
A BUSINESS 
APPROACH TO SAP 
DEPLOYMENT

A new study has revealed a less than a 50% chance of SAP 
implementations delivering on their planned business goals.
 
The survey, "Uncovering the factors that drive success", 
interviewed 113 individuals across 105 companies found only 
36% felt of their SAP projects kept to their original plan, and just 
under half (48%) said their project failed to achieve business 
objectives (Source : Computerworld).
 
Why are organisations willing to accept such perilous odds in 
what is likely their businesses core operating platform?
 
If I was an SAP Programme Director I would be seriously nervous 
about running a programme with a less than a 50% chance of my 
work, time and reputation being a success.
 
And, with the same survey finding that 52% of those surveyed 
indicating their project was over budget, the Chief Financial 
Officer signing off on a major business programme must be 
equally nervous that even if the project is a success, there is a 
good chance that the financial business case for such an 
investment is likely to be full of holes.
 
So, given SAP and other ERP platforms play such an important 
role in the success of businesses, and the use of ERP is nothing 
new, why do these projects suffer from such a high failure rate? 
At Roc, we know it is because businesses fail to connect business and 
technology through intelligence business process.

By Nigel Kilpatrick
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"Uncovering the factors that drive success" - Resulting IT



Whether a standard upgrade, migration or a move to S4 
Hana, it is clear that every SAP project creates risk.
 
That risk is very often being handed off to System 
Integrators and Outsourcers who in the main have a 
very different agenda to that of the user.  Their systems 
led approach to deployment on many occasions forgets 
to engage with the most important aspect such a 
fundamental business initiative; the business processes 
the system is there to support.
 
It is very likely there is a culture problem.
 
Culturally organisations view SAP as a software 
implementation and therefore embarks on a systems 
project approach.  However, success will only come from 
seeing these projects for what they really are; a business 
critical transformation that requires a commitment to 
the entire end-to-end process impact and improvement 
within an organisation.
 
A system that does not reflect or optimise the way an 
organisation works will ultimately fail.
 
 

What do these stats tell us?
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SAP Implementation or Business 
Transformation?

The success of an SAP implementation is governed not 
by the quality of the platform, the usefulness of features 
or the robustness of the GUI’s. 
 
Instead, it is recognised that the best implementations, 
those that deliver the greatest return and value, are 
those where the end-user organisation has been totally 
engaged, the business manages the change program,  
and where the new working practices which exploit SAP 
are adopted enterprise wide.
 
Organisations also need to look beyond a successful 
implementation. They need to put in place an 
environment which allow the working practices to 
continually evolve and create a culture of never ending 
improvement. True success is measured in terms of the 
increased operational performance, high end-user 
adoption, and create a highly positive ‘perception’ of the 
outcome across the entire organisation.
 
In research by Accenture published in an article called 
“The Return of the Enterprise - The Director’s Cut”, they 
maintain that it is the second implementation of SAP 
where the benefits of business transformation are 
achieved.

They contend that because the initial project is heavily 
focused on the technical challenge of installation, 
configuration, system interfaces and data take on, 
organisation change efforts are compromised.
 
That article clearly indicates that if a second attempt is 
needed at SAP implementation to make it succesful, 
there must be something fundamentally flawed in the 
first attempt.  At Roc we think it is because the system 
comes first and process is an afterthought.
 
To exploit SAP to the fullest, and to ensure maximum 
project success it is vital organisations first gain a true 
picture of how their business operates.
 
Think of an SAP environment as a large lake, but 
because implementation is driven at a 'systems level' 
that lake has been filled section by section, with artificial 
barriers between them?
 
In any organisation, throwing a stone into one side of 
the pond will ripple from one end to the other.  But, 
because most ERP implementations are systems and not 
process driven, the dots of end-to-end process are never  
connected.   A system is built in a silo'd system level 
approach.  A stone is thrown but the overall process has 
not defined how the ripples can seamlessly flow through 
the organisation.  
 
SAP becomes a series of transactional flows in relation 
to the SAP architecture not the business process. End 
users open SAP to perform a series of individual tasks 
within an overall process.  But, we regularly see 
disconnection, friction, and a platform that mirrors lots 
of individual tasks but not overall seamless business 
process flows.
 
A great example of this is the resulting document 
handed to system users. We regularly see this through 
the inevitable production of vast amounts of technically 
focused content.  It commonly pertains to the 
configuration and design of SAP, not the way the 
business is represented and operates.
 
Would you give somebody a technical manual for a car 
when they are learning to drive?
 
Think of SAP implementations as either improving, re-
designing and re-imagining the way your business 
works?  Whatever resulting business operational model  
resembles is what needs to be implemented within SAP. 
Most organisations miss this vital stage in improving 
their chances of successful outcomes. 



A different goal provides a  different perspective.
 
A change of focus brings the limitations and risks of the 
existing approach of SAP implementations into sharp 
view. Most projects focus on the implementation of SAP 
– a discrete activity with a defined end-date.
 
If your end goal is a new business operating model, one 
that transforms you organisation and enables you to 
continually improve, you need to flip the systems 
approach to one of a people and process led approach.
 
The end goal of any SAP project should be to let your 
colleagues and business; 
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Your approach must be to create a new integrated 
digital and intelligent “Operations Manual” for the entire 
organisation; and then implement this into SAP.  Decide 
first how your business and each connected business 
process needs to operate to deliver success.
 
SAP is just another business system; but unlike word or 
excel which are flexible productivity tools, once your 
processes are hard coded into the platform, that is how 
your business will now operate; for better or for worse.
 

At Roc we believe taking this people and process 
approach, and building a clear, consistent and 
connected approach to your SAP project can mitigate 
many of the risks and failures so common in major 
projects:

Mastering process should be the real 
focus of the implementation project.

Operates to new and improved, streamlined working 
practices and guidelines
Deliver on your business goals - improved customer 
services, streamlined supply chain, improved costs
Have a clearer view of how their activities and tasks are 
aligned with corporate objectives
Understand how the SAP transactions are used in the 
context of the end-to-end process
Know how they can suggest ongoing process changes 
and improvements which are implemented with a 
transparent and auditable change cycle – “change and 
improve the process not SAP”

Taking the alternative approach; 
people and process before platform.

Reduce the project risk by identifying potential problems 
early, which eliminates disruptive changes later on 
Test the delivered system and supporting working 
practices more quickly and more completely 
Provide role-specific adoption materials which can be 
used at go-live, for on-the-job refresher training and for 
new starters 
Enable the end-user organisation to change more 
quickly, resulting in better adoption of the SAP system 
Provide documentation for the new SAP system which 
enables the business to be more self-sufficient, 
reducing the support load

This approach involves capturing the way the end-to-end 
business works that then acts not just as the process 
empowerment engine for the SAP, but for the business 
as a whole.  
 
We start by simply capturing the proposed SAP 
processes as a hierarchy of process maps in live 
workshops. This can be achieved remarkably quickly, 
and rather than delaying the project, it means that the 
end-users and project team work more productively, as 
they have a consistent and shared view of business 
operations.
 
ROC’s integrated process and change management 
solution has been proven at clients around the world. It 
is designed to support the process management 
activities alongside SAP implementations and it 
integrates with SAP so that the documentation produced 
is easily accessible by all users once the system goes live. 
 
Our approach has been designed to be able to support 
projects and programmes at any stage of their planning 
or implementation and consists of:
 
 Our award-winning process methodology.

SAP Project Implementation accelerators incorporating 
‘ASAP’ & ‘Activate'.
Over 20 out-of-the-box end-to-end business process 
accelerators that accelerate SAP deployments
Wide range of Process Professional Services from 
process maturity assessments, process consulting, 
process mapping and conversion to process technical 
services and process application development (RPA and 
Automation)
The leading process engagement application, TIBCO 
Nimbus, supported by our 24x7 helpdesk



Project Preparation
 
Capturing end-to-end process in a one-page process 
diagram with all project sponsors in a live workshop is 
far more powerful and engaging than textual document 
or using out-dated and risky sticky notes exercise.
 
Starting with a high-level process diagram builds 
consensus and buy-in from senior management, drives 
out ownership issues and is easy to understand and 
agree. It starts the joined-up  business transformation 
thinking.
 
It also reconfirms the scope and interfaces for the 
project, as the original Business Overview, Project 
Initiation Document or Requirements Document may be 
several months out of date.  It gets every stakeholder on 
the same page and focused on the same outcome.
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At the lowest level, both the business and technology 
communities (most people refer this to ‘Business’ and 
‘IT’, but to me IT is a critical component of the business 
and therefore shouldn’t be de-departmentalised) can 
clearly see which activities will be manual and which are 
supported by SAP transactions.
 
Any one of the SAP Reference Models can be imported 
into TIBCO Nimbus.
 
With both the Process Architecture (shown left in Fig. 1) 
and Reference Model (shown right in Fig. 1, the activities, 
triggers and associated links to launch SAP transactions 
can be copied from the Reference Model and pasted 
straight into the Process Architecture.
 
This makes it easier to agree the configuration 
requirements for the blueprint document.
 
But the real business benefits come in the downstream 
phases, as the Process Architecture is reused for process 
scenarios in testing, role-based training, post go-live 
support, and on-going process improvement.
 
Realisation
 
The Process Architecture sets the context for the SAP 
configuration work. It is the vital common language 
between the business users and the technology 
function. This is the time to identify any gaps or 
inconsistencies rather than discovering them during the 
User Acceptance Testing.
 
The Process Architecture, overlaid with end-to-end 
scenarios (called Storyboards, shown in Fig. 2), is the 
basis of the User Cases for Systems Testing and User 
Acceptance Testing.
 
A StoryBoard steps through the activities which make up 
a specific end-to-end flow and in effect tells a story of 
what activities and tasks need to happen at what stage.
 
The business benefits are both commercial and human. 
Firstly, organisations now can reduce cost and risk from 
having a single process platform to test and train versus 
using multiple applications to achieve the same 
outcome.
 
Secondly, end users can be trained and make real-time 
improvement requests before go-live and in a way that 
ensures high levels of engagement and interaction. 
These are likely to cross functional and even 
geographical boundaries which gives users visibility 
outside of their functional silos.
 
 

How the Roc approach accelerates 
project success and reduces risk

The key factor is that the whole team gets consensus on 
the approach to the transformation.  The then work 
together in a way that creates speed but also certainty 
that the end result inside SAP will be the one the 
business agrees is accurate.
 
Business Blueprinting 
 
Building on the top-level process diagram, the project 
team can work with the end-users in live workshops to 
very quickly understand how they can improve their 
operation and take advantage of the capabilities of SAP.
 
This is documented as a hierarchy of graphical process 
diagrams and ensures that the new operating model is 
designed for how the business needs to operate and not 
based on the architecture or functionality of SAP.

Figure 1
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Go Live & Support
 
Immediately after Go Live is typically the time when the 
end-users will need the greatest support. Urgent 
workarounds are implemented to address unexpected 
system or interface issues.
 

For example, a customer query which results in a 
product return for an exchange item touches many 
areas, but is a different flow from a customer query, 
which is addressed by sending an engineer on site to fix 
the equipment under a support contract.
 
This approach to testing proves not only that the SAP 
application supports the business operation which was 
defined in the Process Architecture, but also the 
integration of the manual activities, SAP transactions 
and 3rd party systems.
 
As the StoryBoard is a view of the Process Architecture, 
the SAP transactions can be launched from the related 
activity box in the flow. Any workarounds required to 
solve issues found in testing can be made by updating 
the Process Architecture and they are automatically 
reflected in the StoryBoards.
 
Final preparation
 
Reporting on the Process Architecture will show user 
role by activity and by SAP transaction so that the 
training courses can be designed with change 
management at the core. Training should be designed 
around end-to-end processes, not discrete SAP 
transactions.
 
These end-to-end processes are captured in StoryBoards 
which enable the end-users to understand how their day 
to a day roles will change, and how SAP will be used – in 
context of the process. This will reinforce the other 
change management activities, and StoryBoards are 
available to end-users at any time within their 
personalised process portal (TIBCO Nimbus) over the 
web.
 
 
 

Figure 2

Both Business and IT can rapidly and unambiguously 
agree what is required
The workaround needs to be tested in the context of the 
end-to-end business flow, and the Storyboard used for 
testing will be automatically updated 
The impact of the workaround on compliance and other 
areas of the business can be more clearly seen
Changes can be communicated out to the end-users in 
language they understand, and the StoryBoards 
automatically reflect the changes
The digital Intelligent Operations Manual has been 
kept up-to-date and is the evidence of compliance for 
the auditors

Operate
 
Operate Effective decision-making to drive improved 
performance requires a clear understanding of:
 
 What is going wrong, displayed as metrics or traffic lights 

on scorecards
Why it is going wrong, by looking at supporting reports, 
or the metrics in the context of business process 
How to fix the problem, by process redesign or 
training

TIBCO Nimbus has been integrated with SAP BW so that 
metrics data can be shown as traffic lights, gauges or 
raw data attached to an activity box, and SAP BW reports 
can be launched from an activity box to provide 
supporting information.
 
For a more powerful view with a deeper insight ROC 
uses TIBCO Spotfire in order to take multiple data feeds 
to provide the Project Team and Management a single 
view of process performance. This provides a much 
quicker insight therefore is able to enable faster 
resolution to risks and opportunities.
 
In live operation you will inevitably start to identify 
improvement opportunities. Many of these are small 
and do not affect SAP directly but will cut waste and 
deliver benefits nevertheless. Different scenarios can be 
compared using the Activity-Based Costing analysis 
within the Process Architecture.
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With the ROC process platform, you now have a solution 
to support your change management activities, which 
leverages your investment in SAP. More rapid and 
effective change management means better adoption of 
SAP and the new, streamlined working practices you 
hoped for.
 
Better adoption means a more rapid ROI, which you 
want, SAP wants, and your System Integrator has 
promised you.
 
 

So what are the benefits of taking a 
different approach to SAP projects?

The Roc approach does not duplicate any of current 
tools that are provided by SAP. It addresses the need for 
rigorous, effective, controlled process driven change 
management, focussing on transforming the roles of the 
thousands of users who you need to reach to make the 
investment in SAP implementation effective.
 
Users collectively have thousands of man-years of 
experience in the current working practices. Patterns 
need to be broken, which simply putting a new system in 
front of them or sending them on a training course won’t 
change.
 
Once the project has gone live, the content created in 
Roc Process Empowerment Platform becomes the digital 
“Intelligent Operations Manual” which defines how the 
business uses SAP, how you train new employees or 
users of the SAP system, how you meet your compliance 
requirements and you continually optimise or improve 
the way your business operates.
 
Thankfully your project approach doesn’t need to 
change. The project doesn’t need to stop and re-plan, 
whichever phase you are in.
 
If you decide not to use the ROC ERP Implementation 
Accelerator then we will support the methodology you 
are using, whether it is ASAP, Activate or that of your 
Systems Integrator.

Reduce risk of process and systems disconnection
Clear single view of your business processes
Faster SAP deployment cycles
Employee buy-in starting in blueprinting phase
Better understanding of configuration cost / benefit
Reduced cost of documentation creation / management
Reduced cost of training and change management 
development
Better positioned for ongoing operation of SAP and 
future updates

The Final Word
 
ROC has enabled organisations of all sizes and sectors to 
mitigate the risk of SAP deployments and deliver the 
transformational change that their business case was 
built on.  I am proud to have been apart of these 
transformational projects; and turn SAP into a true 
business performance platform.


