


S/4 Transformation

Your transformation project –
perfectly aligned with your strategies and 
objectives for the future!



Digital Transformation 
Value Proposition
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We offer an effective 

and free system 

analysis – the 

consenso 

ReadinessCheck

We know the 

strategic guard rails 

and to-be capabilities 

of your industry

We offer a complete 

process model 

tailored to your 

industry

We promote the 

principles of 

harmonisation 

and standardisation

We have reference 

architectures for 

selected industries

Our digitisation framework 

and transformation 

methodology enable us to  

implement projects in a short 

period of time – and with 

proven results.

We identify the 

benefits of change 

with our 

Change Impact 

Analyse

Together we initiate 

your change 

management 

process

We provide our own 

internal SAP systems 

for analysis, demo 

and testing

DIGITAL TRANSFORMATION. VALUE PROPOSITION



Digital Transformation 
Approach 



POSSIBLE PATHS TO S/4HANA
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31 Brownfield

Purely technical upgrade of an 

existing SAP Business Suite (e.g. 

ERP) to SAP S/4HANA
Definition

Ensuring SAP maintenance beyond 

2027

Main 

objective

Lowest implementation risk and 

comparatively low effort without 

data migration aspects

2 BluefieldGreenfield

New introduction of S/4HANA 

from scratch – no reuse of the 

existing ERP implementation

Use S/4 HANA implementation to 

change existing business functions 

and clean up the existing 

implementation 

Redesign of business process 

implementation as close as possible 

to SAP best practices and 

standard approach

Advantages

Use S/4 HANA implementation to 

consolidate and clean up the 

system while retaining the existing 

SAP process model

New introduction of S/4HANA as 

selective transformation, i.e. 

selective transfer of coding, 

customizing and data from ERP

Preservation of established 

processes and protection of past 

investments combined with data 

cleansing and system consolidation

or alternatively: combination of Brownfield with 'green spots' or 

Greenfield with 'brown spots'

How to find the best and 

practicable approach for me?

R
e
fu

rb
is

h
m

e
n

t 

o
f 

o
ld

 b
u

il
d

in
g

E
x
te

n
si

v
e
 n

e
w

 

co
n

st
ru

ct
io

n

N
e
w

 b
u

il
d

 w
it

h
 

re
ta

in
e
d

 v
a
lu

e



Public, private, OnPrem? Greenfield, 
brownfield or selective transformation? 

The answers are provided by 
consenso's Best Practices
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Phase 

1

Phase 

2

Phase 

3

Transformability

consenso 

ReadinessCheck

Transformation 

Target Vision

consenso 

Pre-project

Transformation

consenso 

Realisation

Project and Portfolio Management, Risk and Quality Management, Change Management 

Strategy Processes Application Infrastructure

THE THREE PHASES OF AN S/4HANA TRANSFORMATION



TRANSFORMABILITY & TRANSFORMATION TARGET VISION
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• Support for transformation recommendations

• Fast and holistic analysis of the current system

• Enrichment with customer-specific recommendations and 

assessments by consenso experts

• Evaluation and assessment of the relevant simplification items

• Evaluation of customer development objects regarding 

S/4HANA compatibility and subsequent indication of  costs

• Definition of strategic guard rails

• Capability map based on industry reference model

• Mapping of capabilities to SAP solution portfolio

• SAP Digital Discovery Assessment (DDA)

• Consolidation of all results from 

the phases of transformability and 

transformation target vision

• Illustration of the degree of 

processing for the individual 

activities

• Single source of truth

• Real-time evaluation

• Central access point for jumping 

to all relevant tools

The best results with the right tools and services

Phase 

1

Phase 

2

TRANSFORMABILITY - consenso ReadinessCheck

Transformation target vision - consenso Pre-project

TransformationCockpit



PHASE 1. READINESS CHECK
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Definition 
of strategic 
guard rails

Impact on 
business 

process model 

Test results of 
custom code 

analysis

Influence on 
IT application 
architecture

Architecture

Application Process

Strategy

AddOn compatibility

Business functions

Integration – BackEnd functions

Data quality and volume (finance data) (1/2)

Test results (Y*, Z*) – Overview

Overview of efforts per priority for Z*, Y*

Coding examples

Exemplary guard rails for a transformation project

Functional consideration of Simplification Item List

Evaluating the results of the most important topics
– Master data (1/2) –

Evaluating the results of the most important topics
– Procurement –



PHASE 2. PRELIMINARY PROJECT
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Extract of our deliverables: Capability map

Capability map

GAP analysis

Architecture incl. SAP Digital Discovery 

Assessment (DDA)

Process model

Cost estimate



PHASE 2. PRELIMINARY PROJECT
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1

2

Extract of our deliverables: SAP Digital Discovery Assessment (DDA)

1

2

3

5

4

Selection of SAP solutions

Selection of pre-selection packages

Scope definition

Information on additional requirements

Detailed qualification of processes

Welcome Muhammet Kir

Pre-selection packages

3

5

4

Sales

Scope-related questions for consenso

Additional requirements



PHASE 2. PRELIMINARY PROJECT
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consenso provides 

procedures and 

templates

Together, we will 

add the specifics

Contents are prepared 

by consenso

The results are 

our common basis 

for the project

Project 

handbook

Process 

model

Process 

chain model

IT target 

landscape

Master 

lists

Project 

scope

Requirements 

overview

Workshop 

planning

Responsibility 

matrix

Project 

plan



TRANSFORMATION COCKPIT
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Combining the results from phases 1 

and 2
✓

✓

✓

✓

✓ Illustration of the degree of processing 

for the individual activities

Single source of truth

Real-time evaluation

Central access point for jumping to all 

relevant tools 



TRANSFORMATION. EXAMPLE APPROACH. BROWN- & GREENFIELD
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consenso. YOUR SAP S/4HANA MOVERS
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https://consenso.de/de/s4hana-transformation.html

Standardised and established approach, including 

provision of all documents for detailed planning, 

cutover, etc.

Established specification of system environments

Full coverage of roles and areas::

• Development

• Consulting

• Basic

• HCM (carve out)

• Lift & shift

• Retrofit

If desired, ‘just’ a coaching approach

…

Your successful conversion with us…

SAP S/4HANA Conversion: 

A challenge for many, part of our daily work!

https://consenso.de/de/s4hana-transformation.html
https://consenso.de/files/consenso/website/common/Video/2023-09-17-Diggi-DE-UT.mp4


TRANSFORMATION. KEY FACTS
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Reduce time and costs 

with our S/4HANA 

expertise

> 10 S/4HANA conversions 

carried out

Experienced team of consultants and 

developers specialised in S/4HANA 

conversions

> 30 S/4HANA consenso readiness checks 

carried out, including evaluation of 

simplification items and custom code

Moving schedule for a successful 

implementation of the transformation with fixed 

target dates, efforts and responsibilities:

• Outsourcing of individual activities 

• Complete takeover of the transformation

• Supporting role as 'movers' or relocation 

partners with help and advice

> 10 S/4HANA 

implementations carried out

Use of automation to reduce

manual tasks



TRANSFORMATION. STANDARDISED SERVICES
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Classic max Comfort PremiumClassic proClassic

System conversion System conversion System conversion Selective transformation New implementation

Service

consenso ReadinessCheck

Adjustment of custom code

Technical conversion to SAP S/4HANA

FI data migration (new S/4HANA data model)

• New asset accounting

• New general ledger

Legend:

Introduction business partners

Implementation of 3 test conversions

Customer commitment

Effort classification

Rough estimate of efforts in PD 50 150 200

included

not included or not relevant

individual 

effort indication

individual 

effort indication



GENERAL PRINCIPLES FOR THE INTRODUCTION
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Strategic vision is always leading

Change management is lived by management

Good is good enough

No predictions, just enabling

The right spirit and creativity

Always consider everything when designing

Clear definition of objectives



Consulting GmbH

Meisenstraße 94

33607 Bielefeld

phone web email+49 (0) 521 2606 0 consenso.de mail@consenso.de

Thank you very much!
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