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Longs’ Background
• Our first store was opened in 1938 in Oakland, CA

• Today we have over 520 stores in California, Hawaii, 
and Nevada

• “Tradition of Excellence”

• Average store: approximately 25,000 sq ft and 
carries  approximately 30,000 SKUs

• In 2007 Longs was 443 in the Fortune 500

• FY07 revenues just over $5 billion



Longs Supply Chain Initiative & 
Partnership with Oracle Retail
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Our Upgrade Challenge

• The Challenge –
Stay no more than three versions 
behind the current published 
version of RMS

• Why stay on version 10?
• What is the benefit of being 

current?



The Challenge Scorecard

Since 2003, we have completed four 
RMS version 10 upgrades:

• 10.1.1 to 10.1.7 (October 2004)
• 10.1.7 to 10.1.8 (July 2005)
• 10.1.8 to 10.1.11 (February 2006)
• 10.1.11 to 10.1.20 (February 2008)



The Project Team
• Systems Analysts (SA) – Review SIR documents, 

determine business impact, perform unit testing, support 
testing

• Programmer Analysts – Complete impact analysis, apply 
code changes, retrofit code where necessary, perform 
unit testing, support testing

• Application Architects – Review changes and assists in 
impact analysis on RMS and other systems

• Analysts from systems which interface with RMS – 
Perform impact analysis due to RMS changes, make 
code changes as necessary, perform regression and 
integration testing



The Project Team (Continued)
• Business Analyst – Review business impact documents, 

document changes to business processes, communicate 
changes to end users, perform user acceptance testing

• QA Analyst – Review business impact documents, add 
additional test cases if necessary, execute existing supply 
chain system tests (regression test all applications)

• Performance Tuner – Performance test/tune RMS batches 
& Forms

• DBA – Assists with database changes and performance 
tuning

• Configuration Management Analyst – Performs code 
migrations



Project Milestones
What goes into an upgrade at Longs?

• Application of patches with no customizations
• Retrofitting custom modifications
• Special handling for “core” processes
• Batch scheduling changes
• Business impact analysis
• Testing (and lots of it)
• Implementation Planning
• Production deployment
• Post Implementation Support



Project Planning



Development Processes
• Create a merged patch release matrix
• Review each line in matrix and apply changes
• Read SIR Document(s)
• Base RMS (no custom modifications)?
• Custom modification? 

Impact Analysis
Retrofit or apply base?

• DDL Changes
• DML Changes
• Extracts or Upload? Pay special attention
• Business Impact Review/Write-up



Example Merged Patch Release Matrix



Communication
Communicate changes due to Upgrade
• Systems that interact with RMS 

Determine impacts
Apply changes if necessary

• Business Partners End users
• Support Teams
• Operations groups
• Temporary changes for Go Live



Sample Business Impact Review



Test, test, test, and test!
• Unit testing – Completed by 

development teams
• System testing – RMS test scripts that 

have been reviewed by the business
• Regression testing – Regression test 

other applications which interface with 
RMS, plus functions in RMS not 
impacted by the upgrade



More Testing
• Integration testing – Test new code with 

external groups and vendors & ensure 
all processes work as expected

• Performance testing – Ensure RMS 
batch schedule will meet service level 
agreements and online performance is 
acceptable

• User Acceptance Testing
• Mock Go Live – Test implementation 

plan



Implementation Planning
Picking a date

Find a “quiet” time
Keeping that date quiet

Create an implementation plan
Indicate date, time, and duration for 
specific tasks
Facilitates cross team planning and 
communication
Include explicit communication points



Example Implementation Script



Implementation Planning (Continued)
• Review the plan weekly for 6 or more weeks 

prior to the implementation
• Mock Go Live

Helps to estimate durations for production 
implementation
Practice build scripts and steps
Need clear communication between 
groups as to what will be tested during this 
testing phase

• Rollback planning
• Code Freeze



The Big Day

• Systems down early
• Execute the implementation plan
• Apply code changes and database 

changes in parallel where possible
• Validations 
• Catching up after outage



Post Implementation Support

• The first batch execution
• The first month end close
• The first business day
• How did it work before?



Benefits Experienced
• We are able to leverage Oracle’s 

expertise and development resources
• Applying urgent fixes from Oracle is 

easier
• Time spent on analyzing and 

maintaining SRs with Oracle is reduced
• Business receives fixes to lower priority 

issues that would not be fixed alone



Risks of Upgrading
• “If it ain’t broke, don’t fix it”
• Retrofitting customizations into new 

patches
• Downtime for actual implementation – 

operational impacts
• Potential impacts on systems which 

interface with RMS
• Defects not found until after 

implementation



Overall - What We Have Learned?

• Putting off an upgrade is not always 
a good idea

• An upgrade is not just for the 
technical team

• Documentation is a good thing



Estimating & Planning Lessons Learned
• Planning 30% of team members time for non 

upgrade tasks might not be enough
• Do not underestimate the time it will take to 

manage the details
• Number of customizations increases timeline
• Minimize the big bang approach when possible 
• Need to plan for defects found while applying 

patches
• Need to plan for special handling of core 

processes



Development Lessons Learned
• Investigating business impacts can be 

time-consuming
• Need to find a way to balance writing up 

the right amount of impacts (too much 
versus not enough information)

• The longer we use RMS, the more 
database customizations we make, the 
more time it takes to analyze DDL 
changes



Testing Lessons Learned
• Need to test the “well sometimes we…” scenarios
• Business review of test cases is very helpful
• Data in development environments needs to be 

realistic
• Need to plan and coordinate with other groups a 

code freeze period.  This should be explicitly 
communicated (and agreed upon) early in the 
project planning phase

• Testing the implementation process must mimic the 
exact steps to be followed during the production 
implementation



For the Next Upgrade
• We will not wait until we are 9 versions 

behind
• We will investigate more ways to 

minimize the big bang approach and 
reduce implementation duration

• We will try to plan for “other” projects 
trumping the upgrade

• We will plan more time to handle the 
details



Questions
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