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Introduction  

For Operations Leaders, the success of an SAP programme is rarely measured by 

whether the project goes live on schedule. It's measured by what happens to the 

business during and after the transformation.  

Can customer orders still be fulfilled?  

Can products still be manufactured and delivered on time?  

Will suppliers continue to receive accurate information?  

Can frontline teams continue to operate effectively during periods of change?  

These are the questions that matter.  

While SAP transformations create opportunities for improved efficiency, visibility, and 

performance, they also introduce risk. New processes, system changes, data migration 

activities, testing cycles, and deployment events can all have a direct impact on d ay -

to - day operations if not carefully managed. The organisations that navigate 

transformation most successfully are those that treat operational continuity as a priority 

from the very beginning.  

This guide explores practical strategies for maintaining business performance, 

reducing disruption, and protecting critical operations throughout an SAP 

transformation programme.  
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Why operational continuity matters  

SAP transformations often touch every part of an organisation.  

They influence:  

Supply chain operations  

Manufacturing processes  

Procurement activities  

Customer service functions  

Logistics networks  

Inventory management  

Financial operations  

When these activities are disrupted, the consequences can quickly extend beyond the 

programme itself.  Organisations may experience:  

Customer dissatisfaction  

Lost revenue opportunities  

Increased operational costs  

Reduced productivity  

Supply chain disruption  

Employee frustration  

Reputational damage  

A successful implementation is not simply one that deploys new technology. It is one 

that enables change while maintaining operational stability.  

The challenge facing operations leaders  

Most organisations  are already operating under pressure. Teams are balancing service 

commitments, performance targets, cost controls, and customer expectations.  

Introducing large - scale transformation into this environment adds an additional layer of 

complexity. Operations leaders often find themselves managing two priorities 

simultaneously:  

Running the business  

Maintaining performance, service levels, and operational efficiency.  
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Changing the business  

Supporting the transformation programme  while adopting new processes and ways of 

working.  

Balancing these priorities requires careful planning, clear communication, and 

disciplined decision - making.  

The five principles of minimising disruption  

1. Start operational planning early  

One of the most common mistakes organisations make is treating operational 

readiness as a late - stage activity. By the time deployment planning begins, many 

important decisions have already been made. Successful programmes  assess 

operational impacts during the earliest phases of planning.  This includes 

understanding:  

Critical business processes  

Seasonal demand patterns  

Business dependencies  

Operational constraints  

Customer commitments  

The earlier risks are identified, the easier they are to manage. Operational planning 

should begin alongside programme planning, not after it.  

2.  Understand your critical business processes  

Not every process carries the same level of operational risk. Some activities are 

absolutely essential  to the day - to - day running of the business.  Examples might include:  

Order processing  

Manufacturing execution  

Stock replenishment  

Supplier transactions  

Customer invoicing  

Distribution activities  
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Successful organisations identify these critical processes early and build specific 

protection strategies around them. Understanding what cannot fail helps leaders 

prioritise effort and resources where they are most needed.  

3.  Build operational resilience  

No transformation programme  unfolds exactly as planned. Unexpected challenges can 

emerge at any stage. The organisations that manage disruption most effectively are 

those that build resilience into their operating model.  This may include:  

Additional resource capacity  

Temporary support teams  

Escalation procedures  

Contingency plans  

Alternative process arrangements  

Resilience doesn't eliminate challenges. It improves the organisation's ability to 

respond when they occur.  

4.  Involve operational teams throughout the programme  

Some transformation programmes make the mistake of treating operations as 

stakeholders rather than active participants. This can create gaps between programme 

decisions and operational realities.  Successful programmes actively involve 

operational teams in:  

Process design  

Testing activities  

Readiness assessments  

Deployment planning  

Post - go - live support  

Operational teams often provide valuable insights into risks and dependencies that 

may otherwise be overlooked. Their involvement also improves adoption and 

engagement later in the programme.  
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5.  Plan for go - live long before go - live  

Deployment is often viewed as a single event. In reality, it is a carefully managed 

transition that begins months before the actual go - live date.  Effective deployment 

planning includes:  

Readiness reviews  

Resource planning  

Contingency arrangements  

Communication strategies  

Support structures  

Organisations that invest time in preparing for transition typically experience fewer 

operational disruptions and recover more quickly when issues arise.  

Common operational risks during SAP transformation  

Every programme is different, but several operational risks appear consistently across 

SAP transformations. Understanding these risks enables leaders to prepare proactively.  

Supply chain disruption  

Supply chains are particularly sensitive to process changes and data inaccuracies.  

Potential consequences include:  

Delayed deliveries  

Inventory shortages  

Supplier confusion  

Reduced service levels  

Mitigation strategies should focus on visibility, testing, supplier engagement, and 

contingency planning.  

Inventory inaccuracies  

Poor master data or migration errors can create challenges with stock visibility and 

planning.  This may result in:  

Overstock situations  

Stock shortages  
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Reduced customer service performance  

Increased operational costs  

Early validation and reconciliation activities are critical.  

 

Resource constraints  

Operational teams often support both business - as - usual activities and programme 

delivery. Without proper planning, capacity can quickly become stretched. Successful 

organisations regularly assess workload and provide additional support where 

necessary. Pro tecting key resources helps maintain both project progress and 

operational performance.  

Process readiness gaps  

Users may understand the new system but still feel uncertain about how processes will 

operate in practice.  This can lead to:  

Delays  

Errors  

Increased support demand  

Reduced confidence  

Process simulations and scenario - based training can significantly improve readiness.  

Customer service impact  

Customers are often unaware of transformation programmes  until service levels begin 

to change. Any disruption to customer - facing processes has the potential to damage 

relationships and trust. Customer impacts should be assessed and managed as part of 

overall readiness planning.  

Building an operational readiness framework  

Operational readiness provides a structured way of assessing whether the organisation 

is prepared for change.  A practical framework typically includes five key areas.  

People readiness  

Are employees trained, confident, and prepared?  
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Process readiness  

Have new ways of working been tested and validated?  

Data readiness  

Is the information accurate, complete, and migration - ready?  

Technology readiness  

Are systems stable and capable of supporting operations?  

Support readiness  

Are support teams, escalation routes, and response processes established?  

Assessing each area creates a clearer picture of overall readiness and highlights 

potential gaps before deployment.  

The importance of cutover planning  

Cutover is often one of the most intense periods of an SAP programme. It represents 

the transition from the old environment to the new one.  A successful cutover requires 

detailed coordination across:  

Business teams  

Technical teams  

External partners  

Leadership stakeholders  

Key considerations include:  

Task sequencing  

Resource availability  

Communication plans  

Validation activities  

Escalation procedures  

Strong cutover planning reduces uncertainty and helps maintain operational control 

during transition.  
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Why hypercare matters  

Many organisations focus heavily on go - live and underestimate the importance of the 

weeks that follow. The period immediately after deployment is often considered the 

highest - risk phase of the programme.  

Users are adapting to new processes.  

Support requests increase.  

Unexpected issues emerge.  

Hypercare provides enhanced support during this period, helping the organisation 

stabilise rapidly and maintain operational performance.  Effective hypercare focuses 

on:  

Fast issue resolution  

User support  

Daily monitoring  

Clear escalation routes  

Continuous communication  

The objective is to build confidence while minimising disruption.  

Lessons from successful transformations  

Organisations that maintain operational performance throughout major SAP 

programmes often have several things in common.  They:  

Prioritise operational readiness from the outset.  

Understand critical business processes.  

Involve operational teams early.  

Conduct realistic testing.  

Invest in deployment planning.  

Build strong support structures.  

Most importantly, they recognise that protecting operations is not a final - stage activity. 

It is a priority that runs throughout the entire programme lifecycle.  
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Looking beyond go - live  

The strongest organisations view transformation as an opportunity to improve 

operations rather than simply replace systems.  After deployment, they continue to 

focus on:  

Process optimisation  

Performance monitoring  

Operational efficiency  

Continuous improvement  

Benefits realisation  

This long - term perspective helps ensure that short - term disruption translates into 

lasting business value.  

Final thoughts  

Every SAP transformation introduces change. The challenge for Operations Leaders is 

ensuring that change does not come at the expense of performance, customer service, 

or business continuity.  

By focusing on operational readiness, proactive planning, stakeholder engagement, 

and resilience, organisations can navigate transformation with greater confidence and 

control.  

The goal is not simply to implement a new system. It is to create a stronger operation on 

the other side of it. The organisations that achieve this balance are often the ones that 

realise the greatest value from their SAP investment.  
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A bout TCT  

At TCT, we help organisations protect business performance throughout complex SAP 

transformations. From operational readiness assessments and deployment planning to 

programme  assurance, governance, and business continuity support, our consultants 

work alongside operational and technology teams to minimise disruption and maximise 

value.  

Planning a major SAP transformation? Speak to TCT about how to maintain 

operational performance while delivering change with confidence.  



 

 


