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EXECUTIVE SUMMARY
SAP S/4HANA transformations are complex, high-stakes programmes that demand rigorous assurance to
mitigate risks and secure business benefits. Without a structured assurance approach, nearly 60 percent of
large-scale SAP projects face delays, budget overruns or fail to realise intended outcomes. This guide
provides a detailed framework for embedding assurance throughout the SAP S/4HANA programme lifecycle.
It covers risk management, governance, reporting, quality oversight, change management, and crucially,
integration and data migration validation. By following these steps, organisations can maintain stakeholder
confidence, reduce operational disruption, and enhance the likelihood of on-time, on-budget delivery.
Intology’s consultants draw on extensive experience to highlight practical implementation techniques and
common pitfalls to avoid, ensuring assurance becomes a value-adding function rather than a bureaucratic
overhead.

Introduction: The Strategic Importance of SAP S/4AHANA Programme
Assurance

SAP S/4HANA represents a fundamental shift in enterprise resource planning, affecting multiple business
units, systems, and processes simultaneously. The scale and complexity of these programmes introduce
significant risks that can jeopardise delivery timelines, budgets, and ultimately, business outcomes. Intology’s
experience shows that nearly 60 percent of large SAP programmes encounter delays or budget overruns
when assurance is inadequate or absent. Programme assurance acts as a safeguard, providing independent
oversight, risk identification, and corrective guidance throughout the project lifecycle.

Assurance is not merely a compliance exercise but a strategic enabler that aligns technical delivery with
business objectives. CFOs, ClOs, and programme sponsors rely on assurance frameworks to maintain
confidence in progress and investment decisions. This guide explores the critical components of effective
SAP S/4HANA assurance and offers practical steps for embedding these into your programme from initiation
to closure.

Key benefits of robust assurance include:

« Early identification and mitigation of risks

- Enhanced stakeholder confidence through transparent reporting

« Prevention of scope creep and misaligned expectations

» Improved integration and data migration success

» Effective change management and benefits realisation

In the sections that follow, we break down these components into actionable steps supported by real-world
examples and best practices.

The Core Challenge: Navigating Complexity and Risk in SAP S/4AHANA
Programmes
SAP S/AHANA programmes confront multiple intertwined challenges that elevate delivery risk:
« Technical Complexity: The transition to S/4AHANA involves new architecture, customisations, and
integration with legacy systems. This complexity demands rigorous validation and quality controls.
» Operational Disruption: Changing core business processes affects daily operations and requires careful
change management to avoid productivity losses.
« Strategic Alignment: Ensuring the programme delivers intended business benefits requires continuous
alignment between IT delivery and business strategy.
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Without dedicated assurance, programmes often suffer from:
» Scope Creep: Uncontrolled changes increase costs and delay delivery.
* Unclear Responsibilities: Ambiguity in roles leads to delayed decisions and accountability gaps.
» Misaligned Expectations: Stakeholders may have conflicting views on progress and outcomes, causing
friction.

The absence of transparency and independent oversight can result in budget overruns, rework, and failure to
realise benefits. For example, in a recent financial services engagement, lack of early assurance led to a late
discovery of data migration errors, causing a three-month delay and significant remediation costs.

Addressing these challenges requires a structured assurance framework that integrates risk management,
governance, and quality oversight, ensuring issues are surfaced and resolved promptly.

Framework for Effective SAP S/AHANA Programme Assurance
An effective assurance framework for SAP S/4AHANA programmes encompasses the following core
components:

1. Comprehensive Risk Management

* Develop a detailed risk register from programme inception.

» Categorise risks into technical, operational, commercial, and people domains.

» Review and update risk status regularly, tracking mitigation effectiveness.

2. Clear Programme Governance

- Define governance structures with explicit decision-making authority.

» Establish escalation paths for unresolved issues.

* Include independent assurance roles such as programme assurance leads and internal audit
checkpoints.

3. Robust Reporting and Transparency

* Implement objective progress reporting mechanisms.

* Use dashboards providing real-time visibility into schedule, budget, quality, and risk metrics.
4. Quality Assurance and Testing Oversight

< Align testing strategies with phased deliverables and business process validation.

* Monitor test coverage, defect management, and adherence to sign-off criteria.

5. Change and Benefits Realisation Management

« Track change impact and adoption alongside benefit realisation from day one.

» Address resistance through targeted engagement and training plans.

6. Stakeholder Engagement

¢ Maintain active communication channels with executive sponsors, business units, and IT teams.
» Faclilitate timely issue resolution and reduce scope ambiguity.

These components work synergistically to provide continuous assurance, enabling proactive risk
management and informed decision-making.

Detailed Implementation Steps for Embedding Assurance

Embedding assurance into your SAP S/4HANA programme requires deliberate planning and execution.
Intology’s consultants recommend the following practical steps:
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1. Initiate Assurance Planning Early

- Define assurance objectives aligned with business goals.

» ldentify assurance roles and responsibilities, including independent assurance leads.
» Develop an assurance plan detailing activities, timelines, and reporting requirements.
2. Establish a Risk Management Process

» Create a comprehensive risk register capturing all identified risks.

« Assign risk owners and define mitigation actions.

« Schedule regular risk review meetings to update status and escalate critical issues.
3. Set Up Governance Structures

» Define decision-making forums, frequency, and membership.

« Clarify escalation paths for unresolved risks or issues.

* Incorporate independent assurance checkpoints and audit reviews.

4. Implement Reporting Mechanisms

« Develop standardised reporting templates and dashboards.

» Ensure data accuracy and timeliness for progress, financials, and quality metrics.

» Distribute reports to all relevant stakeholders consistently.

5. Oversee Quality and Testing

» Align test plans with programme phases and business processes.

* Monitor defect trends and resolution times.

« Ensure business sign-off on critical test phases.

6. Manage Change and Benefits Realisation

» Track training completion and adoption metrics.

» Monitor benefits realisation against targets.

« Adjust change plans based on feedback and resistance points.

7. [Engage Stakeholders Continuously

¢ Maintain open communication channels.

» Conduct regular workshops and briefings to clarify expectations.

» Use feedback loops to refine assurance activities.

For example, during a multinational manufacturer's SAP S/4HANA rollout, early establishment of a risk
register and independent assurance reviews identified data migration risks that were mitigated through
targeted cleansing and validation, preventing costly defects post go-live.

Best Practices for Maximising Assurance Value
To ensure assurance adds tangible value rather than becoming a bureaucratic burden, consider these best
practices:
«  Embed Assurance as a Continuous Activity: Integrate assurance into day-to-day programme
management rather than treating it as a periodic audit.
¢ Maintain Independence: Assurance functions should operate independently from delivery teams to
provide objective oversight.
« Focus on Data-Driven Insights: Use real-time dashboards and metrics to identify trends and trigger
timely interventions.
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« Involve Business Owners in Validation: Engage business users in testing and data validation to ensure
solutions meet operational needs.

< Align Assurance with Change Management: Incorporate change impact assessments and adoption
tracking within assurance activities.

« Foster Transparent Communication: Share both successes and risks openly with all stakeholders to build
trust.

Applying these practices helps maintain momentum, reduces surprises, and enhances stakeholder
confidence. For instance, involving business owners in data migration validation during a recent retail sector
SAP S/4HANA programme led to early detection of mapping errors, avoiding operational disruption.

Common Pitfalls and How to Avoid Them
SAP S/4HANA programme assurance can fail or underperform due to several common pitfalls:
» Neglecting Independent Assurance: Without impartial oversight, risks and issues may remain hidden or
underestimated.
» Underestimating Data Migration Complexity: Skipping rigorous validation leads to costly post-
implementation defects.
* Ignoring Change Management in Assurance: Failure to monitor adoption risks undermining benefits
realisation.

» Lack of Clear Reporting Standards: Inconsistent or unclear reports cause stakeholder confusion and
delayed decisions.

« Overlooking Integration Points: Neglecting to validate interfaces with legacy systems can disrupt
business continuity.

To avoid these pitfalls:
- Establish independent assurance roles from programme start.
« Prioritise data cleansing, mapping validation, and reconciliation controls.
+  Embed change management metrics within assurance reporting.
» Define and enforce standardised reporting templates and cadence.
* Include integration testing and monitoring as assurance deliverables.

In one example, a public sector SAP programme underestimated integration testing, resulting in post go-live
data inconsistencies. Early assurance involvement could have prevented this by enforcing interface validation
and monitoring.

Measuring Success and Demonstrating Return on Investment

Measuring the effectiveness of SAP S/4HANA programme assurance is essential to justify investment and
guide continuous improvement. Key performance indicators (KPIs) include:

* Risk Reduction Metrics: Number and severity of risks identified and mitigated.

» Schedule and Budget Adherence: Variance against planned timelines and costs.

* Quality Metrics: Defect density, test coverage, and resolution times.

- Stakeholder Satisfaction: Feedback from sponsors, business units, and IT teams.

- Change Adoption Rates: Training completion and user adoption statistics.

- Benefits Realisation: Achievement of targeted business outcomes post go-live.

Regularly reviewing these KPIs enables assurance teams to demonstrate value and adjust focus areas.
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For example, a UK-based energy firm tracked defect resolution times and stakeholder satisfaction scores,
using these insights to refine assurance activities and improve delivery confidence.

Combining quantitative data with qualitative feedback provides a comprehensive view of assurance impact,
supporting continuous programme improvement and successful transformation outcomes.

Next Steps: Embedding Assurance into Your SAP S/4AHANA Journey
To embed effective assurance in your SAP S/4HANA programme, consider the following immediate actions:
1. Conduct an Assurance Readiness Assessment: Evaluate current governance, risk management, and
reporting capabilities.
2. Define Assurance Roles and Responsibilities: Assign independent assurance leads and clarify
interfaces with delivery teams.
3. Develop a Tailored Assurance Plan: Outline activities, timelines, and reporting aligned to your
programme’s scale and complexity.
4. Establish Risk Management Processes: Create and maintain a comprehensive risk register with clear
ownership.
Implement Reporting Tools: Deploy dashboards and templates for transparent progress tracking.
Integrate Change Management Metrics: Ensure adoption and benefits tracking are part of assurance
activities.
7. Engage Stakeholders Early and Often: Foster open communication to align expectations and surface
issues promptly.
Engaging experienced consultants, such as those at Intology, can accelerate embedding assurance through
proven methodologies and practical guidance. Early investment in assurance not only mitigates risks but also
drives value realisation, positioning your SAP S/4HANA transformation for success.

KEY TAKEAWAYS
e Start assurance planning at programme initiation to embed risk management and governance from day
one.

¢ Maintain independent assurance roles to provide objective oversight and early risk identification.
» Prioritise rigorous data migration and integration validation to prevent costly post-implementation defects.

* Integrate change management and benefits realisation tracking within assurance activities to secure
adoption.

* Use standardised, data-driven reporting tools to enhance transparency and stakeholder confidence.

» Avoid common pitfalls such as unclear reporting, neglected independent assurance, and underestimated
data complexity.

* Measure assurance effectiveness through KPIs including risk mitigation, quality metrics, and stakeholder
satisfaction.

ABOUT INTOLOGY

Intology is an independent UK management consultancy specialising in business transformation, programme
assurance, programme recovery, change management and M&A. Our consultants help scale-ups, PE-backed
businesses and large enterprise organisations deliver complex change with reduced risk and measurable value.
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info@intology.co | +44 (0) 330 043 1642 | www.intology.co
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