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Executive Summary

For a multinational life sciences company built through acquisitions—each operating on disparate legacy
ERP systems (e.g., JDE, SAP ECC, Oracle, custom solutions)—a greenfield SAP S/4HANA implementation
is not merely an IT upgrade. It is a strategic unification of operations, a reinvention of processes, and a
profound cultural shift. The technical migration, while complex, is surmountable. The greater risk lies in
the human and operational adaptation to a new, single source of truth.

This white paper argues that traditional, linear Change Management is insufficient. Instead, change must
be strategically embedded at specific, critical moments throughout the project lifecycle. By anticipating
and acting at these inflection points, organizations can mitigate resistance, accelerate adoption, and
secure the full return on their transformational investment. Failure at any of these junctures can lead to
catastrophic delays, compliance risks, and operational disruption in a highly regulated industry.

1. Introduction: The Unique Challenge of the Life Sciences Conglomerate

The scenario is common: a $10B+ pharmaceutical conglomerate with 5+ legacy ERPs across its entities.
Each acquired company has its own processes, data standards, cultural norms, and "way of doing
business." The drivers for S/4HANA are clear: operational synergy, integrated data for advanced analytics,
regulatory traceability (e.g., serialization, FDA 21 CFR Part 11), and cost reduction.

However, the human and process challenges are monumental:

e Regulatory Rigor: Any change must uphold GxP (GMP, GLP), SOX, and data integrity
requirements.

¢ Process Disparity: "One best way" processes conflict with deeply entrenched local methods.

e Cultural Fiefdoms: Legacy identities create "us vs. them" mentalities, resisting a new corporate
standard.
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« Diverse User Base: From scientists in R&D to plant floor operators, to financial controllers—each
has unique needs and change tolerance.

A phased, moment-based Change Management approach is essential to navigate this landscape.
2. The Critical Moments: When Change Management Must Act

The following moments represent peaks of risk and opportunity. Proactive change intervention at these
points is non-negotiable.

Critical Moment 1: The Business Case & Governance Foundation (Pre-Project Kickoff)
¢ The Moment: Leadership aligns on the vision, budget, and governance structure.
e Change Action:

o Secure Visible Sponsorship: Form a steering committee with credible, influential
leaders from each major legacy entity—not just the corporate center. They must co-own
the vision.

o Define the "Why" for All Audiences: Craft separate, compelling narratives for the C-suite
(growth, compliance), business unit heads (efficiency, control), and end-users
(simplification, better tools). In life sciences, link directly to patient impact and quality.

o Establish Change KPIs: Integrate people-focused metrics (adoption rates, proficiency
scores) alongside technical milestones in the project charter.

Critical Moment 2: Process Desigh & The "One Best Way" Crucible (Blueprint/Design Phase)

¢ The Moment: Global Process Owners (GPOs) and SMEs from different legacy systems collaborate
to design future-state processes.

e Change Action:

o Facilitate "Letting Go" Workshops: Use structured sessions to help SMEs decommission
legacy processes, acknowledging their past value while building buy-in for the new
standard.

o Manage the Democracy-Technology Tension: Balance business user desires with
S/4HANA's inherent best practices. Change Managers must mediate, ensuring decisions
are communicated transparently, focusing on the "why" behind process choices,
especially those impacting GxP workflows.
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o Launch the Change Agent Network: Recruit respected, pragmatic individuals from each
business unit and region. They are the first ambassadors, providing grassroots feedback
and later becoming super-users.

Critical Moment 3: The First Integrated Prototype ("Day in the Life")

e The Moment: Key users first experience a complete, cross-functional process (e.g., "Record to
Report," "Plan to Produce") in the new system.

e Change Action:

o Orchestrate Immersive Experiences: Move beyond demo videos. Facilitate hands-on
"Day in the Life" workshops where users execute real-life scenarios. This makes the change
tangible.

o Capture & Act on Emotional Feedback: This is the first reality check. Listen actively to
fears and frustrations (e.g., "This is slower," "Where's my old report?"). Categorize feedback
into training needs, communication gaps, or legitimate design issues.

o Begin Personalized Communication: Shift from broad vision to role-specific impact.
Answer: "What does this mean for my daily work in the QC lab or during month-end close?"

Critical Moment 4: Data Migration & Object Freeze

e The Moment: Legacy data is cleansed, mapped, and migrated. Master data (material, vendor,
customer) definitions are locked.

e Change Action:

o Frame Data as an Asset, Not a Technical Task: Communicate that clean, unified data is
the foundation for compliance and insight. Celebrate milestones (e.g., "We've harmonized
50,000 material codes!").

o Address Data Ownership Culturally: Assign business data owners clearly. This transfers
accountability from IT to the business, a significant cultural shift for many.

o Mitigate "Loss of Control" Anxiety: For power users who created local reports or
"shadow" data, provide clear paths for how their needs will be met in the new environment.

Critical Moment 5: Regulatory Readiness & Validation (Parallel to Build/Test)

¢ The Moment: The system is validated for GxP processes; SOPs are rewritten; and audit trails are
tested.

e Change Action:
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Integrate Change with Quality: Work hand-in-glove with the Quality and Compliance
teams. Ensure training is recorded, evidence-based, and role-specific—a formal
requirement, not a suggestion.

Turn SOP Updates into a Learning Opportunity: Use the revision of thousands of SOPs as
a touchpoint for communication and rehearsal, not just a paperwork exercise.

Prepare for the Audit Mindset: Train users on new electronic signatures, audit trail
checks, and data integrity protocols inherent in S/4HANA.

Critical Moment 6: Cutover & Hypercare (Go-Live and Immediate Aftermath)

The Moment: The business goes live on the new system.

Change Action:

o

Shift from "Project” to "Operations" Mindset: Activate a robust, visible support structure
(super-users, help desk). Leadership must be on the floor, listening and problem-solving.

Normalize Struggle: Communicate that initial productivity dip is expected. Share quick
wins and positive stories widely to maintain momentum.

Measure Adoption in Real-Time: Use system usage data and support ticket analysis to
identify struggling teams or processes for immediate, targeted intervention.

Critical Moment 7: Sustaining the Change & Realizing Value (Post-Go-Live)

The Moment: The project team disbands, and the organization is expected to operate and improve

independently.

Change Action:

o

Institutionalize Roles: Formalize the ongoing responsibilities of Super-Users, Process
Owners, and Data Stewards.

Link to Performance & Continuous Improvement: Embed S/4HANA process adherence
and data quality into relevant KPIs and goals. Launch a continuous improvement program
to capture enhancement ideas.

Conduct a "Lessons Learned" Retrospective: Focus on both the process and the people
side. Document what worked for the next wave or future transformation.

3. The Core Pillars of Effective Change at Every Moment

Across all critical moments, four pillars must be steadfast:
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1. Leadership Alignment & Advocacy: Leaders must be consistent, unified communicators and
decision-makers.

2. Impact-Driven Communication: Targeted, two-way, and multi-channel (town halls, micro-sites,
manager briefings).

3. Role-Based Enablement: Training that is context-rich for the user's world (e.g., a "Plan to
Produce" training for a planner is different than for a shop floor dispatcher).

4. Organization & Governance Design: Clarifying new roles, responsibilities, and decision rights in
the unified organization.

4. Conclusion: Change as the Enabler, Not an Afterthought

For a fragmented life sciences company, SAP S/4HANA represents the promise of unity, intelligence, and
agility. That promise is only realized if the people who define the company—its researchers,
manufacturers, and commercial teams—embrace and adeptly use the new system.

By identifying and embedding robust Change Management strategies at these seven critical moments,
the transformation program moves from a high-risk technical endeavor to a human-led evolution. The
result is not just a successful go-live, but a more agile, compliant, and data-driven organization, fully
equipped to deliver on its mission of improving patient lives.

Appendix A: Sample Change Management Dashboard Metrics (contact for pricing)
Appendix B: Role Mapping Template for Legacy-to-Future Transition (contact for pricing)
Appendix C: Checklist for GxP Process Change Management (contact for pricing)

This white paper is intended as a strategic guide. Specific tactics and tools should be developed in
consultation with project stakeholders and tailored to the unique organizational context.



