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S4 Project
Kickoff March of 2021 - Go-Live Jan 31st, 2022



Project Scope

• Scope of Work is a team effort! Involve ALL functional areas 
up front

• Clarity is Critical, Request for proposal (RFP), request for 
contract (RFQ), Validate assumptions

• Validate proposal criteria transfers to contract RACI matrix, 
clear achievable expectations

• Avoid excessive optimism on amount of internal labor 
required

• S4 Compliance 3rd Party Bolt on applications and Contracts

• Change Management and Training required and associated 
deliverables



Project Tools

• How to manage communications, alignment, milestones, 
status, and deliverables

• Project Organization Chart

• Make complex simple, keep the team aligned and 
motivated, NO SURPRISES! 

• Review examples, agree on what works for you and your 
team

• The following recommended tools are beneficial to assist;

• Daily Stand Ups for each Workstream

• Weekly Workstream Updates 

• Backlog Refinement for outstanding build items

• Sprint Planning for outstanding build items

• Solution Showcases

• Retrospectives at the end of every two to three weeks 
of testing



Project Audits

• Pre-Assessment surveys were sent to the 
entire project team

• Interviews with key personnel were scheduled
• Project documents were provided to the 

auditing team for review and incorporation to 
the assessment

• Assessment findings were provided to project 
leads and then provided to executive 
sponsors

• Project leads developed action plans to 
address gaps to ensure success

• Action plans were reviewed with executive 
sponsors for approval and execution



Project Assessment 2nd Survey Results

Previous Assessment  

What’s Going on Well
• Team reports improvements in 

SI/NPPD relationships
• NPPD team believes in the goals 

of the program

Challenges to Achieving Success
• Communications from the PMO 

not sufficient for team to 
understand timelines

• Company code merge decision 
is highly impactful

• Certain teams late with strategy 
development

Follow up Assessment  

What’s Going on Well
• Significant improvement in 

project team confidence and 
working relationship

• Communications have 
improved; rolling calendar 
proving helpful

• Onsite cutover planning quite a 
success

• Majority of design decisions 
have been resolved

Challenges to Achieving Success
• Incomplete/late design designs, 

incomplete build preventing full 
end-to-end testing of the 
solution

• Training content build due to 
resourcing and heavy reliance 
on functional teams

Is the Go-Live date attainable with 
the current plan and resources? 

Will the SAP Solution deliver the 
desired business outcomes? 

Is the Go-Live date attainable with 
the current plan and resources? 

Will the SAP Solution deliver the 
desired business outcomes? 



Communications 
and Team 

Alignment

• Establish a communications plan, one size does not fit all, 
multiple approaches and media 

• Effectiveness reviews

• Internal communication/external communication/provide 
templates 

• Consistent strategies for all workstreams, defects, testing, 
and cutover

• “Plan on a Page” representing all Workstreams simplifies 
key milestones

• Weekly status meetings, points out integration points, 
dependencies, and roadblocks

• Keep messaging in front of folks, think of ALL levels of the 
organization and what their care abouts are



Communication 
Tools



Schedule

• Should provide predictability and planning factors for key 
resources to support critical tasks/timelines

• Ensure enough detail to communicate milestones and 
resource support expectations

• High level for the entire project, each workstream more detail, 
assign resources by task and durations, avoid work on holidays 
and weekends

• Schedule multiple “mocks” or dry runs

• Create a Dashboard for all upcoming activities that tracks 
number of objects planned vs. actual complete, weekly 
review/status

• FIORI object to be tested

• Data objects to be validated

• Test Scripts to be written

• Test Scripts to be executed

• Training courses to be developed

• Cutover Activities to be executed



S4 Schedule example



Creating and 
Managing 

Transformation

• Document existing established business processes

• Formalize scope change management process, approval 
authority

• Evaluate what can be incorporated risk to cost, schedule, 
and quality

• Establish an inventory of any custom code that is in use IN 
ADVANCE

• SAP training IN ADVANCE of project execution to establish a 
baseline knowledge to understand the project undertaking, 
SAP Learning Hub, Virtual classes, etc. 

• Change Management up front, S4 and ECC feel very similar, 
end users need to know

• Conduct lessons learned along the way

• Training library to store changes to end user experience, 
technical requirement changes, training material, and 
changing of support requirements



Cutover 
Schedule

• Early identification of Cutover Coordinator

• Needs to be extremely detailed

• Develop as a team, representatives from all functional 
areas

• In-person development provides better 
integration/interaction, better results

• Determine real-time communication strategy

• Treat as additional Workstream for weekly status of 
progress

• Define no-go criteria and establish senior management buy 
in early

• Determine back out criteria and progress milestones 
throughout the window



•The Project Team Conducted a two day in 
person Cutover Summit November 9th and 
10th 
• Initial review of proposed cutover tasks 

solicited from Workstream Leads prior 
to Summit

• Over 1000 tasks posted as template to 
start with

• Cross-functional groups reviewed tasks 
for validity/sequencing within 
workstreams

• Final sequencing from complete project 
team to develop initial cutover schedule 
was the deliverable from day two

• Engagement of the complete team, 
collaboration, and learnings to produce 
the draft cutover schedule was 
invaluable

S4 HANA Cutover Summit
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Lead up to Cutover Weekend





Key 
Takeaways

• High level of communication with project team and end 
users

• In-person workshops for planning documentation

• Detailed scope and RACI matrix

• Visual project timelines with 2-4 week look ahead

• Conservative project planning schedule

• Conservative implementation timeline

• In-depth project plan at task level

• Conservative resource planning and redundancy

• Dress rehearsals using cutover plans, defect resolution, and 
communication strategy



•Questions?


