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Why MES transformations succeed or fail in execution, not on paper



The real test starts when validation begins

• DEV can look stable

• Test scripts can be approved

• Documentation can be complete

• But execution reveals the truth



Validation does not create problems, it exposes them

• Infrastructure differences 

• Timing issues 

• Configuration gaps 

• Environment-specific behavior 



The real question is: are we executable?

So, the real question is not: are we documented?

• Can we rehearse it?

• Can we trace it?

• Can we recover from failure?

• Can we prove control?



These instructions do more than control execution

Real Example from Kneat

• They train local administrators 

• They build technical understanding 

• They transfer knowledge to the site 

• They improve readiness when issues occur



A Real-World Upgrade Scenario

• Major MODA-ES site upgrade 

• Large production database 

• Production-like rehearsal environments 

• Single production downtime window



Preparation Phase, Engineering a Predictable Production Upgrade

DEV PRD-LIKE DEV VALIDATION PRODUCTION

• Real data
• Refined runbook

• Full execution trace
• Approved documentation

• First execution
• Kneat logging starts • Execute only

Timing 
Accuracy

Document 
Completeness

Validation 
Confidence

Controlled 
Execution



Runbook 



14:00 Incident

• 14:00

• The installer stopped.



Investigation

• Upgrade scripts executed

• 18 completed

• 6 remaining



One character in a password. 

Root Cause



Controlled Recovery

Password adjusted

Installer executed again

Upgrade completed successfully



Key Lesson

Control is not the absence of issues.

Control is knowing how to respond.



This was control because we knew how to respond

What made this controllable

• We rehearsed the upgrade

• We traced every step

• We understood the dependencies

• We controlled the recovery

This was not control because nothing went wrong



Because at the end of every validated system, there is a patient who depends on it.

Patient Impact
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