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Introduction

For many organisations, the success of an SAP programme is judged on delivery
milestones.

Was the system implemented ontime?

Did the programme stay within budget?

Was the go-live successful?

While these are important achievements, they don't necessarily tell the full story. For

Operations Leaders, the real measure of success comes later.

Has productivity improved?

Are processes running more efficiently?

Have inventory levels been optimised?

Canteams make faster, better-informed decisions?

Has the businessrealised the outcomes that justified the investment in the first place?

The truthis that many organisations successfully implement SAP but struggle to capture
the value they expected. The technology works, but operational performance remains
unchanged. New processes exist, but old habits persist. Reporting improves, but
business outcomes fail to keep pace. Benefits realisation bridges this gap. It provides a
structured approach to ensuring SAP transformation delivers meaningful, measurable

improvements across the organisation.

This guide explores how Operations Leaders can maximise the value of SAP
investments, establish clear performance measures, and create a framework for

sustainable operational improvement.
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Why benefits realisation matters

SAP transformations often represent some of the largest investments an organisation

will make. Business cases are typically built around promises of:

Greater efficiency
Reduced operating costs
Improved visibility

Better customer service
Enhanced productivity
Increased agility

Stronger decision-making

But these benefits don't appear automatically on the day of go-live. They require
ownership, measurement, and ongoing focus. Without a structured approach to
benefits realisation, organisationsrisk treating implementation as the destinationrather
than the beginning of the journey. The most successful businesses view go-live as the

starting point forvalue creation.
The benefits realisation gap

Many SAP programmes deliver technically successfulimplementations but fail to
achieve the anticipated business outcomes. This often happens because responsibility
for delivering value becomes unclear after deployment. The project team moves on
Attention shifts elsewhere. Meanwhile, expected improvements remain largely

theoretical. Common symptoms include:

Limited process adoption
Unchanged operational performance
Missed efficiency targets

Growing support requirements

Lack of accountability

Benefits that are difficult to measure

Inmany cases, organisations discover that benefits were assumed rather than actively

managed. A benefits realisation strategy helps close this gap.
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The five foundations of benefits realisation

1. Define success before the programme begins

One of the most common mistakes organisations make is waiting until after
implementation to consider how success will be measured. If benefits are not clearly
defined from the outset, it becomes difficult to track progress or demonstrate value.

Operations Leaders should establish clear objectives such as:

Reducinginventory levels
Improving forecast accuracy
Increasing production efficiency
Improving service performance
Reducing procurement costs

Shortening order fulfilment times

The clearerthe target, the easierit becomes to align people and processes around

achievingit.

2. Focus on business outcomes, not system features
Many SAP programmes become focused on functionality.

New dashboards.
Automated workflows.

Improved reporting capabilities.

While these features are valuable, they are only important if they contribute to a

broader business objective. Operations Leaders should continually ask:

What problem are we solving?
What improvement are we expecting?

How will we know if we've achieved it?

Technology is the enabler. Business performance is the outcome.
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3. Establish meaningful metrics

If benefits cannot be measured, they cannot be effectively managed. The strongest
programmes define operational KPIs that directly support strategic objectives. These

may include:

Supply chain metrics
Inventory turns

Stock availability

Supplier performance
Forecast accuracy
Manufacturing metrics
Overall equipment effectiveness
Production throughput
Downtime reduction

Yield improvement
Customer service metrics
On-time delivery
Orderaccuracy

Customer satisfaction
Service response times
Financial metrics

Working capital reduction
Procurement savings
Cost-to-serve improvements

Process efficiency gains

Metrics should be simple, meaningful, and consistently tracked over time.

4. Assign ownership

Benefits don't belong to project teams. They belong to the business. One reason many
organisations struggle torealise value is because no single individual feels responsible
for achieving the expected outcomes. Successful organisations assign benefits

owners who are accountable for:
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Tracking progress
Implementing improvements
Removing barriers

Reporting outcomes

Ownership transforms benefits from aspirations into measurable business objectives.

5. Treat benefits realisation as an ongoing activity

Benefits rarely appearimmediately after deployment. People need time to adapt.
Processes mature. Opportunities forimprovement become clearer. That's why benefits

tracking should continue well beyond go-live. Leading organisations regularly review:

Adoptionlevels
Operational performance
Process effectiveness
Productivity measures

Customeroutcomes

They recognise that value is realised over time, not at a single pointin the programme.
Operational benefits SAP can unlock

While every organisationis different, SAP transformations often create opportunities

across several key operational areas.
Greater process efficiency

Manual activities can often be reduced through automation, standardisation, and

improved integration. Benefits may include:

Fastertransaction processing
Reduced administrative effort
Improved consistency

Lower operating costs
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Improved visibility

Many organisations struggle because critical informationis spread across multiple

systems. Improved visibility allows leaders to:

Identify issues earlier
Respond more quickly
Improve planning accuracy

Make better-informed decisions
Visibility is often one of the most valuable outcomes of transformation.
Better inventory management

SAP can provide greaterinsightinto stock levels, demand patterns, and supply chain

performance. This can support:

Reduced excessinventory
Improved stock availability
Lower working capital requirements

Better customer service
Stronger supplier performance

Greatertransparency and standardisation often improve supplier management

processes. Benefits may include:

Reduced procurement costs
Improved supplier relationships
Better contract compliance

Greater operational efficiency
Enhanced customer experience

Operational improvements often have a directimpact on customers. Faster processes,

bettervisibility, and improved accuracy can help deliver:

Better service levels

Improved order fulfilment
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Reduced delays

Stronger customer satisfaction
Why user adoption matters to value realisation

Even the best-designed system will struggle to deliver benefits if users fail to embrace
it. Operational improvements depend on people consistently adopting new processes

and ways of working. Without adoption:

Manual workarounds continue
Data quality suffers
Productivity improvements stall

Reporting becomeslessreliable

Benefits realisation and user adoption are closely connected. One cannot succeed

without the other.

Building a benefits realisation framework

A practical framework should include fourkey stages.

Identify

Define expected benefits and establish baseline performance.

Measure

Create KPIs andreporting structures.

Track

Monitor progress regularly and identify improvement opportunities.

Optimise

Continuously refine processes and behaviours to increase value.

Organisations that follow this approach are more likely torealise sustained benefits

long afterimplementationis complete.

Common obstacles to value realisation

Many organisations face similar challenges after deployment.
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Lack of accountability
Benefits are everyone's responsibility, which often means they become nobody's

responsibility.

Weak measurement

Successisdiscussed but not formally tracked.

Poor user adoption

New processes are not fully embraced across the organisation.

Competing priorities
Operational teams become focused on short-term pressures and lose sight of

transformation objectives.

Limited continuous improvement

The programme ends before opportunities for optimisation are fully explored.

Recognising these challenges early helps organisations maximise the value of their

investment.
What successful organisations do differently

Organisations that achieve strong operational outcomes from SAP transformations

tend to share several common characteristics. They:

Define benefits before implementation begins.

Assign clear ownership.

Monitor performance consistently.

Investinuseradoption.

Focus onbusiness outcomes rather than technical milestones.

Continue optimising after go-live.

Mostimportantly, they understand that transformation success is measured by

business performance, not software deployment.

Looking beyond the project

The most valuable benefits are oftenrealised months orevenyears after

implementation. As teams become more confident, processes mature, and new
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opportunities emerge, organisations can unlock additional value from their SAP
investment. This is why operational excellence and continuous improvement should
remain priorities long after the programme officially concludes. SAP should not be
viewed as a one-time project. It should be viewed as a platform for ongoing business

improvement.
Final thoughts

Implementing SAP is a significant achievement. Realising value from SAP is an even
greaterone. For Operations Leaders, success is not defined by go-live dates, project
milestones, or technical deliverables. It's defined by stronger performance, improved
efficiency, bettervisibility, and measurable business outcomes. nOrganisations that
focus on benefits realisation from the outset are better positioned to translate

transformationinvestment into long-term operational value.

The strongest SAP programmes don't stop at implementation. They continue until the

business benefits are fully realised.

About TCT

At TCT, we help organisations ensure SAP transformations deliver measurable business
value. From benefits realisation frameworks and operational readiness assessments to
programme assurance and performance optimisation, we work alongside operational

and technology leaders to maximise outcomes and support long-term success.

Looking to maximise the value of your SAP investment? Speak to TCT about creating
a benefits realisation framework that turns transformation objectives into

measurable operational results.
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