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Executive Summary 

SAP transformation projects represent significant investments in technology, process, and 
organizational change. Yet, industry surveys consistently show that 30-40% of large-scale 
SAP implementations fail to meet original business objectives. The primary cause is often 
the lack of a clear, comprehensive, and agreed-upon definition of "success" before the 
project begins. 

This white paper presents a structured framework for building success checklists and KPIs 
for SAP transformation programs. Moving beyond simplistic "on-time, on-budget" metrics, 
we propose a multi-dimensional measurement approach that aligns technical delivery with 
tangible business outcomes. The framework equips program leaders to answer the critical 
question: "How will we know we have succeeded?" 

 

1. The Challenge: Why Traditional Metrics Fail 

Traditional project management focuses on the Iron Triangle: Scope, Time, and Cost. 
While these are necessary control metrics, they are insufficient for measuring true 
transformation success. 

Typical Gaps in Traditional Approaches: 

• Output vs. Outcome Focus: Celebrating "Go-Live" (an output) rather than 
measuring "Process Efficiency Gains" (an outcome). 

• Lagging Indicators: Many benefits (e.g., improved decision-making) materialize 
months after go-live and are not captured in project-phase KPIs. 



• Siloed Measurement: IT measures system performance, Finance measures cost 
variance, but no one holistically measures user adoption or business capability 
enablement. 

• Lack of Baselines: Measuring improvement is impossible without clear pre-
transformation performance data. 

A successful transformation requires shifting from a project delivery mindset to 
a business value realization mindset. 

 

2. A Multi-Dimensional Success Framework 

We propose evaluating success across five interconnected dimensions. Each dimension 
requires its own checklist for readiness and its own set of KPIs for measurement. 
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Dimension 1: Project Delivery Health (The Foundation) 

This is the baseline of control. The project must be well-managed to enable all other 
successes. 

 

 



Pre-Go-Live Checklist: 

• All project phases completed with signed-off deliverables. 

• Integrated testing (UAT) passed with >95% test case success rate. 

• All critical and high-priority defects resolved or have agreed workarounds. 

• Data migration validated for completeness and accuracy (>99.5% key data). 

• Cut-over plan rehearsed and approved. 

• Hypercare support model staffed and ready. 

KPIs: 

• Schedule Variance: < ±5% of baseline post-Final Design. 

• Budget Variance: < ±10% of approved budget. 

• Critical Defect Count: Zero open critical defects at go-live. 

• Test Case Pass Rate: >95% in final UAT cycle. 

 

Dimension 2: System Health & Technical Performance 

A live system that is unstable or slow will cripple adoption and value. 

Post-Go-Live Checklist (First 30 Days): 

• System availability meets SLA (e.g., >99% for core modules). 

• Critical batch jobs complete within expected windows. 

• Interface error rates are below 0.5%. 

• Key transaction response times meet performance benchmarks (e.g., <2 seconds 
for VA01, <3 seconds for MIGO). 

KPIs: 

• Production System Uptime: ≥ 99.5% 

• Average Key Transaction Response Time: Within 20% of performance test 
benchmarks. 

• Batch Job On-Time Completion: >98% 

• Incident Volume (Severity 1 & 2): Declining trend week-over-week. 



Dimension 3: User Adoption & Competency 

Technology is only as valuable as its users are capable. 

Adoption Checklist (90-180 Days Post-Go-Live): 

• Target user groups have completed mandatory training. 

• Super Users are active in floor support and knowledge sharing. 

• System is the primary source of truth for executed processes (no shadow systems). 

• Help desk tickets show a shift from "how-to" to "enhancement" requests. 

KPIs: 

• Login Rates: >90% of target user population logs in weekly. 

• Key Transaction Usage: Usage volumes match or exceed forecasted business 
volumes. 

• Training Completion Rate: 100% for mandatory role-based training. 

• User Satisfaction Score (System Usability Scale - SUS): >70/100 in post-go-live 
survey. 

• Help Desk Ticket Trend: ≥ 20% reduction in "how-to" tickets per month. 

 

Dimension 4: Process & Operational Excellence 

This is the core of business transformation—improving how work gets done. 

Operational Excellence Checklist: 

• Key business processes (E2E OTC, P2P, R2R) are executed entirely in the new 
system. 

• Process KPIs are being measured and visible on dashboards. 

• Manual workarounds and spreadsheet dependencies are documented and being 
eliminated. 

Operational KPIs (Compare Post-Go-Live to Baselined Pre-Go-Live Metrics): 

• Order-to-Cash Cycle Time: Target reduction of 15-25%. 

• Procure-to-Pay Cycle Time: Target reduction of 10-20%. 



• Financial Closing Timeline: Reduced by 30-50%. 

• Inventory Accuracy: Improved by >5 percentage points. 

• On-Time In-Full (OTIF) Delivery: Improved by >5 percentage points. 

 

Dimension 5: Financial & Strategic Benefits Realization 

The ultimate "why" of the investment. 

Benefits Realization Checklist (6-18 Months Post-Go-Live): 

• A dedicated Benefits Realization Manager is in place. 

• The Benefits Register is actively tracked against actuals. 

• Business case assumptions (e.g., headcount reduction, working capital 
improvement) are being validated. 

• The system enables a strategic initiative previously not possible (e.g., new business 
model, product line). 

Financial & Strategic KPIs: 

• Total Cost of Ownership (TCO): On track to meet 5-year TCO targets. 

• Return on Investment (ROI): Tracking to business case ROI timeline. 

• Hard Benefits Attained: % of planned hard savings (FTE, cost avoidance) realized. 

• Strategic Metric Improvement: Improvement in enterprise-level metrics (e.g., 
Market Share, Customer Lifetime Value, Innovation Index) enabled by new 
capabilities. 

 

 

 

 

 

 

 



3. The Integrated Success Dashboard 

To operationalize this framework, program leadership should maintain a Success 
Dashboard that consolidates KPIs from all five dimensions. 

Dimension KPI Baseline Current Target Status Owner 

Project 
Delivery 

Budget 
Variance 

0% +4.2% 
< 
±10% 

  On 
Track 

PMO 

System 
Health 

System 
Uptime 

N/A 99.8% 
≥ 
99.5% 

  On 
Track 

IT Ops 

User 
Adoption 

Weekly 
Login Rate 

N/A 87% >90% 
  
Watch 

Change 
Mgmt 

Process 
Excellence 

OTC Cycle 
Time 
(Days) 

12.5 10.1 9.5 
  On 
Track 

Sales 
Ops 

Financial 
Benefit 

Hard 
Savings 
Realized 
YTD 

$0 $1.2M $3.0M 
  
Watch 

Finance 

Status:   On Track |   Watch (Minor Deviation) |   At Risk (Requires Intervention) 

 

4. Implementation Roadmap: Building Your Success Framework 

Phase 1: Define (During Project Planning) 

1. Secure Executive Alignment: Socialize the five-dimension framework with the 
Steering Committee. Gain agreement that all dimensions matter. 

2. Co-Create the Checklists & KPIs: Engage business process owners to define 
operational KPIs and baselines. *Example Workshop Question: "For the Order-to-
Cash process, what 2-3 metrics would tell us it's working better?"* 



3. Establish the Benefits Register: Document all promised benefits (hard and soft) 
with clear metrics, owners, and realization timelines. 

Phase 2: Measure (During Implementation & Go-Live) 

1. Deploy the Dashboard: Implement the Success Dashboard as a central reporting 
tool for SteerCo meetings. 

2. Conduct Baseline Measurement: Capture pre-go-live metrics for all operational 
KPIs. This is a non-negotiable step. 

3. Launch Continuous Listening: Implement pulse surveys, focus groups, and help 
desk analytics to gauge user adoption and sentiment. 

Phase 3: Realize (Post-Go-Live) 

1. Transition Ownership: Hand over the Success Dashboard and Benefits Register 
from the Project PMO to a permanent Business Process Governance or Value 
Realization Office. 

2. Conduct Formal Reviews: Hold quarterly Benefits Realization Reviews with 
business leadership to assess progress, identify blockers, and adjust plans. 

3. Celebrate and Communicate: Publicize successes tied to the transformation to 
reinforce adoption and build momentum for future phases. 

 

5. Critical Success Factors & Common Pitfalls 

Critical Success Factors: 

1. Business Ownership: Business leaders, not IT, must own the KPIs for Adoption, 
Process, and Benefits. 

2. Baseline Discipline: Never start a transformation without baselining current state 
performance. 

3. Leading Indicators: Monitor leading indicators (e.g., training completion, ticket 
trends) to predict lagging outcome success. 

Pitfalls to Avoid: 

• Vanity Metrics: Measuring what is easy (e.g., number of users trained) rather than 
what is valuable (e.g., proficiency). 



• Checklist-Only Mindset: Treating the checklist as a bureaucratic exercise rather 
than a conversation starter for continuous improvement. 

• Premature Victory Declaration: Declaring success at go-live. True success is 
measured 12-24 months later when benefits are internalized. 

 

6. Conclusion: From Go-Live to Value-Alive 

A successful SAP transformation is not an event, but a journey of value realization. By 
defining success across five dimensions—Project Delivery, System Health, User Adoption, 
Process Excellence, and Financial Benefits—organizations can move beyond the simplistic 
goal of "going live" to the strategic objective of "staying ahead." 

The provided framework of checklists and KPIs offers a practical, actionable blueprint for 
program leaders. It fosters alignment between business and IT, creates accountability for 
outcomes, and, most importantly, ensures that a multi-million dollar investment delivers 
the promised competitive advantage and business value. 

 

Next Steps: Begin by convening a workshop with your project's business and IT leadership. 
Use this white paper's dimensions to draft your first version of a Program Success 
Charter. The act of co-creating this definition is the first critical step toward achieving it. 
Want assistance in deploying this? Reach out to info@mhartsolutions.com 
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