Mastering SAP S/4HANA Cutover Management and the Go/No-
Go Decision

Published by: M. Hart Solutions
Date: 04/2025
Author: Tamara Isaac/Founder

Document Classification: Confidential — For Client Use

Executive Summary

The SAP S/4HANA cutover is the critical bridge between preparation and production—a high-
stakes sequence where technical execution, business readiness, and leadership judgment
converge. Too often, organizations focus on long-term project phases while underestimating
the intensity and precision required for the final migration window. This white paper provides
a structured framework for managing S/4HANA cutover with military precision and offers a
clear, objective methodology for the pivotal Go/No-Go decision. Based on proven practices
from multiple global implementations, this guide equips program leaders with the tools to
execute a controlled, confident transition to the new digital core.



Introduction: The Cutover Crucible

The cutover phase represents the culmination of months or years of preparation. Itis a time-
compressed, irreversible operation where data, processes, and people must align perfectly.
Failure is not an option, yet many organizations enter this phase without a dedicated
playbook or clear decision gates. This paper outlines a disciplined approach to cutover
management, ensuring that your organization transitions from legacy to S/4HANA with
minimal business disruption and maximum confidence.

Part 1: The Cutover Management Framework

SAP Cutover Management Framework

Planning Design Preparation  Execution Post Go-Live



1.1 Establishing the Cutover Command Center

Cutover Plan Checklists

Center

Communications Issues & Risks

Objective: Create a single source of truth and command for all cutover activities.

Key Components:

e Dedicated Physical/Virtual War Room: Staffed 24/7 during critical windows

e Clear RACI for Cutover-Specific Roles: Cutover Manager, Track Leads, Business
Verification Teams

e Unified Communication Protocol: Real-time dashboards, escalation matrices, and
status reporting rhythms



1.2 The Cutover Work Breakdown Structure

A successful cutover is broken into distinct, manageable work streams:

Technical Cutover (Foundation)

e System freeze and final data extraction

e Data migration execution and validation
e Technical configuration activation

e Interface and batch job commissioning

Business Cutover (Readiness)

e Final opentransaction reconciliation

e Business process verification checkpoints

e Super-user activation and support deployment
e Day 1 business contingency planning

Communications Cutover (Orchestration)

e Stakeholder messaging timelines
e End-userreadiness broadcasts
e Support hotline activation

e Post-go-live feedback channels

1.3 The Critical Path Timeline

Develop a hour-by-hour cutover plan spanning the final 72-96 hours, highlighting:

e No-return points: Moments after which rollback becomes prohibitively expensive
e Business blackout periods: When transactions must be halted
e Verification milestones: When business sign-off is required before proceeding



Part 2: The Go/No-Go Decision Framework

2.1 The Three-Layer Readiness Assessment

The Go/No-Go decision should never be based on a single metric or gut feeling. We
recommend a structured assessment across three dimensions:

Layer 1: Technical Readiness (Must-Pass Criteria)

- All critical data migrations completed with 299.5% accuracy

- Successful completion of final mock cutover with zero Severity 1/2 defects
- Allinterfaces connected and tested with partner systems

- Backup/restore procedures validated within recovery time objectives

- Performance benchmarks met under peak load simulation

Layer 2: Business Process Readiness (Must-Pass Criteria)

- End-to-end business process testing signed off by process owners

- All business-critical transactions executed successfully in test environment
- Open legacy transactions reconciled and properly accounted for

- Super users trained and support materials deployed

- Day 1 business contingency plans approved and communicated

Layer 3: Organizational Readiness (Weighted Criteria)
- M Leadership alignment and visible commitment (High Weight)
- M Help desk/support teams staffed and prepared (High Weight)

- M Key business personnel available during stabilization (Medium Weight)



- [l Change adoption metrics meeting thresholds (Medium Weight)

- [ External stakeholder (customers/vendors) notifications completed (Low Weight)

2.2 The Decision-Making Forum

The Cutover Advisory Board (CAB)

Composition: Project Sponsor, Cutover Manager, Business Lead, Technical Lead,
PMO Lead

Timing: Formal meetings at T-72 hours, T-24 hours, and T-4 hours

Authority: Empowered to make binding Go/No-Go decisions based on readiness
criteria

2.3 Objective Metrics Over Subjective Judgment

Implement a quantifiable scoring system:

Green (Go): All Must-Pass criteria met, Organizational Readiness score 285%
Yellow (Conditional Go): All Must-Pass criteria met, Organizational Readiness 70-
84% with approved mitigation plan

Red (No-Go): Any Must-Pass criteria not met

2.4 The No-Go Decision: A Sign of Discipline, Not Failure

A structured No-Go decision is preferable to a catastrophic go-live. The framework must

include:

Clear triggers: What specific conditions warrant No-Go

Pre-defined rollback procedures: How to safely revert to legacy operations
Communications plan: How to message the delay to stakeholders
Recovery timeline: How to regroup and reschedule



Part 3: Post-Cutover Stabilization
3.1 The First 72 Hours: Hypercare Protocol

e Warroom remains fully staffed

e |ncident prioritization framework active

e Daily business impact assessment cadence

e Leadership visibility through transparent reporting

3.2 Success Metrics for Week 1

e System availability 299%

e C(Critical business processes operational

e Support ticket resolution within SLA

e No high-severity incidents blocking business

Conclusion: Cutover as a Capability, Not an Event

Successful S/4HANA cutovers are not lucky outcomes—they are the result of meticulous
planning, rigorous testing, and disciplined decision-making. By implementing a structured
cutover management framework and objective Go/No-Go criteria, organizations transform
cutover from a high-risk event into a controlled, repeatable capability.

The difference between chaotic and controlled transitions lies in preparation, process, and
the courage to make the right call—even when it means delaying the launch.



About M. Hart Solutions

M. Hart Solutions specializes in SAP S/4HANA transformation leadership, with expertise in
cutover management, risk mitigation, and program governance. Our proven frameworks and
experienced practitioners help organizations navigate the most critical phase of
implementation with confidence and precision.

For a customized cutover assessment or to discuss our cutover management services,
contact:

Tamara Isaac/ Principal Consultant

M. Hart Solutions

Tamara.isaac@mbhartsolutions.com

www.mhartsolutions.com

Appendix A: Sample Cutover Timeline (72-Hour View) - contact for pricing
Appendix B: Go/No-Go Decision Scorecard Template - contact for pricing

Appendix C: Cutover Communications Plan Outline- contact for pricing
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