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smartShift partnered with ASUG to explore how SAP customers are 

navigating custom code migration and SAP S/4HANA adoption—

highlighting evolving AI and automation plans, the role of strategic partners, 

and progress toward a clean core. 

This marks the third year of our research collaboration.

Research

Background

168 ASUG Members participated in this survey.

Audience

This year’s survey fielded during April 2026.

Timeline



Key Research Findings

• Custom code is an asset that requires ongoing modernization.

• Without automation, sustaining the modernization of custom 
code becomes impractical.

• Enterprise AI readiness and clean core need continuous custom 
code transformation and lifecycle management.
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Custom code is an asset that 
requires ongoing modernization.



Custom code challenges persist, but the focus is shifting.

Q. Overall, what challenges does custom code present to your organization? (Please select all that apply). (2026 n=168, 2024 n=174)

+10%

vs 2024:

-5%

-10%

-7%

+7%

24%

28%

29%

31%

35%

42%

50%

50%

Security and compliance risks

Barrier to innovation

Significant cost burden

Working with system integrators (SIs) or implementation partners

Difficulty finding expertise to maintain/enhance custom code

Excessive maintenance costs

Barrier to upgrading or migrating to a new SAP offering

The number of SAP and non-SAP systems that are integrated

Leading Difficulties Organizations Face with Custom Code



Q. [If bringing over custom code to S/4] Approximately how much of your organization’s current custom code did you or do you anticipate carrying over into your 

SAP S/4HANA system? Note: Data largely consistent with 2023, though direct comparison cannot be made due to adjustments made to the question in 2024. 

High custom code carryover is both expected and realized 
in S/4HANA migrations.

Organization’s Current Custom Code Plans for SAP S/4HANA Migration

92% 
of organizations 
carry over custom 
code

64% 
are carrying over more than 

26% of their custom code into 
SAP S/4HANA system



Organizations optimize S/4HANA migrations toward a clean core 
in theory, but struggle to maintain it in practice. 

Q. [If fully/partially migrated to S/4] During your SAP S/4HANA migration, to what extent did your organization optimize its transformation towards a clean core 

approach and establish practices to sustain it post go-live? (n=105) Note: 3% selected ‘Don’t know/not sure’; Question adjusted in 2026 

Significantly 

optimized 

towards a clean 

core approach 

and established 

practices to 

support it post 

go-live

17%40%

Somewhat 

optimized towards 

a clean core 

approach, but 

practices not 

consistently 

applied

26%

Principles were 

considered, 

but not 

meaningfully 

prioritized 

during migration

Not a 

focus

14%

Clean Core Approach During S/4HANA Migration
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Without automation, sustaining the 
modernization of custom code 
becomes impractical.



Q. What challenges did you experience or do you anticipate when migrating (including upgrading and standardizing) your custom code to SAP S/4HANA? 

(Please select all that apply.) Year over year changes among Fully/partially migrated (2026 n=103, 2024 n=68)

Extensive testing, poor documentation, and integration 

errors pose biggest challenges.

10%

11%

16%

17%

22%

24%

26%

33%

36%

37%

45%

51%

63%

Unplanned downtime

Data privacy and security concerns

Lack of transparency from data/dashboards

High risk

High error rates in testing

Managing risk due to only fixing high priority issues

Shortage of skilled labor (internal or external)

Poor code quality

Poor performing code

Underestimating the scope of migrations

Integration errors

Poor documentation

Extensive testing

+12% (vs 2024)

-11% (vs 2024)

2026 Custom Code Migration Challenges

+Migrated

+Migrated

+Planning

#1
#2

#3



36%

37%

41%

48%

50%

54%

Test thoroughly before moving custom code into production.

Leverage automation tools to improve accuracy and support
comprehensive custom code modernization.

Ensure the right skills and expertise are involved throughout the
migration.

Start well before the S/4HANA project and do not underestimate
effort or scope.

Take time upfront to review custom code and understand what
is truly needed before migrating.

Push the organization to reduce custom code and stick to
standard SAP functionality wherever possible.

Recommendations point to simplification and early planning as 
keys to successful custom code migration.

Q. [If fully/partially live on S/4] Looking at your custom code migration (including upgrading and standardizing) to SAP S/4HANA, what are the 

top recommendations you would give to others for their migration? (Select up to three.) (n=98) 

Top Recommendations to Migrate Custom Code



Organizations are held back by the reality of competing business 
requirements and timeline pressures that force trade-offs.

Q. [If clean core optimization was only somewhat, not meaningfully, or not a focus of S/4 migrations] Thinking beyond technical challenges, what most 

limited your organization's ability to further optimize towards a clean core approach during your SAP S/4HANA migration? (Select up to two.) (n=86) 

Note: 1% selected ‘N/A’, 2% selected ‘Don’t know/not sure’

The Path to a Clean Core: Barriers to Progress

9%

12%

17%

20%

21%

41%

55%

Limited use of automation or AI to support decision-making

Dependence on third-party or industry-specific solutions

Budget constraints

Limited executive alignment or prioritization around a clean core

Lack of governance or enforcement mechanisms

Timeline or go-live pressure limited optimization efforts

Business requirements required retaining custom code 2 Key 

Barriers
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Enterprise AI readiness and clean 
core need continuous custom code 
transformation and lifecycle 
management.



+Migrated

Q. [If greenfield approach not selected] For migrating to SAP S/4HANA, please select where you used or would consider using custom code automation (including AI) to support modernization 

efforts. (Select all that apply.)

Automation/AI solutions for custom code relied on for immediate 
compliance and fixes.

12%

11%

24%

25%

27%

39%

38%

40%

51%

All of the above

Code consolidation and carve-outs to untangle code for mergers,
acquisitions, or divestitures

Code synchronization between production and development systems
during modernization

Code stability and resilience to improve code quality and reliability

Code security to identify and resolve vulnerabilities

Code analysis to assess and identify potential issues in existing code

Code transformation to modernize legacy code

Code decommissioning to remove unused or unneeded code

Code fixes for syntax changes and SAP S/4HANA compliance

Custom Code Automation/AI Uses to Support Modernization

+Planning



47%17%25%2%

Q. [If aware of automation/AI solutions use for S/4 migrations and greenfield approach not selected] Overall, how were or how will the custom code modernization 

activities you selected primarily be supported?

Note: 7% selected ‘Don’t know/not sure’

Organizations move toward hybrid AI and traditional automation 
approaches to support custom code modernization efforts.

Custom Code Modernization Automation/AI Approach 

Mostly AI-based 

automation

Mostly AI-based 

tools used by 

human experts

A mix of AI-based 

automation and 

traditional 

automation

Mostly traditional 

(non-AI) 

automation

Full/Partially 
Migrated to 
S/4HANA

Planning 
S/4HANA 
Migration

42% 23%32%0%



Custom code is an 
asset that requires 
ongoing 
modernization.

Automation is 
essential for 
continuous custom 
code modernization.
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1 2 3

Enterprise AI 
readiness and clean 
core need continuous 
custom code 
transformation and 
lifecycle management.



17

Jagdish 
Sahasrabudhe

CTO
smartShift

jagdishs@smartshift.com

Matt 
Aucella

CSO, Global Sales & Marketing
smartShift

maucella@smartshift.com

Questions?


	Slide 1: Modernizing SAP Custom Code:  Management, S/4HANA, AI & Clean Core -  Customer Insights
	Slide 2
	Slide 3
	Slide 4: Key Research Findings
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17

