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Systems changes are often central to the value-creation plan in a private equity hold period, and they are where financial controls and reporting are most exposed. This template gives a sponsor-backed board a structured view of the systems roadmap in the first 100 days: what the critical systems are, what will change, where controls and data are at risk, how the board will be kept informed, and what must be true before each major change goes live.
How to use this document
1. Ask management to complete sections 1 to 4 before the first full board meeting after closing.
2. Agree the reporting cadence, gates and KPIs in sections 5 to 7 at that meeting.
3. Revisit the template at day 100 and at each major go/no-go decision.
1. Critical systems inventory
	System
	Business process supported
	Owner
	Planned change
	Controls exposure (H/M/L)

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Add rows as needed. H/M/L = high, medium or low exposure of key financial controls to the change.
2. Planned changes in the hold period
	#
	Item
	Status / owner

	1
	Each planned system change is tied to a specific part of the value-creation plan.
	☐ In place   ☐ Action

	2
	Sequence and dependencies between changes are documented, including what happens if one slips.
	☐ In place   ☐ Action

	3
	Budget, internal owner and external delivery partners are named for each change.
	☐ In place   ☐ Action

	4
	Changes that coincide with a quarter end, year end, audit or lender reporting date are identified.
	☐ In place   ☐ Action



3. Controls exposure
	#
	Item
	Status / owner

	1
	Key financial controls affected by each change are listed, with an owner through cutover.
	☐ In place   ☐ Action

	2
	Controls to be retired, redesigned or automated are mapped from the old process to the new one.
	☐ In place   ☐ Action

	3
	Temporary and elevated access during cutover is defined, approved and time-limited.
	☐ In place   ☐ Action

	4
	The external auditor has been told about significant changes and the timing of each.
	☐ In place   ☐ Action



4. Data migration risks
	#
	Item
	Status / owner

	1
	Data owners are named for each migrated data set (customers, vendors, items, open balances).
	☐ In place   ☐ Action

	2
	Mock conversions are planned, with reconciliation results reported to the board or a committee.
	☐ In place   ☐ Action

	3
	Cleansing decisions that change reported balances are approved by finance.
	☐ In place   ☐ Action

	4
	A plan exists for historical data needed for audit, tax and lender reporting.
	☐ In place   ☐ Action



5. Reporting cadence to the board
	#
	Item
	Status / owner

	1
	The board or a committee receives a systems roadmap update at a set frequency.
	☐ In place   ☐ Action

	2
	Updates show evidence (reconciliations, defects, test results, access reviews), not status colors alone.
	☐ In place   ☐ Action

	3
	Escalation thresholds are agreed: what management must report between meetings.
	☐ In place   ☐ Action

	4
	The sponsor's operating partner and the CFO agree on one version of the roadmap.
	☐ In place   ☐ Action



6. Go/no-go gates
	#
	Item
	Status / owner

	1
	Written go/no-go criteria are agreed before each major cutover.
	☐ In place   ☐ Action

	2
	The decision-maker and the people consulted are named.
	☐ In place   ☐ Action

	3
	A rollback plan exists and has been rehearsed.
	☐ In place   ☐ Action

	4
	The first close on the new system has a fallback plan if it runs late.
	☐ In place   ☐ Action



7. KPIs to watch
	#
	Item
	Status / owner

	1
	Days to close, before and after each change.
	☐ In place   ☐ Action

	2
	Open reconciliation breaks and their age.
	☐ In place   ☐ Action

	3
	Open high-severity defects in finance and order-to-cash processes.
	☐ In place   ☐ Action

	4
	Segregation-of-duties conflicts and temporary access still open.
	☐ In place   ☐ Action

	5
	Milestones met against the plan, and budget spent against value delivered.
	☐ In place   ☐ Action



Notes


This template is a general resource, not legal advice. Review with counsel before adoption.
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