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Your playbook to plan resources and streamline 
your transition to the next generation business suite

Creating a 
STRATEGIC PLAN 

for Migrating to 
SAP S/4HANA
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MORE THAN EVER, OUR WORLD IS
DRIVING NEW DEMANDS ON BUSINESSES, 
which subsequently requires tremendous agility to adapt seemingly overnight. 

Organizations with the right infrastructure and processes can adjust quickly to 

new operational and delivery methods with limited disruption to their businesses. 

The pace of business change is accelerating—and 

the ability to quickly pivot to those changes is quickly 

becoming a key differentiator for companies in 

every sector. 

“Organizations benefit from changing their 

business processes, such as automating many 

functions involving repetitive actions,” says Alfred 

Freudenberger, SAP HANA infrastructure and hybrid 

cloud consultant at ASI Consulting. “In addition to 

taking a lot of time, these processes inhibited the 

ability to be resilient and agile. You must be able 

to analyze how things are changing and figure 

out how to quickly respond. This requires shifting 

your thinking from a transactional environment to 

one focused on end-to-end processes or business 

process automation.”

Recent events have highlighted the imperative 

to adapt quickly. Organizations that begin their 

strategic planning now, while the lessons are fresh, 

will be better prepared the next time they must pivot 

without warning.  

See how you can transform  
your organization with SAP S/4HANA:
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Preparing for 
Future Disruption 
Migrating to SAP S/4HANA allows organizations 
to analyze changes and adapt in real time, such 
as using concurrent analytics in new ways. SAP 
S/4HANA creates a new environment that is clearly 
focused on end-to-end processes, or business 
process automation. Using SAP S/4HANA, 
organizations map out the entire set of business 
processes and build a modularized approach to 
addressing them with SAP functionality. Common 
use cases include order to cash, procure to pay, 
market to order, plant to inventory and hire to retire. 

Freudenberger says that moving away from a 
transactional environment means looking at the entire 
business process and focusing on technology such 
as cloud and analytics. SAP S/4HANA integrates with 
cloud analytics to analyze the user experience, which 
is built into the environment. However, he explains, 
you must rethink your processes to create new end-
to-end processes. 

If your current ERP solution doesn’t provide this type 
of functionality, you should consider migrating to 
SAP S/4HANA.

Consider Support Timelines

With SAP extending its deadline for support 
of Business Suite 7 until 2027, organizations 
may be tempted to push back planning and 
implementation—but experts caution against 
using that support extension as an impetus to 
delay migration. 

Many organizations are at a pivotal moment of 
business transformation, which makes now an 
opportune time to create a strategic plan for a 
successful migration and gather the necessary 
people to talk about the change. Moreover, 
planning your migration now can help prevent 
hiccups as end of support deadlines loom closer, 
Freudenberger explains.

“   You need staff and budgets for 
a successful migration, whether 
it’s internal or a partner like 
Evolving Solutions. By having a 
roadmap, you can evaluate where 
you are on the path.” 

—Paul Manuel, solution architect, Evolving Solutions
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Working with a Partner 

Paul Manuel, solution architect at Evolving Solutions, 
recommends working with a technology partner for 
the migration. First and foremost, a partner’s role 
is to listen and understand the client’s pain points 
to help address those issues during the planning. 
Partners with experience in the client’s specific 
industry can also bring external knowledge of best 
practices and trends to the migration. 

“You need staff and budgets for a successful 
migration, whether you leverage internal resources 
or a partner like Evolving Solutions. By having a 
roadmap, you can evaluate where you are on your 
journey. Partners can help establish key goals, 
assess whether or not you have achieved milestones, 
and help you pivot as needed,” Manuel explains. 

Organizations should look for a partner with strong 
SAP skills and a long-standing relationship with the 
company. Additionally, partners should have a team 
of experts who have conducted many successful 
migrations. Manuel also recommends asking 
potential partners about their thoughts on the future 
of ERP systems. Partners with a vision to what’s 
coming next can help you create a strategic plan 
that bridges your organization to the next wave of 
technology, customer expectations and experiences.  

Building Your Team;  
Crafting Your Plan
A successful SAP S/4HANA migration begins with 
creating a comprehensive strategic plan. The 
migration process is complex and proceeding 
without proper planning can cause business 
disruption—especially for organizations with 
extensive custom code. Additionally, migration 
isn’t simply moving the applications and data. 
To get the full benefit of S/4HANA for end-to-
end processes, organizations must rethink 
and redesign their business processes. 

To create the strategic plan, you should 
also build a team comprising a 
cross-section of business functions 
to ensure all perspectives are 
included in the SAP S/4HANA 
migration plan. In addition to 
your IT team, the migration 
team should include 
representative(s) from 
line of business 
functions and 
finance. 

IT Staff
Unlike traditional IT projects, where the heavy 

lifting by IT is upfront, SAP S/4 HANA migrations 
require more IT resources on the back end.  

Line of Business Leaders
SAP S/4HANA will impact all areas of your business 

once implemented, so it’s imperative to incorporate their 
input from the start

Finance Stakeholders
If you’re taking a piecemeal approach to migration, finance is a 

smart place to start, which makes it critical to have CFO buy-in

WHO’S ON YOUR 
MIGRATION TEAM?

?
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5 Steps to a Strategic Plan for Your SAP HANA Migration

·1·
 

UNDERSTAND THE BUSINESS GOAL
The most important part of a successful migration is 
knowing where you want to end up at the conclusion 
of the project. Many organizations mistakenly 
assume that the project is successful after the 
migration is complete. Instead, organizations should 
envision their new processes and the outcome those 
processes deliver to the organization. By defining 
the desired outcome from the beginning, the SAP 
S/4HANA migration team has a measurement 
for success and a barometer to make decisions 
throughout the process. 

The first step is to sit down with all business process 
owners and determine how you’re going to work in 
this new world. Ask open-ended questions, such as 
envisioning the ideal client experience and current 
pain points. Encourage the owners to not think about 
the “how” at this point, but to focus on the end result 
and experience. By stepping back and envisioning 
what is possible, your organization can then revise 
the goal by what is feasible and realistic. Limiting 
yourself at the beginning can lower your results. 

Next, use the SAP Business Recommendation Tool 
to help focus your direction and get expert insight on 
the best process for your migration. After collecting 
information from your existing system using the tool, 
send the data to SAP. The report sent back to your 
organization provides details on the likely benefits as 
well as functional areas likely to get the most benefit 
from SAP S/4HANA. This provides a starting point to 
determine which applications and processes should 
be top of the list in the migration plan. 

“   Businesses now need to completely 
change their business process, 
such as automating many functions 
involving repetitive actions.” 

—Alfred Freudenberger, SAP HANA Consultant, ASI Consulting
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·2·
 

DETERMINE MIGRATION 
READINESS

The migration process doesn’t begin with the actual 
act of moving business applications. Organizations 
must be prepared and ready to migrate on many 
different fronts to make the migration successful, 
streamlined and productive. Additionally, you need to 
know exactly what you are going to migrate, because 
your migration plan will be different for 1 TB of data 
versus 15 TB of data.  

First, declutter your data and systems by removing 
any systems, files and data not currently being used. 
This reduces the amount that must be migrated, which 
can shorten the timeframe, lower the cost and reduce 
potential issues. Common files taking up space include 
iDOCS, which are electronic versions of files. 

Because customizations create extra migration effort, 
look at your current customized code and data objects to 
determine if you are using each one. Freudenberger says 
that many clients use less than 20% of their customizations. 
Then, evaluate each customization currently used to determine 
if SAP S4/HANA includes an embedded function for those 
customizations. Because S/4HANA provides a huge number of 
functions, capabilities and analytics, many organizations find 
that they can reduce the number of customizations to migrate. 

SAP Sizing Report
This report tells you the sizing of all 
items slated for migration, to give you an 
estimate of the time and cost. 

SAP Maintenance Planner
SAP Maintenance Planner: This planner 
provides an XML file that lists all of the 
items in your system that are likely 
to break during migration. Before 
beginning the migration, fix all of the 
items on the list to reduce issues 

during the actual migration. 

SAP S/4HANA Readiness Tool
This tool shows the readiness 

of your custom code for 
migration. 

? TOOLS TO PREPARE 
FOR YOUR SAP S/4HANA 
MIGRATION

SAP includes several tools to evaluate your current 
readiness and prepare for the migration:
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DECIDE BROWNFIELD VERSUS GREENFIELD

During the planning process, companies must 
decide whether to take the greenfield or the 
brownfield approach. The outcome of this decision 
impacts the complexity and the success of 
the migration. 

In a greenfield approach, 
organizations implement a new 
system using the SAP S/4HANA 
best practices template and then 
move core data from the existing 
system, which means managing 
a completely new environment.

Organizations using a brownfield 
approach migrate their data 
while adopting the data schemas 
available in SAP S/4HANA. By using a brownfield 
approach, companies keep their customizations, 
business processes, data and custom code; this 
saves redesign but also increases complexity of 
the migration. 

A hybrid option also exists. This involves starting 
over with the systems that need a redesign while 

migrating the applications to SAP S/4 HANA business 
processes that make sense to move. 

Freudenberger advises that the majority of larger 
enterprises should consider the brownfield approach 
or opt for a hybrid strategy. He recommends the 

greenfield approach only for 
smaller companies with few 
customizations. 

He says that clients who are 
experienced SAP users and 
have extensive customizations 
often have the best success with 
the hybrid option. By starting 
with a brownfield approach, the 
company gets all the people, 

processes and data into S/4HANA as quickly as 
possible. By isolating by department or function, 
companies reduce disruption during the migration. 

Because the decision of which approach to take 
determines the cost, time and future success, 
companies should carefully consider which approach 
best sets up their business for the long term while 
also minimizing issues in the short term. 
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CREATE A PHASED APPROACH 

Many organizations experience the pitfall of moving 
all of their applications and processes at the same 
time, which creates the opportunity for many 
errors as well as significant business disruption. By 
using a phased approach, organizations confine 
any issues to a single system and learn from the 
migration process. 

Freudenberger cautions that many system 
integrators (SIs) and partners strongly encourage 
organizations toward the all-at-once approach. 
Third parties often sell this as the ideal solution 
because it creates a large project for the SI in terms 
of resources and monetary contract size. However, 
it comes with significant drawbacks in terms of 

business disruption and cost. This method also does 
not allow you to apply learnings from one application 
to the next, meaning you often repeat one mistake 
throughout the entire migration and have to fix it for 
every instance. However, in a phased approach, 
this mistake would only occur once and then be 
corrected in the following migrations. 

The cornerstone for the phased approach is keeping 
each piece of the migration confined to the system 
or department. This compartmentalized approach is 
different from other technology projects. The goal is 
to begin running each one selectively as they bring 
value to the process and organization.

Carefully select the first application to migrate with 
input from the migration team. By starting with an 
application or department that brings high value and 
maximum benefit, the organization can get buy-in 
from other departments as the migration progresses. 
Consider converting parts of the business to 
S/4HANA while existing parts continue to run using 
legacy business processes.

  By using a phased approach, 
organizations confine any issues to 
a single system and learn from the 
migration process.
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Many organizations start with finance because 
it offers many opportunities for automation and 
analytics. Additionally, migrating finance offers the 
highest value to the organization and serves as 
a catalyst for future migration efforts. By moving 
finance first, you can integrate other processes into 
the financial system. 

“With the all-at-once approach, it’s a huge 
business disruption because everyone is affected 
simultaneously,” says Freudenberger. “However, not 
every business unit receives the same benefits from 
S/4HANA, meaning a stairstep approach often proves 
more successful. The goal is to get the maximum 
benefits with the least disruption.” 

Questions to ask when creating a staged approach:
• How can we improve profitability?
• How can we improve responsiveness?
• How can we identify issues earlier? 

However, step-wise migration is made easier with 
infrastructure that steps with you in terms of the 
features and functionality required, such as IBM 
Power Systems™ and IBM Storage. By running your 
SAP S/4HANA workloads on a platform with the 
functionality to manage and handle the migration 
from the beginning, your organization will reduce 
disruption and likely see an increase in profits more 
quickly. And the robust hybrid multicloud storage 
solutions available through IBM easily integrate with 

your SAP HANA on POWER® environment, further 
magnifying your investment. 

“Flexibility is key,” says Freudenberger. “Speculating 
is prone to error, but if you purchase a flexible system 
and grow it to what you need over time or put the 
processes together in a consolidated environment, 
your organization reduces its overall long-term cost 
of ownership. 

·5·
 

SET UP BASELINE 
MONITORING 

Despite its size and complexity, SAP S/4HANA is 
just like any other application—it must be properly 
monitored to optimize performance, explains Nate 
Austin, practice director for Enterprise Monitoring and 
Analytics at Evolving Solutions.

According to Austin, there are three central issues 
that arise when trying to monitor SAP applications:

1) SAP traces are time intensive and miss 
intermittent problems

2) Alerts must be set up in Solution Manager 
manually and use static thresholds

3) SAP provides limited insight into external 
applications and services.
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Beginning the Migration 
After completing the planning phase, enterprises 
should move from strategy to implementation. 
By starting with a process that does not involve 
complex business mapping, you can then move to 
more involved migrations. Even after completing the 
planning, many organizations still feel the pull to take 
on larger or multiple projects. Freudenberger says 
starting simple is the most important key to success. 

He also recommends engaging with solution 
integrator when you move to the phase of 

implementing new functionality. Because these 
partners bring their specialized expertise, 
enterprises need less highly skilled technical 
resources and, Freudenberger says, the project 

duration almost always shortens. Enterprises 
that take advantage of the Evolving Solutions free 

workshop to analyze their current IT practices leave 
with a book of IT requirements they’ll need moving 
forward toward the migration. Clients then use 
that information to help guide their decisions and 
speed up the process. After the workshop, Evolving 
Solutions partners with the client every step of the 
way, providing insights and expertise. 

“We work with the customers on the things that they 
need to do today, but even more importantly, help 
them to really detail what’s required in the future,” 
says Freudenberger. 

GET MORE 
EXPERT ADVICE

 from Nate Austin in his 
blog series on SAP S/4HANA 

performance:
•

Part 1: If SAP is so Critical, Why 
are There So Many Unanswered 

Performance Questions? 
• 

Part 2: The Solutions 

Creating a Strategic Plan for Migrating to SAP S/4HANA

11

https://www.evolvingsol.com/2020/09/15/if-sap-is-so-critical-why-are-there-so-many-unanswered-performance-questions/
https://www.evolvingsol.com/2020/09/15/if-sap-is-so-critical-why-are-there-so-many-unanswered-performance-questions/
https://www.evolvingsol.com/2020/09/15/if-sap-is-so-critical-why-are-there-so-many-unanswered-performance-questions/
https://www.evolvingsol.com/2020/09/25/if-sap-is-so-critical-why-are-there-so-many-unanswered-performance-questions-part-2/
https://www.evolvingsol.com/2020/09/25/if-sap-is-so-critical-why-are-there-so-many-unanswered-performance-questions-part-2/


What’s a  
SHARP Assessment?

SHARP stands for SAP HANA  
Assessment Readiness and Roadmap Planning.  

It’s a holistic workshop wherein our team of experts helps your organization 
plan your migration to SAP S/4HANA while minimizing cost,  

risk and business disruption. This free session can get you on your way 
to implementing a strategic migration plan. 

Ready to create your 
strategic plan to migrate  

to SAP S/4HANA? 

SCHEDULE YOUR SESSION  
TO GET SHARP TODAY.

https://www.evolvingsol.com/services/sap-hana/#request

	Preparing for Future Disruption 
	Consider Support Timelines
	Working with a Partner 
	Building Your Team; Crafting Your Plan
	5 Steps to a Strategic Plan for Your SAP HANA Migration
	1. Understand the Business Goal

	2. Determine Migration Readiness
	3. Decide Brownfield Versus Greenfield
	4. Create a Phased Approach 
	5. Set Up Baseline Monitoring 
	Beginning the Migration 
	What’s a SHARP Assessment?

