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Traditional ERP
“Design to blueprint”

§ Consultative approach
§ Waterfall project 

methodology
§ Customized solution
§ Development, not 

configuration
§ Historically been time 

consuming and costly

Transformative
“Fit-to-standard”

SAP Activate Implementation Approach
Mindset Shift

§ Business owns the solution
§ Lead with ‘standard’, best 

practices 
§ Agile, Modular, Scalable
§ Rapid, repeatable delivery 

steps
§ Accelerators: tools, 

templates, and content
§ Quicker ROI 
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Launch quickly and efficiently,
standardized for integration

Self-service to expand capabilities when,
where, and how you choose

Business Processes 
Delivered

Ready to Run

Clear Methodology for 
Adoption and 
Extensibility

Apps for Adoption 
and Extensibility

Business-Driven Innovation with SAP Activate

Self-service configuration through a clear deployment 
methodology of solution-specific practices, in a 

standardized environment Speed of Innovation Greater Productivity

Business ImpactGrowth & Scalability

SAP Activate
Introduction
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Program team members have questions about deployment of SAP S/4HANA
SAP Activate guides program team along the journey

How do we integrate our ERP system 
into our solution landscape?

Who is accountable for what 
deliverables? Who will do what?

How will standard business 
content and processes support 
my business needs?

How do I enable my team to 
implement the solution in “the 
right way”?

How do I get started? What 
resources do I need to be 
successful?

How do we govern the business 
process design to implement with 
standard first mindset?

How will we extend the solution 
where it doesn’t cover our 
needs out of the box?

How do we identify all our 
requirements and make sure they are 
implemented well in the software?

How can I request SAP system 
provisioning? 

What steps will we take to ensure 
quality of the solution for our 
business users?

What do we need to do in each 
system patch and upgrade?

How, what, why ….  

SAP Activate 
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Example: Deploy SAP S/4HANA Cloud with SAP Activate
Journey overview and key milestones

RunDeployRealizeExploreDiscover Prepare

Continue adoption 
of the solution 
across the 
business. Do
regression test for 
system upgrades.  
Activate additional 
functionality as 
needed.

Discover the 
solution 
capabilities, 
understand the 
business value 
and benefits of 
the solution to 
customer’s 
business.

Initial planning 
and preparation 
of the project. 
Onboard and 
enable project 
team. Provision 
initial landscape 
and ALM tools.

Run a fit-to-
standard analysis, 
validate the 
solution fit, and 
identify delta 
requirements for 
config, data, 
integration and 
extensibility. 

Perform a series of 
agile iterations to 
configure, extend and 
test an integrated 
business environment.
Perform data loads, 
adoption activities, and 
plan production 
operations.

Finalize setup 
of the 
production 
landscape, 
data loads, 
confirm 
readiness, and 
go-live with the 
new solution.

Continuous Innovation

Innovate, Operate, 
Support

Onboard  Users 
and Deploy

Scope and 
Configure

Migrate, Integrate, 
Extend

Fit-to-Standard 
Analysis TestSetup and 

Enablement
Discovery and 

Value

Go-LiveContract Start
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Enablers for Your Digital Transformation
SAP Activate Tools and Community

SAP Activate Community
• Engage SAP Activate experts
• Ask questions and collaborate
• Stay up to date
• Follow the community at 

https://community.sap.com/topics/activate

SAP Roadmap Viewer
• Access implementation guidance for your 

digital transformation
• View and download SAP Activate 

methodology assets and accelerators
• Provide feedback to the Activate team
• https://go.support.sap.com/roadmapviewer/#

SAP Best Practices Explorer
• Access and download SAP Best 

Practices content
• Power your project with ready-to-run 

processes
• https://rapid.sap.com/bp/

https://community.sap.com/topics/activate
https://go.support.sap.com/roadmapviewer/
https://rapid.sap.com/bp/
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q Fit-to-standard
q Playbook for remote fit-to-standard and cutover
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q Playbook for remove cutover
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Align your transition plan with your 
organization’s strategic goals

Consider various aspects of your transition:
• Value
• Business Architecture
• Application and Platform Architecture
• Innovation Plans
• Technology Roadmap
• Transition Plan

Discover
Innovation Strategy and Transition Roadmap
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Prepare
Key activities

Fit-to-Standard Workshops Preparation
Get prepared to deliver fit-to-standard workshops as part of the 
Explore phase

1. Prepare and schedule workshops

2. Prepare fit-to-standard system including the 
activation of SAP Fiori 

Quality Gate
Ensure compliance, project management and deliverables 
followed methodology and best practices to ensure quality

1. Check all completed deliverables 
ensuring success criteria fulfillment

2. Validate open risks and issues, agree on 
action items

System Access
Receive and the access the cloud systems after proper 
communication completed to achieve the provisioning of 
the SAP solution 

1. Receive system and set up users

Project Team Enablement and Project Planning
Enable the project team of the different elements of the SAP 
solution including SAP Activate methodology. Create project plan

1. Attend the RISE with SAP onboarding sessions

2. Create project schedule and budget

3. Enable the project team

4. Define the UI / UX strategy 
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Prepare
Example of Governance Structure

• Business priorities, goals and objectives 
• Decision rights and decisions criteria
• Ownership: change, process & data
• Economic justification and funding 

prioritization

• Process strategy development
• Business standardization & best practice 

adoption
• Prioritization criteria and deployment 

options
• IT requirements and dependencies
• Communication

• Business process design
• On-going governance of data and process
• Operational staffing, planning and execution
• “On time, On Budget, On Value” monitoring
• Users training and program support, OCM, 

Value realization

• Business expectation alignment 
• Alignment on strategic objectives
• Account partnering and sponsorship 

SAP 
ECOSYSTEM

Global Steering Committee
Customer Program

Sponsor

Global Process
Owners

SAP Services 
Leadership

Executive Alignment  
Customer Executive

Sponsor
SAP Executive 

Sponsor

Program Management Office

SAP Project Manager

Customer Program
Manager

Customer Project 
Manager

SAP Delivery Executive

Project Workstreams

Technical / Integration/ Security Data Migration

Core Finance Plan to Product
CustomerCustomer

CustomerCustomer

Human Resources
SAPCustomer

Request to Service
SAPCustomer

SAP SAP

SAP SAP

Stakeholder Management, Organizational Change Management, Training

Industry Competency Hub Business Transformation Consulting

SAP Support

Level 1
Executive 
Sponsorship

Level 2. 
Enterprise 
Governance

Level 3. 
Program 
Governance

Level 4.
Operational 
Governance

SAP
Regional Leadership

SAP Development 
Project Managers

Procure to Pay
Customer

Order to Cash
SAPCustomer

SAP

SharedResponsibility Customer SAP
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• Foster cloud mindset by adhering to Fit-to-standard and Agile 
Deployment detailed in SAP Activate

• Use pre-configured solutions with predefined processes and 
leverage SAP Fiori UX

• Ensure use of modern Integration and Extensions technologies
• Ensure transparency on deviations
• Link to the Implementing SAP S/4HANA with a Cloud Mindset

• Provide guidance for the setup and execution of Solution 
Standardization Board (SSB)

• Act as a body overseeing the compliance with Five Golden Rules
• Approval of developments and modifications deviating from these 

rules
• Link to the Solution Standardization Board

Prepare: SAP Activate Resources
Golden Rules and Solution Standardization Board 

https://support.sap.com/content/dam/SAAP/SAP_Activate/S4H_682%20S4%20Cloud%20Mindset%20Implementation.pptx
https://support.sap.com/content/dam/SAAP/SAP_Activate/S4H_746%20Solution%20Standardization%20Board%20and%20Process%20Template.pptx
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Explore
Key activities

Release & Sprint Planning
Establish project management, tracking, and reporting for value 
delivery

1. Requirement backlog

2. Release plan: overall functionality to be 
deployed to end users 

3. Sprint plan: time-boxed period to build 
and unit test the new capabilities

Quality Gate
Ensure compliance, project management and deliverables 
followed methodology and best practices to ensure quality

1. Check all completed deliverables 
ensuring success criteria fulfillment

2. Validate open risks and issues, agree on 
action items

Fit-to-Standard Workshops
Demonstrate and discuss the pre-configured processes 
leveraged by SAP Best Practices to identify delta requirements. 

1. Demonstrate business processes based 
on SAP Best Practices

2. Confirm to-be business processes

3. Identify master data, organizational, and 
delta requirements
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Fit-to-Standard Analysis Design

ExplorePrepareDiscover Realize

Legend: Core activities in Explore phase Related activities from other phases

Scoping,
Project 

Planning 
and 

Preparation

Fit-to-Standard 
Workshop Validation
§ Review Delta 

Requirements
§ Check for 

Completeness
§ Prioritization of Delta 

Requirements

Review & 
Customer 
Sign-off

Release 
Planning

Strategic 
Planning 

and 
Solution 

Discovery
(using Trial 

System)

Fit-to-Standard 
Workshop Preparation

Fit-to-Standard 
System Preparation

Configuration
1

2

4 6
3 5
Fit-to-

Standard 
Workshop 
Execution

Fit-to-
Standard 
Workshop 
Documen-

tation
(including 

Wrap-
up/Follow-up)

Design 
Documen-

tation
(including 

Wrap-
up/Follow-

up)

Design 
Workshops 

(including 
Preparation)

Remarks: u v w x y z
§ Planning the fit-to-standard 

workshops (content, 
presenter, participants, 
time, location etc.)

§ Testing the relevant 
processes in the 
preconfigured system

§ Define tools and templates
§ Solution training/self 

enablement for workshop 
participants, if required

§ Pre-configured system: 
system based on pre-
delivered business 
processes or with SAP Best 
Practices 

§ Adding additional sample 
data if needed

§ Extending system by 
selected customer-specific 
processes

§ Process review, system 
demo and discussion of 
delta requirements

§ Workshop documentation 
and (extensive) follow-up 
activities done after  
workshops

§ Reviewing all backlog items 
(delta requirements) and 
checking for completeness 

§ Double check backlog for 
missing delta requirements

§ Prioritization according to 
agreed criteria (e.g. 
business value, criticality)

§ Decide which requirements 
needs to be discussed in a 
design workshop

§ Design workshops/solution 
design documentation 
required for configuration 
and extensions (e.g. 
WRICEF objects) 

§ Design documents and 
functional specification to 
be written after 
workshops 

§ Updating backlog with 
information from design 
workshops

§ Review of functional design 
documents/specification

§ Acceptance procedure with 
customer sign-off

Iterative Iterative

Explore
Conduct fit-to-standard instead of Blueprinting
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Golden Rules for Implementing SAP S/4HANA with a Cloud Mindset

1. Foster cloud mindset by adhering to Fit-to-Standard and Agile Deployment detailed in SAP Activate
n Leverage SAP standard processes where possible

n Deploy your solution incrementally with short releases and sprints

2. Use pre-configured solutions with predefined processes and utilize SAP Fiori UX
n SAP Best Practices

n SAP Enterprise Management Layer (*)(**)

n Partner templates (*)(**)

3. Use modern integration technologies
n Use SAP Business Technology Platform (SAP BTP) functionality for Integration

n Use SAP API Business Hub

4. Use modern extensions technologies
n Follow guidance from Extend SAP S/4HANA in the cloud and on premise with ABAP based extensions –

(A) Extend solution using released remote or local SAP APIs; (B) Extend SAP objects only via predefined extension 
points; and (C) Leverage cloud-enabled and released technologies.

n Retire custom ABAP extensions that you no longer need and renovate existing custom ABAP extension using cloud 
extension techniques

5. Ensure transparency on deviations from these Golden Rules
n Any deviation has to be clearly documented as part of the implementation process; this will help the customer replace 

these with standard capabilities if they are offered in the future

n Use standard capabilities of SAP Application Lifecycle Management tools to document the solution

Customers that adhere to 
these rules realized 
following benefits:
• Faster time to value

• Lower cost of initial 
deployment and on-going 
cost of running the 
solution

• Ability to absorb 
innovation delivered by 
SAP at a faster rate

• Lower risk during the 
deployment of the solution

• Higher flexibility and lower 
reliance on one system 
integrator

• Deployment of future-
proof solution utilizing 
modern technologies

https://www.sap.com/products/activate-methodology.html
https://rapid.sap.com/bp/
https://rapid.sap.com/bp/
https://www.sap.com/products/technology-platform/solutions.html
https://api.sap.com/
https://www.sap.com/documents/2022/10/52e0cd9b-497e-0010-bca6-c68f7e60039b.html
https://support.sap.com/en/alm.html
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Explore: SAP Activate Resources
Playbook for remote and hybrid fit-to-standard workshops

Plan, prepare, run the fit-to-standard workshops in remote or 
hybrid setup using virtual collaboration tools to facilitate the 
workshops and capture the workshop outcomes.

Access Remote Fit-to-standard playbook here and Mural 
template for hybrid or remote execution of 
fit-to-standard workshops here.

https://blogs.sap.com/2020/04/17/playbook-for-remote-fit-to-standard-workshops/
https://www.mural.co/templates/fit-to-standard
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Realize
Key activities

Testing Cycles
Perform the System Integration Testing and User Acceptance 
Testing

1. E2E SIT: Testing cycle performed by project 
members in which you test business processes 
and integrations

2. UAT: Testing cycle performed by business to 
confirm solution is working as expected 

Cutover planning
Ensure successful build and transition to production system

1. Start working on the step by step plan to 
transition to production system

2. Involvement of project team and business to 
ensure all activities are contemplated

Build & Test - Sprints
Incrementally build and test based on the requirements 
identified in the Explore phase and captured in the backlog

1. Show & Tell: demonstrate business 
processes based requirement backlog

2. Unit testing from customer at the end of 
sprint to confirm MVP

3. Adjust and fix if required, based on unit 
testing outcomes
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Realize: Example of Agile Solution Build, Test and Release in SAP Activate

Agile Release 1

Prioritized Backlog

M
us

t
Sh

ou
ld

C
ou

ld
W

ou
ld

Priority days
16
15
14
13
12
11
10
09
08
07
06
05
04
03
02
01

4
5
1
8
2
7
3
4
2
2
4
3
3
6
4
5

Sign-Off
(Organization 

readiness)

E2E Business Scenario

Sprint 3 

Sprint 4 

E2E System 
Integration 

Test

User 
Accept.  

TestUnit

Unit

Foundation
sprint

Sprint 1 

Sprint 2 

Unit

Unit

Unit

Explore Realize Deploy

Cutover

Go-Live

Run
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Deploy: SAP Activate Resources
Playbook for Remote or Hybrid Cutover

Plan, prepare, execute cutover simulation and final 
cutover on fully remote or hybrid setup as needed by 
the program.

Access Remote Cutover Playbook blog post 
here

https://blogs.sap.com/2020/05/15/how-to-go-live-when-the-world-becomes-remote-overnight/
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Run
Key activities

Value generation and continuous learning
Ensure operations and system is stable to start creating value and empowering users.

1. Run the solution

2. Business operation monitoring

3. Continuous learning

4. Upgrade at your pace
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Embrace the SAP Activate with agile principles

Live the fit-to-standard mindset 

Start with data cleansing and migration early

Focus on organizational change management 

Leverage Cloud ALM powered by SAP Activate and Best Practices

Use the right and knowledgeable resources

Integrated holistic planning, including test automation

Strategic alignment 

Success factors for your implementation project 
enabled through SAP Activate
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Customer Success Stories Excerpts 
Click on customer logo to see the story on SAP.com

“SAP brings a proven approach to efficiently 
execute and manage the SAP S/4HANA 
transformation with the agile SAP Activate 
methodology.”

“Ease of deployment using the structured 
practices of the SAP Activate methodology, 
helping mitigate risks and prevent project 
delays.”

“The SAP Activate innovation adoption process 
provided a clear set of solution- specific 
practices that helped Komax successfully adopt 
SAP S/4HANA Cloud and additional offerings 
including the SAP Analytics Cloud solution.”

“SAP provided us with Customer Success 
Manager…after each phase of SAP Activate we 
performed quality check… All of these things 
together were ultimately considerable success 
factor.”
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SAP Activate Minute
• Bite-size learning about Activate topics
• Great to share with customers and project teams

SAP Activate community
• Follow for regular updates, blog posts, and Q&A
• Quarterly community calls

How to stay up to date on SAP Activate?

https://youtube.com/playlist?list=PLpQebylHrdh7EjybM29pPxT72p35fDMkO
https://community.sap.com/topics/activate
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Enablers for Your Digital Transformation
SAP Activate Tools and Community

SAP Activate Community
• Engage SAP Activate experts
• Ask questions and collaborate
• Stay up to date
• Follow the community at 

https://community.sap.com/topics/activate

SAP Roadmap Viewer
• Access implementation guidance for your 

digital transformation
• View and download SAP Activate 

methodology assets and accelerators
• Provide feedback to the Activate team
• https://go.support.sap.com/roadmapviewer/#

SAP Best Practices Explorer
• Access and download SAP Best 

Practices content
• Power your project with ready-to-run 

processes
• https://rapid.sap.com/bp/

https://community.sap.com/topics/activate
https://go.support.sap.com/roadmapviewer/
https://rapid.sap.com/bp/


Follow the SAP Activate community at 
https://community.sap.com/topics/activate

Thank You

https://community.sap.com/topics/activate
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