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Introduction  

Every SAP programme starts with a business case, a vision, and a timeline. Yet despite 

the best planning, many organisations find themselves dealing with unexpected delays, 

budget pressures, resource challenges, stakeholder disagreements, or technical 

comp lexities that threaten delivery.  

The reality is that risk is an unavoidable part of any major transformation.  

The question isn't whether risks will emerge. The question is whether your organisation 

identifies and manages them early enough to prevent them becoming issues.  

The most successful SAP programmes aren't those that avoid risk altogether. They're 

the programmes that embed risk management into every stage of delivery, creating the 

visibility, accountability, and governance needed to respond effectively when 

challenge s arise.  

This guide explores practical approaches to managing and minimising project risk, 

helping organisations improve delivery confidence and increase the likelihood of a 

successful outcome.  
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Understanding risk in SAP programmes  

SAP transformations are among the most complex initiatives an organisation can 

undertake.  

They often involve:  

Business process redesign  

Data migration  

System integration  

Organisational change  

Multiple vendors and partners  

Competing business priorities  

Tight delivery deadlines  

Each of these factors introduces uncertainty.  

When several risks materialise simultaneously, programme delivery can quickly become 

compromised. Effective risk management provides a structured approach for 

anticipating potential challenges and reducing their impact before they affect 

programme objectiv es.  

Risk management is not a one - time exercise completed during project initiation. It is an 

ongoing discipline that should influence every major decision throughout the lifecycle 

of the programme.  

The cost of poor risk management  

Many project failures don't happen because of a single catastrophic event. Instead, 

they result from smaller risks that were identified but not addressed, or worse, risks that 

were never discussed openly.  

The consequences can include:  

Programme delays  

Budget overruns  

Loss of stakeholder confidence  

Reduced business benefits  
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Resource fatigue and burnout  

Rework and technical debt  

Delayed user adoption  

In many cases, organisations  discover that the warning signs were visible months before 

the problems became critical. Strong risk management helps teams spot those warning 

signs early and take corrective action before significant damage occurs.  

The five principles of effective risk management  

1. Create a culture of transparency  

One of the biggest obstacles to effective risk management is the belief that raising 

concerns is a sign of failure.  In successful programmes , risk identification is encouraged 

and rewarded. Project teams should feel comfortable highlighting concerns without 

fear of blame or criticism.  

When teams are transparent about emerging challenges, leadership can make 

informed decisions while there is still time to respond. The earlier a risk is identified, the 

more options exist to manage it. Organisations that foster openness typically detect 

de livery threats long before they become programme issues.  

2.  Focus on the risks that matter most  

Not every risk deserves equal attention. Complex SAP programmes can generate 

hundreds of potential risks, making it impossible to treat them all as critical.  

Successful organisations focus on risks that have the greatest potential impact on:  

Budget  

Timeline  

Quality  

Compliance  

Business continuity  

User adoption  

A structured risk assessment framework helps prioritise  effort and leadership attention 

where it will have the greatest value. The objective is not to eliminate every risk. The 
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objective is to understand which risks could materially affect programme success and 

manage them proactively.  

3.  Assign clear ownership  

A risk without an owner is unlikely to be managed effectively.  Every significant risk 

should have a named individual responsible for:  

Monitoring indicators  

Implementing mitigation actions  

Reporting progress  

Escalating concerns when required  

Ownership creates accountability. It also ensures risks remain visible throughout 

programme delivery rather than becoming forgotten entries in a project log.  The 

strongest programmes establish ownership across both business and technology 

teams, recognising that many risks span multiple areas of responsibility.  

4.  Build risk reviews into governance  

Risk management should not sit separately from programme governance. It should be 

embedded within decision - making processes from the outset.  Effective governance 

structures include regular reviews of:  

Strategic risks  

Delivery risks  

Commercial risks  

Technical risks  

Resource risks  

Change management risks  

Steering committees and programme leadership teams should routinely review risk 

exposure and mitigation plans. This creates a shared understanding of programme 

health and supports faster intervention when required.  
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5.  Turn data into insight  

Many organisations  collect project data but fail to use it effectively. Schedule 

performance, budget trends, testing progress, resource utilisation, and defect volumes 

can all provide early indicators of emerging risk. Monitoring programme health through 

objective measures allows leaders to identify potential problems before they become 

visible elsewhere.  

Data should support decisions, not simply report history. The most effective 

programme leaders use programme metrics to predict future outcomes and take 

action proactively.  

Common SAP project risks and how to mitigate them  

 

 

 

Poorly defined requirements  

Projects often encounter difficulties when objectives and requirements are not clearly 

understood from the beginning.  

Mitigation strategies include:  

Early business engagement  

Detailed process workshops  

Clearly defined scope documentation  

Formal design reviews  

Clarity at the start reduces confusion later in delivery.  

Resource constraints  

Many organisations  underestimate the level of business involvement required during an 

SAP transformation. Subject matter experts frequently have operational responsibilities 

alongside project commitments.  

  B y Rachel Greenwood,  

Head of Digital Supply Chain Practice, TCT  
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Mitigation strategies include:  

Dedicated resource planning  

Capacity assessments  

Executive sponsorship  

Resource contingency plans  

Successful programmes recognise that business availability is often as critical as 

technical capability.  

Data migration challenges  

Data issues remain one of the most common sources of SAP project delays. Poor data 

quality can impact testing, reporting, integrations, and go - live readiness.  

Mitigation strategies include:  

Early data profiling  

Data cleansing initiatives  

Migration rehearsals  

Strong data governance  

The sooner data quality challenges are identified, the easier they become to resolve.  

Scope creep  

As projects progress, stakeholders often identify additional requirements, 

enhancements, and process improvements. While some changes are justified, 

unmanaged growth can significantly impact delivery timelines and budgets.  

Mitigation strategies include:  

Defined scope baselines  

Formal change control  

Impact assessments  

Governance approval processes  

Successful programmes distinguish between "must - have" requirements and future 

optimisation opportunities.  
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Stakeholder misalignment  

Large SAP programmes  involve multiple departments, each with unique priorities and 

objectives. Without alignment, competing interests can slow decision - making and 

create conflict.  

Mitigation strategies include:  

Strong governance structures  

Regular stakeholder engagement  

Clear communication plans  

Escalation pathways  

Alignment does not happen automatically. It must be actively maintained throughout 

the programme.  

Creating a proactive risk management framework  

The most effective organisations  move beyond reactive risk management and establish 

a repeatable framework.  

This typically includes:  

Risk identification  

Capturing risks from programme teams, business stakeholders, vendors, and 

leadership.  

Risk assessment  

Evaluating probability, impact, and urgency.  

Risk  mitigation  

Defining actions to reduce likelihood or minimise consequences.  

Risk monitoring  

Tracking indicators and reviewing progress regularly.  

Risk escalation  

Ensuring critical risks receive executive attention when necessary.  
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By applying this framework consistently, organisations improve visibility and strengthen 

control across the programme.  

Early warning signs every programme should monitor  

Many delivery challenges provide warning signs long before they become critical.  

Examples include:  

Increasing design decisions awaiting approval  

Growing defect backlogs  

Repeated milestone slippage  

Escalating change requests  

Declining stakeholder engagement  

Resource turnover  

Data quality concerns  

Limited business participation  

Monitoring these indicators can provide valuable insight into programme health and 

emerging delivery risks. The earlier intervention occurs, the lower the cost and impact of 

corrective action.  

Building long - term organisational resilience  

Effective risk management creates benefits beyond a single project. Organisations that 

develop mature risk management capabilities often achieve:  

Greater delivery predictability  

Improved governance  

Better decision - making  

Higher programme success rates  

Increased stakeholder confidence  

Stronger transformation outcomes  

The lessons learned from one programme become valuable assets that strengthen 

future initiatives across the organisation.  Risk management should be viewed not as a 

compliance exercise, but as a strategic capability that supports long - term business 

success.  
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Final thoughts  

Risk is a natural part of every SAP transformation. What separates successful 

programmes  from struggling ones is not the absence of risk, but the ability to identify, 

understand, and manage uncertainty before it affects delivery.  

Organisations that invest in robust governance, clear accountability, proactive 

monitoring, and informed decision - making are significantly better positioned to 

navigate complexity and deliver successful outcomes.  Managing risk is not about 

expecting failure. It is about creating the confidence, control, and resilience required to 

achieve success.  

About TCT  

At TCT, we help organisations identify delivery risks before they become business 

challenges. Our consultants provide independent governance, programme assurance, 

risk management, and project controls expertise that enables organisations to deliver 

complex  SAP transformations with greater confidence, control, and predictability.  

Want to reduce risk across your next SAP programme? Speak to TCT about building a 

stronger project governance and assurance framework.  

 



 

 


