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Overcoming the S/4HANA confidence gap
The value of S/4HANA is now well accepted. During a recent survey, an overwhelming majority of the 480 SAP
customers interviewed cited potential benefits in areas such as real-time business visibility and improvements
in both service levels and user experience. Many also acknowledged the role of S/4HANA as a platform for digital
transformation. Something else highlighted, however, was how uncertainty often stands in the way of adoption. Many
had limited knowledge of migration and operational practicalities. They were also unsure how well theoretical benefits
would translate to real-world value. If this applies to your organization, it may be time for a proof of concept (POC).
The idea of a POC is to perform a limited scope migration to explore and gain experience in key areas so you can
subsequently embark on a full migration exercise with greater confidence. Here are some typical POC objectives.
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a POC, you can start to get the necessary
skills and processes in place to deal with systems
monitoring, IT operations and change management.

A POC helps you work
through all these
practicalities.
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Planning and pre-requisites
In practical terms, the best way to think of a POC is as an exercise to check the feasibility of
your intended course of action, learning and making adjustments along the way in response
to the experience gained. This of course presupposes that you’ve already mapped out a
proposed way forward, at least at a high level. You can then scope your POC to encompass a
representative subset of elements and activities critical to your subsequent full migration.
With this in mind, you need to have formed an up-front view of what else you want from your migration apart from
modernization of the technical architecture. Will you take the opportunity to merge, split or harmonize SAP clients to
drive operational efficiencies or exploit organizational synergies? Do you want to transform certain business processes
or retire old customizations? What about embracing new capabilities in areas such as AI, IoT, and so on?
Once you have thought through such high-level questions, you can move on to more detailed planning.

POC scoping and emphasis

Metrics and measurement

Your POC doesn’t necessarily need to cover
everything outlined above. The goal is to gain
confidence with the minimum of cost and effort.
If you are most concerned about technology
readiness, put the emphasis there. If it’s more
about the migration process or some new area of
functionality, skew and scope your POC accordingly.

Business case validation relies on comparing
relevant metrics between the existing and proposed
new environment. Within the business, this might
revolve around process efficiency or cycle times,
or employee productivity. In IT it might be service
levels, admin overheads, etc. In any case, define a
performance baseline before starting your POC.

Migration approach

Platforms and delivery models

The first option here is Greenfield, which is
essentially a full reimplementation of SAP. Next
we have Brownfield, an in place conversion of
your existing environment. In between, there’s the
‘Software-Accelerated’ option, which exploits smart
migration tools. Once you choose your approach,
you can use the POC to confirm it meets your needs.

When it comes to your S/4HANA landscape,
you have choices in terms of technology stacks,
management software and other tools. There
are then many cloud, hosting and hybrid options
available within the SAP ecosystem. Wherever
possible, base your POC on the platform(s) and/or
cloud service(s) you ultimately plan to use.

Data and integration

Migration services and tools

Data is structured differently in S/4HANA.Put this
together with your overall transformation goals
and integration requirements, and a significant
amount of data conversion and remapping will be
required. Your POC will check that data integrity is
preserved along the way, and that key interfaces to
other systems are not undermined.

Few organizations have the skills, resources and
tools to perform a critical migration alone. You’ll
therefore likely need a services partner to help you
evaluate, plan, scope and migrate, leveraging best
practices and automation as much as possible.
A POC is a great way to fully check-out a chosen
partner before scaling up your commitment.
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Partner evaluation and selection
When selecting a partner to work with on a POC, think ahead to how good a fit they will be over the longer term. Start
with your requirements and challenges, then look for a partner with the appropriate attributes. We obviously can’t be
exhaustive on supplier selection in this short guide, but here are some important areas to get you going.

YOUR REQUIREMENT

YOUR CHALLENGE

PARTNER ATTRIBUTE

Set business/digital
transformation goals that make
sense as part of your S/4HANA
migration project

Limited knowledge of the
solution, what it is and isn’t
capable of, and what others are
successfully doing with it

Industry and solution experience
and a methodology to assess your
current position and help you
explore the ‘art of the possible’

Define the right migration
approach, i.e. choose between
Greenfield, Brownfield and
Software-Accelerated options

Hard to work through the pros
and cons of each approach and
be sure how the theory is likely to
translate to practice

Kit-bag of tools and techniques to
analyze your existing environment
and assess the suitability of
migration and automation options

Specify the most appropriate
platform and delivery options to
deal with your immediate and
evolving needs

Some players in the SAP
ecosystem have a vested interest
in certain platforms and clouds so
their advice may not be impartial

Broad set of platform and
services alliances and associated
knowledge to provide guidance
based purely on your needs

Establish a relationship for the
long term, i.e. find a partner who
can provide continued support as
your business evolves

Small specialists may not have
the bandwidth or staying power,
while larger players may enforce
rigid traditional engagements

Agile engagement model and
flexible professional and managed
service options to support future
growth and transformation

Picking up on that last point, it’s worth remembering that S/4HANA enables a step-change in systems flexibility and
business agility, so the spirit and commercial model with which the partner engages is as important as its technical
and business level credentials. The rigid ‘old-school’ services approach is just not suitable if you are to realize the
S/4HANA promise of enabling an agile and responsive intelligent enterprise.
The good news is that considerable investments have been made by many partners to support S/4HANA migration
activity, and there’s now enough experience out there to deal effectively with all of the requirements and options we‘ve
touched on. It’s important to move forward with the right strategy and approach, however, backed up by appropriate
services and tools. A well-designed and executed POC will ensure your S/4HANA journey gets off to a good start.
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About Freeform Dynamics
Freeform Dynamics is an IT industry analyst firm. Through our research and insights, we aim to help busy IT and
business professionals get up to speed on the latest technology developments, and make better-informed investment
decisions.
For more information, please visit www.freeformdynamics.com.

About Fujitsu
Fujitsu is the leading Japanese information and communication technology (ICT) company offering a full range of
technology products, solutions and services. Approximately 130,000 Fujitsu people support customers in more than
100 countries. We use our experience and the power of ICT to shape the future of society with our customers.
For more information, please visit www.fujitsu.com.
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