
ASUG Research: 

SAP S/4HANA Adoption Insights 

and Expert Guidance



ASUG annually conducts research to explore how SAP 

customers are approaching S/4HANA migrations — 

focusing on organization’s experiences with timelines, 

paths, risks, and realized benefits.
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2027 deadline advances SAP S/4HANA plans: 56% already live or 
started to move.

Q. WHAT ARE YOUR PLANS, IF ANY, TO IMPLEMENT SAP S/4HANA? (2025 N=176, 2024 N=227, 2023 N=208) 
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Plans to move are on hold for now

No plans to be involved

More than 2 years from now

Within the next 7–24 months
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Already live

2025

2024

2023



Brownfield
(also known as a system 

conversion, a migration that 

attempts to preserve as much 

as possible from a previous 

system without disrupting 

existing processes)

Greenfield
(a completely new 

implementation that starts 

from scratch and requires 

reengineering of processes)

Hybrid/
selective data 

transition (SDT)
(combines elements of both 

approaches to redesign some 

processes, while maintaining 

some critical customization)

44% 26%29%

Q. [If Live, In the Process of Moving, or Moving within next 2 years] When adopting SAP S/4HANA, which primary approach did your organization 

use or is it using? 6% are still undecided. (2025 n=137, 2024 n=172) 

% Approach used
(Live/In the Process of Moving)

% Planning to use approach
(Moving within next 2 years) 49% 13%32%

Brownfield is the leading approach for deployment. 
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Private cloud
(either on-premises or hosted data 

center) 

Managed private cloud
(off-premises SAP S/4HANA 

managed via either a systems 

integrator [SI] or global strategic 

service provider [GSSP])

Hybrid cloud 
(some on-premises private cloud, 

some public or hosted cloud)

On-premises bare 

metal or basic 

virtualized systems 
(not private cloud)

Public cloud 
(no control over underlying 

hardware)

n=191Q. [If Live, In the Process of Moving, or Moving within next 2 years] Where does your organization run, or will it run, its SAP S/4HANA environment(s)? 

(2025 n=146, 2024 n=171, 2023 n=163) 

Note: Data and sample sizes rebased to exclude respondents who selected ‘Don’t know/not sure’

Private cloud continues to dominate SAP S/4HANA environments with 
hybrid use on the rise.
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Did your SAP S/4HANA implementation/deployment 

project take…

Most S/4HANA projects stay on track but prove more complex than expected.

Q. [If ‘We are already Live’] Did your SAP S/4HANA implementation/deployment project take…(2025 (n=70, 2024 n=82) 

Q. [If longer] Why did your SAP S/4HANA implementation take longer than expected? Please select which factors contributed most to the extended timeline. 

(Please select all that apply). (n=31)*

*Question format adjusted in 2025 ; data still consistent with 2024

The same amount of time expected. Longer than expected.
Shorter than 

expected.
Why did your SAP S/4HANA 

implementation take longer than 

expected? 

Implementation more 

complex/time-consuming 

than expected
55%

Testing45%

Top factors contributing most to extended timelines:



For most, benefits from S/4HANA adoption are recognized after five months.

Q. [If benefits received] Overall, how long did it take for your organization to start realizing benefits from your SAP S/4HANA adoption? (2025 n=53, 2024 n=69) Data and sample sizes adjusted to remove 

respondents who selected ‘Don’t know/not sure’ 

Q. [If benefits received] Out of all the benefits you selected, which took the longest for your organization to fully realize? (2025 n=66, 2024 n=75)

*Note: All other benefits noted by 10% or less of respondents
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Other

More than 12 months

7 to 12 months

4 to 6 months

1 to 3 months

Immediately post-implementation
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Benefit that took longest to realize*:

Optimization of existing 

business processes

23%

Time to realize benefits from adoption:

Improved performance

11%

(+11% vs 2024)

(-10% vs 2024)



Too many customizations and change management are the top migration risks
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Ability to implement business requirements/changes during project

Compatibility with connected applications and/or integrations

Amount of time it will take to complete the project

Support needed while diverting the team from their primary responsibilities

Lack of clear process documentation

Lack of business process ownership

Change management (training, adoption, etc.)

Too many customizations within our old instance(s)

Risk ranked #1 Risk selected

Q. [If ‘We are already Live’ or ‘We have already begun to move’] What risks do you or did you experience dealing with as part of the move to SAP S/4HANA? (n=90); 6% selected ‘Other’; 9% did not experience any risks

Q. [If ‘We are already Live’ or ‘We have already begun to move’] Out of all the SAP S/4HANA migration risks your organization experiences, please select the #1 risk. (n=82) Note: Risks categorized into groups for respondents 

(System, Organization, Migration Process, Other)

= Top risk experienced

Top 8 Risks Experienced



Customers are clear in their advice: Successful migrations demand 
organization-wide efforts and early collaboration.

Q. [If ‘We are already Live’ or ‘We have already begun to move’] How did your organization address this risk, if at all? (n=82) (Base size adjusted to 

account for participants who responded to the open-ended question) Note: Comments were able to be coded into multiple themes

1
#1 Organizational efforts

(Dedicated change management/training, early planning/system assessment, 

involve the business early in decision-making and collaborations with IT)

#2 Utilizing external resources (Partners, consultants, SIs, SAP support)

#3 Expanding testing and integration measures

#4 Standardization, governance, and documentation of business processes

#5 Critical-first/phased implementation
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Improving migrations hinges on early change management and cross-business 
involvement, the right implementation partners, and SAP support.

Q. [If ‘We are already Live’] Which of the following would help improve the SAP S/4HANA implementation process? (Please select all that apply.) 

9% selected ‘Other’ 2025 n=70, 2024 n=82) *Option added in 2025
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Be mindful of SAP certifications and updates

Reach out to peers for support and advice

Take time to pace out the process

Opportunities to engage with customers further along in S/4 migration process*

Start the process with the end goal in mind

Consistent support/availability from SAP

Obtain executive buy-in for the implementation at an early stage

Have a clear project charter and key success factors for this implementation

Regular communications related to the project

Establish a robust program management methodology*

Create a clear business case for transformation approved by leadership

Involve all levels of the business as early as possible

Clear documentation/materials/resources from SAP

Work with the right implementation partners

Implement change management practices as early as possible
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2024



Questions?
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