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I
n 2025 at the latest, the time will have 
come: There will be no more main-
tenance provided for older SAP relea-

ses. Until then, existing SAP customers 
should already have migrated to S/4 

Hana. The corresponding announcement 
from Walldorf was made in 2015. Even in 
2018, the number of companies who have 
already migrated is still in the single-digit 
percentage area, and the figure of exis-
ting SAP customers who successfully 
migrate to Hana with the provided stan-
dard conversion tools may be just as low. 
That’s because although they work excel-
lently, they only have advantages for 
customers who have remained in the SAP 
standard.

Considering the estimated 50,000 
customers worldwide in the ERP area alo-
ne – from which 20 percent are located in 
Germany, Austria and Switzerland – these 
findings are a problem: It’s common 
knowledge that the vast majority of SAP 
users has invested a lot of time and mo-
ney into the company-specific adaptation 
and modification of their SAP systems to 
be able to meet every requirement in 
each area of business. This is a testimony 
to the massively increased usage of SAP 
solutions in companies, especially if com-
pared to the last major release change 
from R/2 to R/3. Therefore, it is no exag-
geration to speak of a Herculean task 
when talking about transferring the data 
that is stored in the existing ERP systems 
into the new software world.

Migration as a cost trap: 
lack of experts

In the enterprise environment, approxi-
mately 5,000 man-days are needed for 
data migration. Even if an average of 
2,000 man-days per project is assumed, a 
capacity need of 20 million man-days in 
the D/A/CH market alone would arise, 
which translates to 3.2 million per year. 
Even if the entirety of the estimated 
2,000 experts for data migration in Ger-
man-speaking countries were to work 365 

days a year, there would only be capaci-
ties available of 730,000 man-days a year. 
And even if vacations and other leaves are 
out of the equation, five times the num-
ber of migration experts would be nee-
ded to complete all of the projects by 
2025.

As this is not possible according to Co-
cker, other ways must be found: The le-
gacy systems will continue to be operated 
- even after maintenance will no longer 
be provided - and exist next to the new 
software generation which exclusively 
stores new data. This practice will inevita-
bly lead to a significant increase in invest-
ment as well as operating costs for the 
deployment of the new S/4 Hana landsca-
pe and the continued operation of exis-
ting systems. Only a few businesses will 
be capable of and willing to pay this addi-
tional cost.

In this scenario, the continued operati-
on of old systems would also be inevitab-
le if data was only partially transferred 
into the new software world until 2025. 
Because even in the case of partial migra-
tion, the data will be mapped onto the 
new structures. Auditors and tax consul-
tants would therefore not recognize that 
the migrated data is the original one. 
Who would want to take responsibility 
for that, then?

Both scenarios are unsatisfactory - not 
only for existing SAP customers who ope-
rate with the maintenance deadline 2025 
in mind, but also for those who want to 
make S/4 Hana the basis of their digitiza-
tion strategy. Especially the latter cannot 
and will not afford to see their self-impo-
sed time schedule for switching to the 
new software generation endangered 
due to a lack of market resources.

There is only one solution to escape 
the cost and compliance trap: completely 
removing the data from existing SAP sys-
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tems without changing its structure and 
storing it in an audit-compliant way on a 
neutral platform. Naturally, data as well 
as unstructured information - like busi-
ness-related documents for example - 
have to be stored with their correspon-
ding business context. That’s why it ma-
kes more sense to speak of historicizing 
old information than of archiving it.

Data: less is more

This approach allows for the complete de-
commissioning of old systems as they are 
no longer needed, therefore achieving 
massive savings in operating costs. The sa-
ving potential typically is 60 to 80 percent 
compared to the continued operation of 
legacy systems. In addition, this approach 
also leads to cost and time savings in data 
migration. That’s because with a platform 
like this, a precise selection of the data 
which is to be transferred and adapted to 
the new SAP world becomes possible. Ex-
perience shows that up to 75 percent of 
migration efforts and the associated costs 
can be avoided this way. Because even 
when only partially migrating, the 80/20 
rule still applies: on average, only a fifth of 
existing data has to be transferred to the 
new system, the remaining four fifths re-
main on the neutral platform.

Whoever is doubting this massive re-
duction just has to consider how many du-
plicate data accumulates in legacy sys-
tems over the years. After all, the number 
of SAP systems used and that of the asso-
ciated data bases has increased conti-
nuously and significantly. For this very rea-
son, there were more and more projects to 
consolidate and centralize systems over 
the last few years. Companies who carried 
out those projects took the chance to not 
only reduce their data inventory by dele-
ting duplicates, but also to clean up and 
repolish their master data. If looking at it 
that way, the migration to S/4 Hana is the 
ideal opportunity for only adopting nearly 
perfect master data. The cleaning up is 
even easier if less data has to be migrated 
to the new software generation.

Efficiency and 
compliance through 

shutdown legacy systems

With a platform for historicizing and 
migrating old data and documents, this 
scenario becomes possible. Furthermore, 
the access to historicized information re-
mains unrestricted and easy. This has two 
decisive advantages. On the one hand, ol-
der data and documents can be integra-

ted into ongoing business processes, even 
if their migration is not worthwhile. For 
example, service staff in plant enginee-
ring can access historicized construction 
plans on their tablet and use it for their 
current projects for reference.

On the other hand, however, such a 
platform grants companies full legal secu-
rity. Since the migrated information is sto-
red on the neutral platform in its original 
format and structure as well as in an au-
dit-proof manner, it is possible for internal 
and external auditors to certify its au-
thenticity. At the same time, the users 
have the possibility to continue working 
seamlessly with migrated data inside the 
structure of the new software generation.

In all of these scenarios, special de-
mands are placed upon the described 
platform for historicizing and migrating 
old data and documents. Therefore, the 
solution must be capable of reliably and 
verifiably extracting all of the data and 
documents from old systems and store 
them without changing their structure. At 
the same time, however, the information 
has to be converted into a modern data 
format to enable the eventually necessary 
or also desired migration to S/4 Hana or 
even third-party systems. What is more, 
the display of historicized information 
should be device-independent. That way, 
not only professional users, but also em-
ployees of the internal audit department 
and external auditors can easily access it. 
In this case, a purely browser-based solu-
tion would be ideal in order to not have to 
install, maintain or learn how to operate 
new software.

If looking at it from the client’s per-
spective, it is, of course, crucial that such 
a solution supports them in their decision 
of which data should be migrated to the 
new software generation such as S/4 
Hana, and which data should not. Confi-
gurable tools as part of the platform 
should be provided. They could help  by, 
for example, automatically searching for 
accounting areas that are no longer rele-
vant. These can include plants or subsidia-
ries which have been closed down or sold. 
It simply does not make sense to migrate 
this old and, most of the time, useless in-
formation.

What is more, with the new software 
generation also comes a new generation 
of compliance requirements at the same 
time. Of course, the General Data Protec-
tion Regulation (GDPR) is a well-known 
example. Indeed, with GDPR we are ente-
ring a new digital era. Before, the princip-
le was to save everything and anything 
and delete nothing, not even unintentio-
nally or as a mistake. Now, companies 

must possess the ability to not only save 
individual data precisely and purposeful-
ly, but to also delete it in the same man-
ner. Naturally, this doesn’t just apply to 
productive systems, but also to legacy 
ones. However, in some cases it is impos-
sible to retrofit systems for these proces-
ses.

A platform for historicizing and migra-
ting old data can help here, too. Of course, 
it needs comprehensive retention ma-
nagement functionalities regarding re-
tention periods, automatic and manual 
deletion and suspension of deletion pro-
cesses in case of, for example, court pro-
ceedings. In Anglo-Saxon countries this is 
called legal hold. In a case like this, it must 
be known exactly which data of a person 
has to be suspended. Therefore, with the 
help of the platform, it must also be pos-
sible to determine all the information as-
sociated with a particular data record, 
preferably at the push of a button, in or-
der to ensure that all of the data in ques-
tion is obtained. Obviously, this also ap-
plies to the opposite case, for example if a 
client requests to enforce their right to be 
forgotten in accordance with GDPR.

“Zur Rose“ 
migrates to S/4 Hana

One question still remains: Does such a 
platform actually exist, and if so, are the-
re clients who already migrated to S/4 
Hana with its help or are in the very pro-
cess of doing so? Europe’s largest mail-or-
der pharmacy Zur Rose - in Germany the 
subsidiary DocMorris might be more fa-
miliar - is leading the way. The company 
has implemented a central S/4 Hana solu-
tion to which only current and relevant 
data is to be transferred. The business ex-
pects to reduce the total data inventory 
by 30 percent through cleaning up dupli-
cate data and to increase the quality of 
their master data accordingly. Furthermo-
re, Zur Rose expects annual six figure sa-
vings in operating costs from the gradual 
shutdown of all legacy systems. In nume-
rous national and international customer 
projects, the tried-and-tested platform 
JiVS will be involved and used for histori-
cizing and migrating legacy information.

Also have a look at the
community info on page 103
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