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SAP Migration
Strategies

A Framework to Determine the Best Approach
for Transitioning from SAP ECC to S/4 HANA




Wondering which migration strategy will best
align with our organization’'s goals and
constraints for transitioning from SAP ECC to
S/4 HANA, ensuring optimal value, minimal risk,
and successful implementation? Welcome to
Nihilent’s SAP Migration Strategy Evaluation
Framework!

As organizations transition from SAP ECC to S/4 HANA, choosing the optimal
migration strategy is essential for a successful and efficient upgrade. The
migration journey offers several approaches—brownfield, greenfield, and
bluefield—each with distinct advantages, challenges, and impacts on
business operations. To effectively navigate these options and align with
organizational goals, the SAP Migration Strategy Evaluation Framework
(SMSEF) has been developed.

The SMSEF offers a structured and thorough method for assessing and
comparing the three main migration strategies. It examines each approach
based on critical parameters of value and risk, such as performance
enhancement, process optimization, implementation costs, and operational
disruption. This framework is designed to assist decision-makers in
understanding the trade-offs associated with each strategy, ensuring that
the selected approach meets their specific needs, constraints, and strategic
objectives.

By leveraging the SMSEF, organizations can systematically evaluate their
migration options, allowing them to make well-informed decisions that
balance innovation with stability, cost with benefits, and risks with rewards.
This ensures a customized migration strategy that enhances system
capabilities while minimizing potential disruptions, leading to a more
effective transition to S/4 HANA.
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A. Nihilent’'s SAP Migration Strategy Evaluation Framework

The SAP Migration Strategy Evaluation Framework (SMSEF) is designed to
guide organizations in selecting the most suitable approach for
transitioning from SAP ECC to S/4 HANA. The framework evaluates three
primary migration strategies—brownfield, greenfield, and bluefield—by
assessing them against key parameters of value and risk.

Value parameters include performance improvement, process optimization,
data quality, innovation, and user experience, while risk parameters cover
implementation costs, time, operational disruption, change management,
and technical complexity. By applying a 5-point scale to these parameters,
the SMSEF provides a structured approach to compare each migration
option in terms of its potential benefits and associated challenges.

The framework helps organizations balance the trade-offs between cost,
disruption, and the ability to leverage new S/4 HANA functionalities, ensuring
a strategic alignment with their specific goals and constraints. This
systematic evaluation supports informed decision-making, enabling a
tailored migration strategy that maximizes value and minimizes risk.

B. Understanding Different Approaches

The three primary approaches to consider—brownfield, greenfield, and
bluefield—each offer distinct pathways with unique benefits and challenges.
Selecting the right approach requires a thorough understanding of the
organization’s current system, business objectives, budget constraints, risk
tolerance, and desired outcomes.

The brownfield approach involves upgrading the existing SAP ECC system to
S/4 HANA, leveraging current configurations, customizations, and data. This
approach is cost-effective and can be implemented more quickly with
minimal disruption to business operations. It suits companies that aim for a
faster transition while maintaining their established processes and
minimizing change management efforts. However, it also means that any
inefficiencies or technical debt from the legacy system will be carried over,
which may limit the ability to fully exploit the new functionalities of S/4
HANA.
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THE BROWNFIELD APPROACH

configurations, and data from the existing SAP
ECC system.

THE UPSIDES THE DOWNSIDES

1. Cost-Effective: Typically, less expensive 1. Technical Debt: Carries over existing system
compared to greenfield as it leverages existing issues, inefficiencies, and customizations that
investments. may not be optimal for S/4 HANA.

2. Quicker Implementation: Faster transition due 2. Complexity: Can be complex due to the need for
to reuse of existing system configurations and extensive testing and adjustments to ensure
data. compatibility with 5/4 HANA.

3.  Minimal Disruption: Less disruption to business 3. Limited Innovation: May not fully leverage the
operations since the existing system remains new capabilities and innovations offered by 5/4
largely intact. HAMA,

4.  Familiarity: Users are familiar with the current 4. Data Quality: Potentially carries over poor data
system, reducing the need for extensive training. quality and outdated data.

5. Customizations: Retains customizations,

The greenfield approach starts fresh with a new implementation of S/4 HANA.
This method allows for the complete redesign and optimization of business
processes, taking full advantage of the latest innovations and capabilities of
the new system. This can lead to substantial improvements in performance and
data quality. However, the greenfield approach is more costly, time-consuming,
and involves significant disruption to business operations.

It also requires extensive change management and training efforts to ensure
users adapt to the new system. This approach is best for organizations willing to
invest in a comprehensive transformation to achieve long-term strategic goals.

THE GREENFIELD APPROACH

THE UPSIDES

THE DOWNSIDES

1.

Clean Slate: Starts fresh, allowing the design
and implementation of optimized processes and
structures.

Leverage Innovation: Fully takes advantage of
the latest functionalities and innovations in 5/4
HANA,

Improved Performance: Often results in
improved system performance due to the
absence of legacy system issues.

Data Quality: Offers the opportunity to clean
and optimize data before migration.

1.

Costly: Generally, more expensive due to the
need for a complete redesign and
reimplementation.

Time-Consuming: Requires more time to plan,
design, and implement from scratch.

High Disruption: Can cause significant
disruption to business operations during the
transition period.

Change Management: Requires extensive
change management and training efforts for
users to adapt to the new system.
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The bluefield approach combines elements of both brownfield and greenfield,
offering a balanced transition by selectively migrating critical data and
processes while adopting new features where needed. This approach reduces
risk by maintaining stability in key areas and allows for flexibility in managing
costs and timelines. It is suitable for organizations that require a tailored
approach to address specific business needs and constraints, allowing them to
balance innovation with operational stability.

THE BLUEFIELD APPROACH

THE UPSIDES THE DOWNSIDES

Complexity: Can be complex to manage as it
involves both migration and transformation

1. Selective Transition: Allows selective migration 1
of data and processes, balancing between

retaining valuable elements and adopting new

activities.

features. 2. Moderate Cost: Generally falls between

2. FReduced Risk: Mitigates risks by gradually brownfield and greenfield in terms of cost, but
transitioning critical processes and data. can vary based on the extent of changes.

3. Flexible: Offers flexibility to choose which parts 3. Implementation Time: May take longer than
of the system to redesign and which to keep. brownfield but shorter than greenfield,

4. Innovation with Stability: Enables leveraging depending on the scope of selective changes.
new 5/4 HANA capabilities while maintaining 4. Change Management: Still requires significant

change management efforts, especially in areas
undergoing transformation.

stability in critical areas.

Understanding these three approaches is crucial for making informed decisions
about the migration from SAP ECC to S/4 HANA. Each approach presents
different implications for cost, time, risk, and the potential to leverage new
system capabilities. By carefully evaluating these options, organizations can
align their migration strategy with their overall business objectives, ensuring a
successful transition to S/4 HANA.
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C. The SMSEF Value Risk Matrix

A simple 2x2 matrix for risk and value is an effective tool for understanding and
evaluating the best approach to migrating from SAP ECC to S/4 HANA because
it visually maps the trade-offs between potential benefits and associated risks
of each migration strategy. This matrix helps organizations to assess their
options in a straightforward and comparative manner, ensuring that
decision-makers can clearly see where each approach falls in terms of risk
and value. Here’s how it works:

1.  Value Axis (High to Low): This axis represents the potential benefits and
improvements that each migration approach can bring to the organization.
High value indicates significant enhancements in performance, efficiency, and
capabilities. Low value suggests fewer benefits or minimal improvements.

2.  Risk Axis (High to Low): This axis represents the potential challenges,
disruptions, and costs associated with each migration approach. High risk
indicates significant challenges, such as extensive change management, high
costs, and major operational disruptions. Low risk implies fewer challenges
and smoother implementation.

To comprehensively assess the value and risk of the various approaches for
migrating from SAP ECC to S/4 HANA, you can use the following high-level
parameters for Value and Risk.

The value parameters assess the potential benefits of each migration strategy
in terms of performance improvement, process optimization, data quality,
innovation, and user experience. Performance Improvement measures how
much the system'’s efficiency and speed are enhanced. Process Optimization
evaluates the extent to which business processes can be redesigned for
greater efficiency. Data Quality and Management focuses on improvements in
data accuracy and governance. Innovation and New Capabilities assesses the
integration and utilization of new functionalities offered by S/4 HANA. User
Experience measures enhancements in the usability and interface of the
system. Together, these parameters help determine how effectively each
migration strategy aligns with organizational goals and maximizes the
benefits of S/4 HANA.
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VALUE PARAMETERS / higher score is better

PARAMETER DESCRIPTION
1. Performance Assessing performance improvement measures how much the migration strategy
Improvement enhances the system's efficiency, speed, and overall performance. A higher score

indicates that the approach leverages 5/4 HANA's advanced features to significantly
boost performance.

2. Process This parameter evaluates the extent to which the migration strategy allows for the
Optimization redesign and optimization of business processes. A higher score reflects a greater
ability to streamline operations and improve process efficiency, aligning with best

practices.

3. DataQualityand | Scoring this parameter reflects how well the migration strategy improves data
Management accuracy, consistency, and management. A higher score indicates that the approach
facilitates better data governance and quality management in the new system.

4. Innovation and This parameter measures how effectively the migration strategy enables the

MNew Capabilities | adoption of new functionalities and technological advancements offered by 5/4
HANA. Higher scores represent greater integration of cutting-edge features and
capabilities.

5. User Experience | Evaluating user experience involves assessing improvements in the system’s usability
and interface. A higher score suggests that the migration approach significantly
enhances the end-user experience, making the system more intuitive and efficient.

The risk parameters evaluate the potential challenges and drawbacks
associated with each migration strategy, including implementation costs,
time, operational disruption, change management, and technical
complexity. Implementation Cost assesses the financial investment
required. Implementation Time measures the duration needed to complete
the migration. Operational Disruption evaluates the impact on daily
business operations. Change Management examines the effort required to
manage the transition, including training and communication. Technical
Complexity considers the intricacy of the technical processes involved.
These parameters provide a comprehensive view of the risks associated
with each migration approach, helping organizations balance potential
drawbacks against the anticipated benefits.
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RISK PARAMETERS / lower score is better

PARAMETER DESCRIPTION

1. Implementation This parameter gauges the overall financial outlay required for implementing the
Cost migration strategy, including both direct and indirect costs. A lower score indicates
lower implementation expenses, making the approach more financially feasible.

2.  Implementation Scoring for implementation time measures the duration required to complete the
Time migration. A lower score reflects a shorter implementation period, minimizing the
impact on business operations and allowing for quicker benefits realization.

3. Operational This parameter assesses the level of disruption to daily business operations during
Disruption the migration. A lower score indicates minimal operational impact, ensuring that
business continuity is maintained throughout the transition.

4. Change Evaluating change management involves assessing the extent of efforts needed to

Management manage the transition, including training and communication. A lower score
suggests less intensive change management requirements, reducing the burden on
organizational resources.

5. Technical This parameter measures the complexity of the technical aspects of the migration,
Complexity including data migration, system integration, and customization. A lower score
indicates less technical difficulty, simplifying the migration process.

By scoring these parameters, organizations can create a comprehensive
picture of how each migration strategy performs in terms of delivering
value and managing risks. This approach allows for a balanced evaluation,
ensuring that decision-makers can weigh the benefits and challenges of
each strategy objectively and make informed choices that align with their
specific needs and goals.

D. Scoring of the Approaches using SMSEF

We present below the scoring of the migration approaches (brownfield,
greenfield, and bluefield) based on an analysis of their characteristics
relative to each value and risk parameter. These scores are based on
general characteristics and typical outcomes of each migration approach.
However, the actual impact can vary depending on the specific
circumstances and needs of an organization.
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BROWNFIELD SCORING [ value = 2.2; risk = 2.2

The brownfield approach scores lower on value with an average of 2.2,
reflecting limited improvements in performance, process optimization, and
data quality, while providing modest enhancements to user experience. In
terms of risk, it scores well with an average of 2.2, indicating relatively low
implementation costs, shorter timelines, and minimal operational disruption.
Overall, while brownfield offers a cost-effective and less disruptive path, it
provides fewer benefits compared to greenfield or bluefield.

VALUE PARAMETERS / higher score is better

PARAMETER SCORE | RATIONALE

1. Performance Improvement 2 Minor improvements in system performance.

2. Process Optimization Limited opportunities for process redesign.

3. Data Quality & Management Minimal improvements in data quality and management.

4. Innovation & Mew Capabilities Limited adoption of new features; constrained by existing system.
5. User Experience Some improvement but constrained by existing design.

RISK PARAMETERS / lower score is better

PARAMETER SCORE | RATIONALE

1. Implementation Cost 2 Relatively low cost due to incremental changes.

2. Implementation Time Shorter timeline due to incremental nature of changes.

3. Operational Disruption Minimal disruption due to nature of the upgrade.

4. Change Management Low effort needed due to minimal changes.

5. Technical Complexity Moderate complexity integrating and adapting existing customizations.

| | | B
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GREENFIELD SCORING / value = 5; risk = 4.2

The greenfield approach scores highly on value, with a perfect average of 5,
due to its extensive performance improvements, process optimization, and
data quality enhancements. However, it also presents significant risks, with an
average score of 4.2, reflecting high implementation costs, extended timelines,
and considerable operational disruptions. While greenfield offers substantial
benefits, it requires careful management of its associated challenges.
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VALUE PARAMETERS / higher score is better

PARAMETER SCORE | RATIONALE

1. Performance Improvement 5 Extensive performance enhancements with a fresh start.

2. Process Optimization 5 Comprehensive process redesign and optimization.

3. Data Quality & Management 5 Major improvements in data quality and governance.

4. Innovation & New Capabilities 5 Full utilization of 5/4 HANA's new features and capabilities.
5. User Experience 5 Exceptional user experience with a modern interface.

RISK PARAMETERS / lower score is better

PARAMETER SCORE | RATIONALE

1. Implementation Cost 4 High costs due to the comprehensive reimplementation.

2. Implementation Time 4 Longer duration required for the complete overhaul.

3. Operational Disruption 4 Significant disruption due to the system overhaul.

4. Change Management 5 Extensive effort needed for training and managing transitions.

5. Technical Complexity 4 High complexity due to comprehensive data migration & system setup.

BLUEFIELD SCORING [ value = 3.6; risk = 3.4

The bluefield approach scores an average of 3.6 on value, reflecting notable
improvements in performance, innovation, and user experience, with
moderate gains in process optimization and data quality. Its risk profile, with
an average score of 3.4, indicates moderate costs, implementation time, and
operational disruption, alongside significant complexity and change
management efforts. Overall, bluefield offers a balanced mix of benefits and
risks, positioning it as a viable option for organizations seeking a middle
ground between the extensive benefits of greenfield and the lower risks of
brownfield.
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VALUE PARAMETERS / higher score is better

PARAMETER SCORE | RATIONALE

1. Performance Improvement 4 Significant improvements by selectively upgrading parts of the system.
2. Process Optimization 3 Moderate process optimization by redesigning selected processes.

3. Data Quality & Management 3 Moderate improvements in data quality and management.

4. Innovation & Mew Capabilities 4 High adoption of new features while retaining some legacy elements.
5. User Experience 4 Improved user experience through a mix of new and existing interfaces,

RISK PARAMETERS / lower score is better

PARAMETER SCORE | RATIONALE

1. Implementation Cost 3 Moderate cost due to partial overhaul and integration efforts.

2. Implementation Time 3 Moderate timeline due to new implementations & legacy integration.
3. Operational Disruption 3 Moderate disruption from partial system changes and adjustments.

4. Change Management 4 High effort needed for managing transitions, integrating new elements.
5. Technical Complexity 4 High complexity due to combining new features with existing systems.

When we plot the three approaches (brownfield, greenfield, and bluefield) on a
2x2 matrix with risk and value, we use their average scores for value and risk.
This matrix visually helps in understanding the trade-offs between value and
risk for each migration approach. Here's how the matrix would look:
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E. Summary and the Importance of a Custom Study

The assessment of migration approaches—brownfield, bluefield, and
greenfield—reveals distinct trade-offs between value and risk. Brownfield
offers a low-risk, low-value solution by upgrading existing systems with
minimal disruption. Bluefield provides a balanced approach, delivering
moderate value improvements with manageable risk. Greenfield, while
offering the highest value through comprehensive enhancements and new
capabilities, comes with significant risks due to high costs, extended timelines,

and considerable disruption.

Value=22 . ) . , . . i
If your primary goal is a cost-effective and quicker migration with
1. Brownfield Approach \'r : P ) ”"?‘ ' h . "
Risk = 2.2 minimal disruption, the brownfield approach is likely the best fit.
Value =50 If you aim for a complete transformation to fully leverage 5/4 HANA's
2. Greenfield Approach capabilities, and you have the resources to handle high costs and
Risk =4.2 significant changes, the greenfield approach is ideal.
Value = 3.6 If you want a balanced approach that allows for selective
3. Bluefield Approach transformation while managing risks and costs, the bluefield approach
Risk = 3.4 is the most suitable.

It is crucial for every organization to undertake a custom study when
evaluating these migration approaches. Each organization has unique
systems, processes, and strategic goals that influence the impact of each
migration strategy. A tailored study ensures that the specific needs,
constraints, and objectives of the organization are considered, leading to a
more informed decision. This personalized approach helps in accurately
assessing potential benefits and risks, aligning the chosen strategy with
organizational priorities, and ultimately achieving a successful and efficient

transition to S/4 HANA. By investing in a custom assessment, organizations can
mitigate risks, maximize value, and ensure that their migration aligns with their

long-term goals.
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About Nihilent

Nihilent is a global business consulting and IT solutions integration company.
Our mission is to systemically deliver organizational change for our clients. We
are ISO 9001:2000 and SEI CMMI Level 5 certified and continue to meet and
exceed requirements of standards.

Over the years we have helped over 1800 clients in more than 30 countries and
deployed solutions across business functions. We have developed proprietary
frameworks and methodologies in-house, based on competencies gained on
assignments and our understanding of businesses, to aid our service offerings.
These include tools such as MC3TM a patented tool which helps us provide our
change management solutions, 14SignalsTM a tool which is used for
evaluating perception, experience and aspirations of a customer, SightN2TM a
framework for digital marketing, and ProlicyDTM our very own ‘Digital Product
Lifecycle and Development’ framework based on design thinking for digital
innovation.

The key industries to which we provide our services include BFSI, media and
entertainment, life sciences and healthcare, manufacturing, mobility and
telecommunications, retail and consumer products. We have also partnered
with government and public-sector companies in several countries to
advance their transformation and innovation programs.

Nihilent’s SAP Practice excels in rapid S/4HANA deployment with
industry-specific solutions for sectors like CPG, Pharma, and Retail, enabling
full process implementation in as little as three months. Leveraging offshore
and nearshore delivery models, Nihilent offers comprehensive SAP services.
Their expertise in integrating S/4HANA with SAP Business Technology Platform
(BTP) supports seamless digital transformation. Nihilent’s Design Thinking
Framework ensures effective ECC to S/4HANA migrations, focusing on
improved user experience and advanced analytics.
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We also operate unique and sophisticated interaction-experience labs in
select locations around the world. These labs are equipped with
state-of-the-art technologies, analytics platforms, models, frameworks and
toolkits, managed by inter-disciplinary teams of design thinking experts, visual
designers, data scientists, engineers and business consultants. We use our
patented design thinking framework and analytical tools to identify cognitive
and emotional triggers as well as non-verbal modalities of user experience
with the goal of further humanizing the interaction between users and
technology. We can proudly claim that the lab today has established itself as
the new fertile ground from where we discover, design and deliver
leading-edge digital products, services, experiences and other solutions for
our clients across different industries.

As a leader in the area of learning, innovation and knowledge management,
Nihilent's and Design business unit continues to partner with clients cross the
world in successfully translating business strategies into business results.
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For more information, please contact:

Ashish Arunkumar

Director SAP Sales & Consulting, Nihilent Inc

ashish.arunkumar@nihilentinc.com
+1 651233 6417

..selecting the right SAP migration strategy
is‘vital for maximizing efficiency,
minimizing disruption, and achieving
long-term business goals..

Milind Rathi
President ERP, Nihilent

A Nihilent White-paper FEB 2026

Disclaimer: This white paper is intended for informational purposes only. The information provided herein is based on current
best practices and knowledge as of the publication date. While every effort has been made to ensure accuracy, Nihilent
assumes no responsibility for errors, omissions, or inaccuracies. The content does not constitute professional advice or services
and should not be relied upon as such. Readers are encouraged to consult with professional advisors for advice tailored to their
specific circumstances. Nihilent disclaims any liability for actions taken based on the information provided in this document. All
product names, logos, and brands are property of their respective owners.
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