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Executive Summary 

SAP S/4HANA is an ERP system designed specifically for in-memory 

computing and reengineering business processes around key business 

functions such as financial systems and supply chain management. To 

better understand the benefits, costs, and risks associated with an SAP 

S/4HANA investment, Forrester interviewed four customers with 

experience using SAP S/4HANA and surveyed an additional 110 

customers to validate Forresterôs observations and support the analysis 

with empirical data.  

Prior to using SAP S/4HANA, most customers already used SAP 

applications. SAP S/4HANA enhanced the organizationsô ability to reach 

new markets, accelerate revenue, increase customer retention, and 

improve business capabilities. In fact, in a survey of 110 SAP S/4HANA 

customers, 37% reported capabilities that increased revenue. 

Respondents also indicated that capabilities within SAP S/4HANA enabled 

them to reduce customer turnover by 4% per year. Of course, the 

companies also needed to adapt business processes and change internal 

operations, but SAP provided an enabling foundation on which to build 

change. 

In the words of a VP of technology: ñSAP S/4HANA is a game changer. It 

changed my role and contribution as a VP in my company ð Iôm more 

involved in solving business problems. It changed the efficiency of our 

technology team by making us more efficient. It also changed the 

experience of our end users. They donôt know why run times are faster 

and previous problems are gone, but they appreciate how things are 

working and are accomplishing more in their workday.ò 

Key Findings 

Quantified benefits. The following risk-adjusted present value (PV) 

quantified benefits are representative of those experienced by the 

companies interviewed: 

ý Increased revenue from functionality enabled by SAP S/4HANA of 

nearly $156 million, resulting in a net profit of $25.2 million. The 

interviewed companies and the surveyed customers indicated that SAP 

S/4HANA enabled new business offerings. Thirty-seven percent of 

survey respondents indicated that their companies realized an average 

revenue increase of 3.2%, and 30% of those responding indicated that 

they generated new revenue streams that added an average of 2.6% in 

incremental revenue. Based on a baseline of $1.5 billion in revenue, the 

increase generated $25.2 million in incremental net profit over three 

years. 

ý Increased customer retention due to capabilities enabled by SAP 

S/4HANA valued at $8.4 million. The transparency into business 

activities enablement by SAP S/4HANA improved customer 

relationships, including delivery schedules, invoicing accuracy, and 

elevating Net Promoter Scores.1 In the survey, respondents told 

Forrester that their companies averaged an annual customer turnover 

rate of 6% and that the features of SAP S/4HANA reduced that churn by 

4.1%. 

Key Benefits 

 
 
Increased revenue enabled by 
SAP S/4HANA capabilities over 
three years: 

$156 million (+5.8%) 
 
 
 
 

 
 
Reduced customer turnover 
enabled by features of SAP 
S/4HANA: 

4.1% lower 
 
 
 
 

 
 
Improved productivity of 
employees in business units  
and the IT organization: 

$2.6 million 
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ý Increased end user productivity due to reduced run times valued at 

over $2.1 million. Fifty-three percent of survey respondents indicated 

that their companies experienced reduced run times, and 35% said the 

shorter run times increased the productivity of business employees. The 

average reduced time equated to 100 minutes per week or 4% of an 

employeeôs productivity. Forrester assumed that employees recovered 

50% of this time in other productive tasks. For a population of 400 

employees who were impacted, the savings still accumulated to more 

than $2.1 million over three years. 

ý Avoided cost of previously licensed software and hardware of 

$524,042. From interviews and survey responses, Forrester determined 

that the typical company was eventually able to retire $200,000 of 

software licenses and maintenance cost in the second year and 

$400,000 in the third year. These savings are separate from the cost of 

SAP S/4HANA licenses. Customers realized the savings starting only in 

the second year as most companies ran their old environments 

concurrently with SAP S/4HANA for a period of time.  

ý Increased productivity of IT organization employees worth 

$442,971. After implementing and transitioning to SAP S/4HANA, the 

organizations reduced the workload for traditional roles such as Basis 

admins, database administrators (DBAs), and others. In the survey, 62% 

of respondents indicated that their companies experienced a productivity 

gain of 5%. Forrester assumed that employees recovered only 50% of 

this time in other productive tasks. 

ý Accelerated cash flow managing customer orders valued at 

$439,675. One interviewee detailed the ability to simplify the companyôs 

customer order process to accelerate customer shipments from 14 

months to two months. As a result of faster delivery, customers paid 

faster. The result was accelerated revenue of $2.6 million due to 

improved order-to-cash business process. 

ý Accelerated collections due to simplified accounting capabilities 

worth $1.1 million. Several organizations reported an impact to their 

day-to-day cost of doing business. One example was an interviewed 

company that reduced the average days outstanding for accounts 

received from 117 days to 101 days. The improvement came from 

reduced errors in invoices, faster invoicing, and a clearer history of 

shipments, returns, and other transaction-related exceptions.  

Costs. The interviewed organizations experienced the following risk-

adjusted PV costs: 

ý Cost of SAP licenses totaling $4.6 million over three years.  

The cost for an enterprise SAP S/4HANA license included a perpetual 

software license and annual maintenance fees. 

ý Cost of infrastructure to host S/4HANA, totaling $2.6 million.  

Hosting the S/4HANA environment required an initial capex purchase of 

infrastructure. 

ý Cost of staff to design, build, and manage transition valued at  

$9 million. Additional costs to set up and configure SAP S/4HANA 

included the effort of 36 employees for 1.5 years with a cumulative total 

of $2.7 million in contractor fees over several years. 

  

ROI 
134% 

Benefits PV 
$38.2 million 

NPV 
$21.9 million 

Payback 
13 months 
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Forresterôs interviews with four existing customers and survey of 110 user 

companies that resulted in a subsequent financial analysis found that an 

organization based on these interviewed organizations experienced 

benefits of $38.2 million over three years versus costs of $16.3 million, 

adding up to a net present value (NPV) of $21.9 million and an ROI of 

134%.  

 

 
 
 
 

 

Total benefits PV, 
$38.2M

Total costs PV, 
$16.3M

Initial Year 1 Year 2 Year 3

Financial Summary

Payback period:
13 months

$25.2M

$8.4M

$2.1M
$524.0K $443.0K $439.7K $1.1M

Increased
revenue from
functionality

enabled by SAP
S/4HANA

Increased
customer

retention due to
capabilities

enabled by SAP
S/4HANA

Increased end
user productivity
due to reduced

run times

Avoided cost of
previously
licensed

software and
hardware

Increased
productivity of IT

organization
employees

Accelerated
cash flow
managing
customer

orders/demand

Accelerated
collections due

to simplified
accounting
capabilities

Benefits (Three-Year)
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TEI Framework And Methodology 

From the information provided in the interviews, Forrester has constructed 

a Total Economic ImpactÊ (TEI) framework for those organizations 

considering implementing SAP S/4HANA.  

The objective of the framework is to identify the cost, benefit, flexibility, and 

risk factors that affect the investment decision. Forrester took a multistep 

approach to evaluate the impact that SAP S/4HANA can have on an 

organization: 

DUE DILIGENCE 
Interviewed SAP stakeholders and Forrester analysts to gather data 
relative to SAP S/4HANA. 

CUSTOMER INTERVIEWS AND SURVEY 
Interviewed four organizations using SAP S/4HANA and surveyed 110 
customers to obtain data with respect to costs, benefits, and risks. 

COMPOSITE ORGANIZATION  
Designed a composite organization based on characteristics of the 
interviewed and surveyed organizations. 

FINANCIAL MODEL FRAMEWORK 
Constructed a financial model representative of the interviews using the 
TEI methodology and risk-adjusted the financial model based on issues 
and concerns of the interviewed organizations. 

CASE STUDY 
Employed four fundamental elements of TEI in modeling SAP S/4HANAôs 
impact: benefits, costs, flexibility, and risks. Given the increasing 
sophistication that enterprises have regarding ROI analyses related to IT 
investments, Forresterôs TEI methodology serves to provide a complete 
picture of the total economic impact of purchase decisions. Please see 
Appendix A for additional information on the TEI methodology. 

 
 

The TEI methodology 

helps companies 

demonstrate, justify, 

and realize the 

tangible value of IT 

initiatives to both 

senior management 

and other key 

business 

stakeholders. 

DISCLOSURES 

Readers should be aware of the following: 

This study is commissioned by SAP and delivered by Forrester Consulting. It is 

not meant to be used as a competitive analysis. 

Forrester makes no assumptions as to the potential ROI that other 

organizations will receive. Forrester strongly advises that readers use their own 

estimates within the framework provided in the report to determine the 

appropriateness of an investment in SAP S/4HANA. 

SAP reviewed and provided feedback to Forrester, but Forrester maintains 

editorial control over the study and its findings and does not accept changes to 

the study that contradict Forresterôs findings or obscure the meaning of the 

study. 

SAP provided the customer names for the interviews but did not participate in 

the interviews. Survey was double blind and neither Forrester nor SAP has the 

ability to identify the participants. 
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The SAP S/4HANA Customer Journey 

BEFORE AND AFTER THE SAP S/4HANA INVESTMENT 

Interviewed Organizations 

For this study, Forrester conducted four interviews with SAP S/4HANA 

customers. Interviewed customers include the following: 

Surveyed Organizations 

For this study, Forrester surveyed 110 IT decision makers responsible 

for or involved in their companiesô transitions to SAP S/4HANA. Survey 

respondents represented companies: 

ý Located around the globe with 72% of respondents located in North 

America or Europe. 

ý Staffed with from as few as 500 employees to more than 100,000 

employees. 

INDUSTRY REGION INTERVIEWEE OBJECTIVES 

Healthcare Global  
Vice president, 
enterprise application 
solutions 

Maintained global supply of medical products and 
services and found that every order created 
thousands of line items and literally millions of 
calculations. Merely opening a sales order took 7 to 
9 minutes for any person who needed to edit the 
transaction. In addition, executives wanted to 
become proactive in managing currency risk.  

Manufacturing Global  
Vice president of IT 
applications 

Grew inorganically and faced constant pressure to 
integrate the technology, operating cultures, and 
supply chain of the combined organization. Different 
facilities around the globe managed inventory 
separately, and imbalances between locations, 
inventory, and manufacturing capacity created 
inefficiencies that hindered company profitability. 

Healthcare North America  Chief digital officer 

Rebuilt financial systems in 2015 using another 
financial application. Subsequently standardized the 
entire manufacturing facilities on SAP S/4HANA, 
which motivated the company to also migrate to S/4 
HANA for better integration and visibility into 
company operations and financials. 

Manufacturing North America  
Chief information 
officer 

Managed multiple, vertically integrated businesses, 
and executives sought better insight into cross-
functional opportunities for current operations and to 
integrate future acquisitions. The company chose 
SAP S/4HANA as a technology platform to more 
uniformly manage the business and break down 
organization silos. 
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Key Challenges 

During interviews, the executives shared key challenges or problems that 

drove their need for an alternate solution. Those issues included: 

ý Productivity losses. A healthcare executive told Forrester: ñWhen the 

processing takes minutes every time that we need to touch a 

transaction, it creates a productivity loss. We had people who would 

start a transaction, go get coffee, come back to make the changes. 

Then they would have to do it all over again for the next change.ò 

ý Treasuring management challenges. The same executive added: 

ñAs a global company, we have a lot of currency risk, and our treasury 

management team works hard to minimize the impact of currency 

fluctuation on our earnings. Not too long ago, we had a major loss that 

was tens of millions of dollars in one year. We wanted visibility into our 

financials that would improve our ability to reduce financial risk.ò 

ý Integrating companies after merger or acquisition. The 

manufacturing CIO said: ñAs a company, we have grown inorganically, 

and managing acquisitions is a key function for our team. Our 

challenge is to integrate technology operating models, different 

cultures, and the consolidation of a lot of sites and assets.ò 

ý Creating visibility into a multilevel supply chain. The same CIO 

continued: ñWe have a complex supply chain that includes multiple 

levels of manufacturing and processing. In other words, we buy raw 

materials, process it into something different, and then ship that 

product to another factory that processes it into a higher-level product 

that we sell to customers. We needed technology that blended our 

manufacturing with finance so that we could optimize inventory flows 

across this entire supply chain.ò 

ý Providing audit trails for compliance reporting. ñWe wanted to 

bring in compliance and controls into our management process and 

move beyond our manual processes. We wanted to create audit trails, 

ensure proper security, and maintain data integrity across the 

company.ò  

ñWe have a complex supply 

chain that includes multiple 

levels of manufacturing and 

processing. In other words, we 

buy raw materials, process it 

into something different, and 

then ship that product to 

another factory that processes 

it into a higher-level product 

that we sell to customers. We 

needed technology that 

blended our manufacturing 

with finance so that we could 

optimize inventory flows 

across this entire supply 

chain.ò 

Vice president of IT applications, 

manufacturing 
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In the survey, 75% of respondents indicated that the capabilities of 

S/4HANA were crucial to their companiesô ability to implement digital 

channels and support digital transformations that were critical to 

business. 

 

Solution Requirements 

The interviewed organizations searched for a solution that could: 

ý Accelerate the migration to SAP S/4HANA. One executive 

commented: ñPeople ask me all the time why we were in a hurry to 

migrate. I feel that the change is inevitable and that we might as well 

bite the bullet of the migration and get the value of the new capabilities 

sooner rather than later. I also believe that as we get closer to 2025, 

demand for SAP resources will spike, making it hard to hire the right 

people and exceedingly expensive to hire integrators or professional 

services firms.ò 

Key Results 

The interviews revealed that key results from the SAP S/4HANA 

investment include:  

ý Reducing average run times. A healthcare executive reported: ñOur 

company is a backlog-driven company, meaning that we sell products 

and then we produce the products to fill that demand. We previously 

had a process that reconciled our backlog, and it averaged 3.5 hours 

of run time. We built a prototype and found that processing this same 

task in an S/4HANA environment took less than 5 minutes to run. I 

personally tracked every run time improvement, and our most extreme 

reduction was one process that dropped from 8 hours to 28 seconds.ò 

 

ñPeople ask me all the time why 

we were in a hurry to migrate. 

I feel that the change is 

inevitable and that we might 

as well bite the bullet of the 

migration and get the value of 

the new capabilities sooner 

rather than later. I also believe 

that as we get closer to 2025, 

demand for SAP resources will 

spike, making it hard to hire 

the right people and 

exceedingly expensive to hire 

integrators or professional 

services firms.ò  

Vice president, enterprise 

application solutions, healthcare 
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ý Understanding higher order of business dynamics. ñOur product 

management team always struggled to understand probability of 

margin on orders in the backlog,ò explained one executive. ñWith 

HANA Views, the process is simplified, and it is enabling us to venture 

into new areas such as tweaking which product to push more, which to 

promote less, and anticipate the kinds of add-ons or bundles that 

should be more profitable for the company.ò 

ý Communicating clearer expectations to customers. A 

manufacturing executive told Forrester: ñWe previously ended up 

sitting on a pile of inventory with some items that we couldnôt use and 

too few of things we needed. Today, we are able to commit to customer 

orders very efficiently with fewer iterations and mistakes than before. 

We are looking at inventory. We are looking a customer demand. We 

can look at our supply and demand to determine the precise value of a 

customer order and even alter prices based on market conditions.ò 

ý Gaining insight into machine-level manufacturing diagnostics. 

The same executive added: ñWeôre getting some real-time visibility into 

whatôs going on at the machine level. We know every step of the 

fabrication process for a particular product. We can also see the 

integration between machines, data going back and forth, feeding into 

a planned maintenance schedule module that we didnôt have before.ò 

ý Streamlining quality control and reducing errors. A healthcare 

executive described: ñWith S/4HANA visibility into our product 

manufacturing we reduced our error rate by 85%. We achieved that by 

going fully to electronic batch records. It also reduced the number of 

people that we have on the manufacturing floor by 40%. Some of this 

is due to other changes, but SAP S/4HANA is certainly a key factor 

and enabler.ò 

Survey respondents also indicated specific benefits from using 

S/4HANA. Specifically: 

ý 88% said that S/4HANA helped their organizations deploy new 

capabilities. 

ý 88% indicated that it improved visibility into data sets. 

ý 84% told Forrester that S/4HANA helped expand existing business 

offerings or enable new capabilities. 

ñWeôre getting some real-time 

visibility into whatôs going on at 

the machine level. We know 

every step of the fabrication 

process for a particular 

product. We can also see the 

integration between machines, 

data going back and forth, 

feeding into a planned 

maintenance schedule module 

that we didnôt have before.ò  

Chief information officer, 

manufacturing 
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Larger companies indicated that they improved their financial operations, 

often by combining manufacturing and inventory systems with financial 

data to optimize inventory and understand the related cost of 

management decisions.  

Smaller companies gained better insights into customers and 

transactions and streamlined their ability to improve products and 

services that met those customersô expectations.  



 

11 | The Total Economic ImpactÊ Of SAP S/4HANA 

 

Composite Organization 

Based on the interviews, Forrester constructed a TEI framework, a 

composite company, and an associated ROI analysis that illustrates the 

areas financially affected. The composite organization is representative 

of the four companies that Forrester interviewed and the 110 customers 

surveyed and is used to present the aggregate financial analysis in the 

next section. The composite organization that Forrester synthesized from 

the customer interviews had the following characteristics:  

ý Generated revenue of $1.5 billion that grew 8% per year. 

ý Maintained a net profit margin of 12%. 

ý Averaged customer turnover of 6% annually. 

ý Reduced average days outstanding for accounts receivable from a 

starting point of 117 days to 101 days, for a reduction of 16 days. 

ý Deployed SAP S/4 applications including Cash Management, 

Receivable Management, Supply Chain, and Procure To Pay within 

SAPôs Finance and Supply Chain product categories. 
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The table above shows the total of all 
benefits across the areas listed below, 
as well as present values (PVs) 
discounted at 10%. Over three years, 
the composite organization expects 
risk-adjusted total benefits to be a PV 
of nearly $38.2 million. 

Analysis Of Benefits 

QUANTIFIED BENEFIT DATA AS APPLIED TO THE COMPOSITE 

 

Increased Revenue From Functionality Enabled By 

SAP S/4HANA 

Based on the functionality of SAP S/4HANA, customers launched new 

revenue streams. One executive told Forrester: ñSAP S/4HANA 

streamlined many of our data requirements across departments and 

divisions. Rather than staffing middle managers to organize, interpret, 

and reenter data into other systems, we managed it all in one data 

repository ð S/4HANA. As a result, a significant number of managers 

shifted their focus onto activities that reached to new customers and 

targeted new markets.ò  

In addition to examples from the interviewed companies, survey 

respondents indicated that SAP S/4HANA: 

ý Improved customer satisfaction (44%). 

ý Created opportunities to upsell or cross-sell (37%). 

ý Increased revenue (37%). 

ý Generated new revenue streams (30%). 

  

Total Benefits 

Ref. Benefit Year 1 Year 2 Year 3 Total 
Present 
Value 

Atr 
Increased revenue from functionality 
enabled by SAP HANA 

$9,396,000  $10,147,680  $10,959,494  $30,503,174  $25,162,361  

Btr 
Increased customer retention due to 
capabilities enabled by SAP HANA 

$3,136,500  $3,387,420  $3,658,414  $10,182,334  $8,399,505  

Ctr 
Increased end user productivity due to 
reduced run times 

$855,000  $855,000  $855,000  $2,565,000  $2,126,258  

Dtr 
Avoided cost of previously licensed 
software and hardware 

$0  $225,000  $450,000  $675,000  $524,042  

Etr 
Increased productivity of IT 
organization employees 

$178,125  $178,125  $178,125  $534,375  $442,971  

Ftr 
Accelerated cash flow managing 
customer orders/demand 

$176,800  $176,800  $176,800  $530,400  $439,675  

Gtr 
Accelerated collections due to 
simplified accounting capabilities 

$408,994  $441,714  $477,051  $1,327,758  $1,095,281  

 Total benefits (risk-adjusted) $14,151,419  $15,411,739  $16,754,884  $46,318,041  $38,190,093  

 




