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The SAP Testing Manifesto

SAP testing has been too slow, too costly, and too ineffective for too long.
Modern platforms such as SAP S/4HANA and cloud-based offerings like
SuccessFactors, Ariba, Concur, etc. take the speed of change to a new level,
which raises the stakes in terms of business risk.
We’ve reached a tipping point. It’s time to do better—or else organizations
won’t be able to take full advantage of the “intelligent enterprise.”

We don’t need to test more; we need to test smarter. Here’s how.
1.

Embrace change or die

2.

Answer 3 core questions: What to test? Does it work? Does it scale?

3.

Create the right tests, not the “right number” of tests

4.

Regression test potential change impacts—and nothing more

5.

Automate strategically

6.

Think beyond functional test automation

7.

Think beyond SAP
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1.

Embrace change or die

Traditional SAP testing strategies—manual testing by business
users, all-hands-on deck post-release “hypercare” periods, and
so on—were designed for the slow and steady release cadence
of on-prem ECC updates. That’s all changed.
From the top down, SAP is executing on an ambitious cloudfocused innovation strategy. Organizations determined to
keep ahead of competitors are taking full advantage of that
innovation opportunity; per ASUG, 40% of hybrid/cloud
customers are updating SAP monthly and 44% are already
updating daily.
If your testing strategy isn’t agile and lean enough to support
this new reality, you’re either holding back innovation or you’re
exposing the organization to extreme business risk. Stand still,
and you’re guaranteed to get left behind.
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“There’s only one way forward: do
what the Googles and the others do
and constantly update the system
… The only way forward is to update
[SAP] as quickly as we can [with]
much faster release changes.”
—Hasso Plattner, SAP Co-founder (2019)

“The times of 3-year-long IT projects
are over. You need to be able to
quickly react to business needs in
today’s fast-changing environment.
We have made excellent progress
to deliver faster innovations to our
customers.”
—Christian Klein, SAP CEO (2020)
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2.

Answer 3 core questions:
What to test? Does it work? Does it scale?

To balance speed, innovation, and risk, you need fast, accurate
answers to three core questions.
1. What to test?
What tests are required to determine if this change/update
negatively impacts our existing processes?
2. Does it work?
When those tests are performed, are processes behaving as
expected at every step and application layer?
3. Does it scale?
Can the application handle anticipated traffic loads and
potential surges?
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“You want to reduce the level of
tests to what really matters, what’s
most impacted by changes—that’s
why you do change impact analysis.
To figure out if it works, you need
test automation for SAP and nonSAP. That needs to be a continuous
process, supporting both progression
testing and regression testing. Finally,
to determine if your applications
scale to the required capacity—which
is especially important with cloud
elasticity—you need load testing.”
– Marc Thier, SVP Application Lifecycle Management, SAP
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3.

Create the right tests, not
the “right number” of tests

Many testers brag about number of tests as a badge of honor,
but all tests are not created equal. On average, 67% of an
enterprise’s functional tests add no value and were a complete
waste of time to create, run, and maintain. You can cover the
vast majority of your risk with a very tight set of tests...but you
need a scalpel, not an ax.
Quick risk assessments + structured test case design
methodologies can help you rapidly determine what tests are
needed to cover over 80% of your top business risks. Keep (or
create) those tests and ditch the rest.
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“Should an IT leader care about
testing? Yes – but not about how
many tests you have. What’s far
more important is whether the tests
actually address business risks.
Risk-based testing provides a fast
and cost-efficient way to control top
business risks in software releases.
This can’t be reliably achieved by
simply throwing more people or more
tools at the problem. It requires a
deliberately architected approach.”
– Terry Milholland, former CTO & CIO for the IRS; CTO for
Visa Inc., CIO and CTO for EDS; and CIO for Boeing
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4.

Regression test potential change 				
impacts—and nothing more

Regression testing is a vital part of keeping SAP business
processes running. When changes are introduced to an
SAP system, there’s an almost infinite amount of existing
functionality that you could regression test since SAP is so
immense and far-reaching. Yet, there’s usually only a tiny
sliver that you should test because relatively little functionality
is impacted by each change.
This is especially true for customizations. More customizations
= more risky updates. Making matters worse, many enterprises
don’t know just how much custom code they have accumulated
over time or the breadth of functionality that these
customizations touch. That’s why SAP is the perfect candidate
for “change impact analysis.” Change impact analysis tells you
exactly what tests you should execute to determine if updates
introduced problems.
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“When we are notified from our
governance and review boards that
changes are approved for release, our
window to move them to production
is about 24 hours… We run change
impact analysis [to identify exactly
what to test], send the results to the
required individuals, and give them
time to take action on those results
before the changes are moved into
the system… This change impact
analysis was instrumental in doubling
our output.”
–Heather Whitfield, Program Manager, Applied Materials
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5.

Automate strategically

The power of automation is undeniable. There’s no doubt
that effective automation is vastly more efficient and more
accurate than manual testing—enabling you to achieve the
extensive testing that’s critical for releasing with confidence.
But even with the most intuitive test automation approaches,
automation requires an investment. Automation won’t pay off
for tests that you run a few times, then forget about.
To get the most out of your automation efforts (in terms of
speed, cost reduction and risk reduction), focus on the high-risk
areas with a history of change impacts. The more frequently
you run your automated tests, the more your investment will
pay off.
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“We have a lot of examples in the
past where we were proud of having
3,000+ automated test cases that
ran continuously without uncovering
any defects. I said, ‘Is that
successful? Does that make sense?
Don’t you think you have burned
resources? At the end of the day, you
have to search for high-value test
automation, and you have to focus
on the business risks.”
–Andreas Aigner, head of service and security
management at the Linde Group
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6.

Think beyond functional test automation

Functional test automation is essential for determining if SAP
changes/updates impact your core business processes, but it’s
not sufficient. For those tests to run accurately, reliably, and
continuously, you also need to master things like test data
management, service virtualization, distributed execution, CI/
CD integration and more. And to ensure those processes can
handle real-world user and data volume, you need load testing
to assess performance, availability, reliability, and scalability.
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“Advanced shops enhance their
testing capabilities with robust test
data management practices that
feed synthetic or masked data that
resembles real-world data into tests.
In parallel, service virtualization
tools introduce the concept of
simulation in software, enabling
teams to test with early designs and
simulated assets instead of realworld ones. Both offer high value,
especially if they are leveraged
together.”
–Diego Lo Giudice and Bill Seguin, Forrester,
The 12 Must-Dos For Achieving Continuous Software Testing
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7.

Think beyond SAP

Your business processes probably aren’t driven by SAP alone;
most likely, they also involve APIs, multiple custom and thirdparty applications, as well as numerous data ingestions,
integrations, and transformations. If your processes extend
beyond SAP, your testing must too. A change anywhere in the
process can have unexpected side effects that ripple throughout
the various interconnected components. If you’re fixated on
SAP alone, you might overlook an issue that compromises the
integrity of the overall process.
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“For just a simple transaction, a
hospital worker places an order
through Salesforce or the hospital’s
custom UI. It moves through
McKesson’s order processing and
delivery processes, navigating
a combination of SAP, non-SAP
CRM, and multiple warehouse
management systems. Along the
way, various supporting processes
involving distribution centers,
security, operations, and more are
triggered. Each of these supporting
processes are connected by different
integration technologies (Mulesoft,
Kafka…). Any change could cause
disruptions that ripple throughout
that supply chain.”
–Danial Khan, Service Transition and Business Operations
Leader at McKesson
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SAP’s choice for faster, safer,
lower cost releases
Tricentis is the global leader in enterprise testing solutions.
With more than 1,800 customers around the world, including
brands such as McKesson, Vodafone, and Coca-Cola, we are
the undisputed leader in SAP test automation. Our modern,
AI-driven platform is built from the ground up to support fast,
safe releases, while reducing costs.
Tricentis and SAP have a strategic partnership. We were the
first to integrate with SAP Solution Manager and our close
relationship has grown ever since. We are now co-innovating
so you get automated testing out-of-the-box for all new SAP
solutions. As our customer, you’ll rest easy knowing our longstanding partnership with SAP and proven track record means
we have the experience to help you make your SAP initiatives
succeed.
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2570 W El Camino Real, Suite #540
Mountain View, CA 94040
+1 650 383 8329
sales@tricentis.com

