client expectations

 n Consulting “do’s and don’ts”

Manage client expectation:

It is important for the client to buy-in 
to the benefits of the model. Project 
savings may be enough to motivate 
the client to support this approach, but 
communicating the benefits early and 
often will help the client recognize the 
need for spending additional time up front 
with junior resources.

Create a learning environment:

Project leadership must cultivate a 
learning environment for the Te/Trs 
throughout the course of the project. The 
junior resources must have leadership 
support in the following areas to ensure 
success.

Provide opportunity for  
communication/face time:

 n The Te/Trs need leadership and 
direction from the time they arrive on 
the project through cutover. Weekly 
meetings with a consulting manager or 
above and their peers are a must

 n Each Te/Tr should be fully integrated 
into their functional team. At the start 
of the project, ensure that the team 
leads are aware that the Te/Trs are their 
resources. Additionally, Te/Trs need 
dedicated time from their functional 
BAs to understand the business 
processes and time from team leads to 
learn the solution

 n Engage the Te/Trs’ client counterparts 
and SMEs early and often so they can 
help mentor them Solicit and Listen to 
Feedback

 n Actively solicit the TE/Tr’s feedback. 
Often, junior resources are hesitant 
to speak up or provide their feed-
back because they view themselves 
as “worker bees.” Encourage critical 
thinking and thought leadership by 
engaging with them and asking for 
feedback and ideas

 n Listen to and consider the Te/Tr’s 
feedback. More often than not their 
ideas are right on target. Trust that you 
have selected sharp resources with 
valuable thoughts. Project leadership 
must create an environment for two-
way feedback throughout the course of 
the project



 n Recognize the Te/Tr’s accomplishments 
often. If implemented correctly, Te/Trs 
are learning and growing more than 
any other resource on the team and 
they are the future of the organization

 n If a Te/Tr is not meeting expectations 
and patient coaching is not effective, 
you may need to find an alternative 
resource. The role is too important to 
allow someone who is not meeting 
expectations to continue in this role

Provide continuing training:

Ongoing training, in addition to the boot 
camp provided prior to on-boarding, is 
required to develop these resources into 
the Training role. The following training 
is strongly recommended during training 
documentation development:

 n Presentation and training skills 

 n Training material development 

 n PowerPoint (as needed)

 n Data creation/staging and coordination 

 n Training template utilization

 n Training pilots (i.e., mock training) 
development

 n Training evaluation development and 
feedback assessment

If an automated documentation creation 
tool will be utilized (e.g., RWD UPerform, 
Oracle UPK.), extensive training on this 
tool is essential for project success.

Create an effective project team 
structure:

Dual Reporting Structure: Te/Trs must 
have support from both (1) team leads 
(2) an OCM mentor. The lead on the 
functional team should guide the junior 
members in both how to develop 
the solution while providing general 
consulting skills through the testing 
phase. The OCM resource should mentor 
the junior members in how to work 
together as a team and address project 
challenges. Once training preparation 
begins, the OCM mentor becomes their 
manager and the direct report for the  
Te/Trs.

Strategize a roll-off:

A firm roll-off date should be established 
when the Te/Tr starts the project. Unless 
extenuating circumstances arise, this 
roll-off date should be honored due to 
the intense nature of the Te/Tr role. When 
should they roll-off? Some clients have 
them roll-off after their training delivery 
is complete. However, this timing may 
be too soon. Because the Te/Trs have 
extensive knowledge of the solution and 
the end user community, a two-week to 
one month period assisting with end user 
support calls is a great way to utilize these 
resources during cutover. 

What can be achieved?
By the time go-live arrives for the ERP 
project, several objectives and outcomes 
of the Tester/Trainer Model should have 
been realized including:

 n High quality, comprehensive testing 
and training documentation

 n Successful unit, integrated, and user 
acceptance testing

 n Completion of end user training and 
adoption

 n A highly regarded project that met 
or exceeded timeline and budgetary 
expectations

 n Well-trained junior resource who are 
ready to for their next challenge!

The Tester/Trainer Model isn’t an 
approach that will work for every ERP 
project. In order to be successful, 
businesses need to be flexible in their 
approach and willing to accept a new 
way of thinking about testing and training. 
Consulting firms need to have junior 
resources that can handle the intense 
nature of the role. Leadership from both 
the client and consulting firm needs to be 
patient and supportive of these resources 
throughout the lifecycle of the project. 

The Tester/Trainer Model can help you 
realize significant cost savings, rapid 
people development, and high quality 
testing and training – all on a budget!
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