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ERP Transformation| Drivers of organizational transformation
Organizations can unlock greater value from their ERP Transformation Journeys by aligning solutions with business goals,
connecting processes seamlessly, and driving GBS-enabled transformations to integrate IT with organizational needs

Case for change
87% of Senior Business Leaders* aim to realise value by Digital Transformation and

Innovation. Organisations are increasingly facing digital disruption. Business transformations

Organizations invest significant resources in implementing ERP systems, :
yet they frequently FALL SHORT OF REALIZING THEIR FULL POTENTIAL are driven by the need to adopt new digital technologies and innovate to stay competitive
VALUE :
: 62% of Organisations* Put a Focus on Improving Operational Efficiency and Agility.
In our experience, the primary challenge lies in the DISCONNECT Agility is crucial in a rapidly changing business environment. Business transformations help
@ BETWEEN TECHNOLOGY, BUSINESS PROCESSES AND OPERATING i | organisations respond quickly to market changes, customer demands, and opportunities.
MODEL, resulting in solutions misaligned with organizational need :
Finance Cost Reduction** from 1.8% to 1.1% through GBS-enabled Transformation.
To unlock full value, ORGANIZATIONS MUST PURSUE GBS-ENABLED ERP : | At Deloitte, we've seen GBS-enabled transformations reduce finance costs by streamlining
TRANSFORMATIONS that align IT, processes, and organizational needs processes, leveraging digital technologies, and enhancing operational efficiency.
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GBS-led transformation enable organisations to realise full value (illustrative)
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*Gartner Data 2023 | ** Average cost reduction potential (based on Deloitte client business cases)



Key components in GBS-led

ERP Journey Capabilities | A GBS-led approach to maximize value of digital transformations
Technology alone cannot deliver business case benefits. To achieve full technological efficiency as well as organizational

value, one must align end-to-end processes to the operating model

digital transformations
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The synergy between technology & business

To mitigate risks in technology implementations and maximize the
benefits of digital solutions, it is essential to revisit the core components
of the operating model

This ensures a comprehensive business design that not only addresses the
functionality of the technology but also considers the necessary
processes, organizational structures, and capabilities that need to be
established or realigned

The data structure within the ERP system plays a pivotal role in enabling
analysis of your organisation’s performance. Ensuring high-quality- and
transparent data is essential for companies to efficiently utilize this
information.

The Business Architecture Pyramid highlights the key areas for
examination

By examining Operating Model & E2E Processes systematically,
organizations identify gaps or misalignments in their current state,
ensuring that new technologies enable Business Value structures rather
than creating silos or inefficiencies

This approach also highlights the importance of building or enhancing the
required capabilities—such as digital literacy, aligned organizational
structure, process governance and others —that enable successful
adoption and ongoing utilization of digital solutions

In essence, the Business Architecture Pyramid underscores that
technology implementations should not be isolated initiatives. Instead,
they should be embedded within a designed operating model that
considers people, processes, and technology as interconnected
components of a cohesive ecosystem



Key Benefits | Tangible examples of GBS-enabled transformation benefits

GBS-enabled ERP transformations anchored in re-engineered processes and organizational centralization deliver
measurable ROI by streamlining operations, enhancing scalability, and driving enterprise-wide alignment for sustained

efficiency and growth
Business & Tech Cross-Dependencies

Operating Model & Processes

Accountability & Governance

Harmonized ways of working . . Costumer-centric solutions delivery

Specialized capabilities . | A y 4 . Operations excellence engine

End-to-end process execution
Labor arbitrage . N7A AT @ forscoped processes

ERP + Operating
Model + Process
Excellence

Ruled-based controls
Analytics

Data Transparency Global Template

Cloud repository Large scale automation

One ERP

ERP Technology

* Benefits generated in Deloitte-run projects within finance organisations

GBS-led BENEFITS

TECH-LED BENEFITS

BENEFITS*

Leveraging business-driven & tech-enabled benefits

Automate Processes
and Increase Efficiency

Technology enables the automation of
repetitive and time-consuming tasks,
such as data entry, invoicing, and
inventory management. operational
costs. This includes savings on labour,
materials, and overhead expenses

Integrated systems streamline business
processes, reducing bottlenecks. This
leads to faster turnaround times and
increased productivity.

Develop Global Template

ERP systems unify various business
processes (e.g., finance, HR, supply chain,
sales) into a single platform, eliminating
silos

With integrated systems and real-time
data access, businesses can respond to
customer inquiries and issues more
quickly and effectively. This leads to
improved customer service and a better
overall experience.

Enhance Data Analytics
and Decision-Making

Advanced data analytics tools integrated
into modern ERP systems and other
business applications provide real-time
insights into various aspects of the
business.

By fostering a data-driven culture,
organizations can ensure that decisions
are based on accurate data rather than
intuition, leading to more reliable and
effective outcomes

~15-25% efficiency unlocked through process
harmonization/ simplification and redundancy

reduction

~ 10-15% benefits realized through centralization

Reduction in Total Cost of Ownership owing
to Unified ERP landscape

~ 30-70% cost reduction through labour
arbitrage (in case of lower cost location)




Our Approach | Utilise Organisational & Process alignment every step of the ERP Journey

Ensuring that the operating model and organisational processes remain fully aligned at every stage of the ERP
transformation enables organisations to unlock their full potential and value
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Value capture

Assess current systems and processes
Define project scope and objectives
Establish governance and project team
Develop a detailed project plan and
timeline

Build Value Case for the solution

Analyse Current State & Align on
End-state Operating model

Define the ambition for centralization
Mobilize global process ownership model
for design enablement
Agree on high level process splits between
local and centralized org.
Quantify the operational benefits,
efficiency gains, and develop business case

Define Taxonomy
& Understand Current Maturity
Develop the process taxonomy and identify
the ERP scope
Document the pain points & existing
maturity from E2E perspective
Measure existing KPIs against benchmarks
Prioritise Process Initiatives
Establish initiatives and define roadmap
Document redundant process variants

Conduct workshops to gather requirements
Design future-state processes and system
architecture and document specification
Validate design with key stakeholders
Refine and finalise the design functional
documentation

Design To-Be Organisation
Develop the org structure and roles of the
future operational team to align with ERP
functionalities & peripheral systems
Define the FTE sizing and governance
structure for the centralized org for
operational delivery
Develop the hiring and transition roadmap

Design Processes Based on
Industry & SAP Best Practice

Design customer journeys and end to end
processes
Re-imagine end to end processes with the
lens of harmonized service delivery
Define business requirement and develop
functional requirements document
Risk & Controls Design & Automation

Configure S/4 HANA system based on
design specifications

Develop custom enhancements and
integrations

Perform unit and integration testing
Prepare data migration strategy and tools

Activate Operate Organisation
Prepare the future office set-up with
physical infrastructure and contracting
Ensure IT infrastructure readiness for the
new hires
Establish the governance structure for
hiring new employees
Detail out the transition and go-live tasks
for seamless transition

Maintain & Update

the To-Be Process Design
Track the progress of build and check
whether the solution designed is as per the
To-be design
Support in User Acceptance testing
Dynamically track the process variants to
limit local variants and deviation

Execute data migration and system cutover
Conduct user training and change
management activities

Monitor system performance and resolve
issues

Stabilise operations and transition

Establish the To-Be organization
Initiate hiring of the to-be organization
employees
Manage Knowledge transfer, work
shadowing and go-live on the new system
and processes
Establish the governance set-up to review
the transition and go-live
Track the performance of the processes
which have been stabilized

Continuously Improve Processes
Utilising Process Data Insights

Continuous Process Excellence utilising
available process tools, and process
automation solutions
Efficiency Enhancement Initiatives with use
of strong ERP governance solution, and
gaining real-life process insights



Combine Key Transformation Components in Practice | How to approach transformation

Based on the business needs, maturity level and risk profile, it is suggested to determine the degree of transformation
and the approach to take across three key dimensions: Operating model changes, process changes, and ERP
transformation from a technology perspective. Each option offers distinct benefits and involves unique risks.

Choosing the Right Approach

When embarking on an end-to-end GBS-enabled ERP transformation, organizations must
navigate different paths based on their maturity, ambition, and risk appetite. The key lies in

balancing operating model, process excellence, and ERP enablement to drive sustainable value.

Although, there is not one answer and one solution-fits-all, a successful transformation starts
with a clear understanding of end-to-end processes, ownership within the business, and the

level of centralization desired.

* Companies with well-defined, mature processes can focus on selective transformation,

optimizing specific areas while maintaining existing structures.

* Others may opt for a greenfield approach, redesigning their entire operating model, and data

structure for maximum agility and scalability.

High * Ensure involvement of GBS organizations from the start of journey so that they become

catalysts to this journey instead of outcome takers

Ultimately, the right approach ensures that all business areas collaborate effectively, leveraging

ERP as a strategic enabler rather than just a technology upgrade.




Client Case 1 | Finance Transformation for a Consumer Company

End-to-end finance transformation covering strategy, build, design and transition phase to new operating model & processes
e —

Key Client Challenges

* Use of 12+ ERPs across regions with
absence of integrations between
systems

* Decentralized organization structure

with siloed processes and lack of end-

to-end ownership

* Minimal business partnering across

business functions due to ambiguity in

roles and responsibilities

* Lack of specialization leading to
reduced agility in responding to
changing business needs

* Manual repetitive processes reducing
process- and operational efficiency

Technology

Consolidate 12+ ERPs

template

Process

SSC with parallel S/4HA
live

a unified S/4 HANA global

Design and transition of E2E
processes to a cost-effective

Engagement Scope

Org. Model

Deploy standard op. model
across all markets while
limiting exceptions to only
tax, legal and statutory
requirements

into

E2E
Finance
Transformation

Governance

Establish a global process
ownership organization with
dedicated GPLs to drive
change

NA go

®

Migrated from 12+ ERPs across
regions to a unified S/4HANA
platform, ensuring seamless
integration

Achieved a reduction in finance

function costs from 1.8% to 1.1%

Value Delivered

Leaner organization — reduction

of ~¥30% FTEs with further long-
term potential

©

Projected a payback period of
approximately 3.5 years

ok
Established clear roles and
responsibilities, enabling stronger
business partnering across
function

Q)

Implemented ServiceNow for
collaboration between GBS and
retained organization

Approach
2022 2023 2025 Up to 2026
® ® o S/4 ket rollout
market rollou
S/4 journey S/4 global Global template . »
initiated template P 1% Transition A A A
lout rollout for to GBS
roflou centralized set up Country by country roll-
out of GBS with SAP roll

out

Strategy and Feasibility assessment
* Define consolidated business case for end state One ERP in a low-cost GBS location

* Conducted as-is workshops to understand the current state processes (STP, QTC, RTR and
HTR) and org. structure and assess pain points

* Identified potential improvement areas across people, process and technology focus areas

To-be Design
* Designed future state organization structure for the set up of a GBS

* Designed end-to-end to-be process flows (~¥75+) and interaction models between GBS and
retained locations

* Defined a roadmap for transition to GBS with S4 roll-out (Countries, processes)

Build and Transition
* Rollout of S/4 HANA as the standardized ERP to unify global operations
* Designed a comprehensive roadmap for further centralization

* Conducted WoCo consultations to ensure a smooth transition while maintaining business
continuity

* Developed announcement strategy to engage with stakeholders effectively
* Created a strategic transition plan to ensure smooth shift to the GBS

Technology/enablers used: SAP S/4 HANA, ServiceNow




Client Case 2 | Finance Transformation for an Industrial Products company

End-to-end finance transformation covering operating model design
—

Key Client Challenges

The company is a global organization
headquartered in Nordics with over 3,000
employees and several business areas with
production and logistics operations.

The client faced several operational
challenges; a complex system landscape
with several different standalone ERP
systems, decentralized work processes, a
high volume of manual tasks, and heavy
reliance on Excel. Other challenges included

* Inefficiency among global and local
processes

* Lack of system security environment

» Difficulties with external systems
integrations.

e

Engagement Scope

Technology
* Consolidate multiple different business area and multiple
ERPs into a unified S/4 HANA global template

Operating Model and Process

* Deploy harmonized Financial processes across all business
areas while limiting exceptions to only tax, legal and
statutory requirements
Design & implement E2E financial processes to a cost-
effective Business services with parallel S/4HANA go live

Governance
* Establish a global process ownership™ organization with
solution owners to drive change

c)

Migrated from different ERPs Common ways of working and
across to multiple business areas with further long-term potential

to a unified S/4HANA operational
and reporting platform

Value Delivered

Established clear roles and
responsibilities in the finance

to scale - . .
organization — business services

©®©

Leveraged Dev ops model to gain Implemented JIRA for
agility and efficiency in delivering collaboration between business
business value on a frequent basis services and support organization

Approach
2019 2021 2023-2024 2025 Up to 2026
@ g o S/4 market rollout
market rollou
S/4 journey /4 global Wood business i A A A
initiated  template/pilot  ;00¢ olied out root/’/z; Zu:mess e
rollout Y Additional business areas

and markets with SAP roll

out & automation
Strategy and Feasibility assessment

* Define to be harmonized & standardized global financial processes ( 40+ L4 processes) with the set up of
a centralized Business services function ( More than 20 + people working as part of the function)

* Conducted fit to standard workshops with the aim to implement a new S/4 Finance system to
standardize and harmonize processes. The mindset was ‘why not standard’ and still continue to be

To-be Design

* Designed future state organization structure for the set up of a common business services organization
to execute financial processes

* Designed end-to-end to-be financial processes across financial, legal, tax, group reporting
* Identify opportunities for automation further financial processes to achieve further improvements

Build and Transition

* Rollout of S/4 HANA as the standardized ERP to unify global operations across different business
areas. Global Financial processes were harmonized and standardized, including AR;AP;GL, Tax

* Company set up finance shared service center, to centralize execution of global financial process. This
gave them cost savings (~¥10-15%) with resource optmisations, possibility to scale and use more
automation to further increase the process efficiency leading to reduction in Period end closing cycle

* 2 business areas, 5 legal entities, 5 production units already on the global platform with all their financial
/ management / closing process runs centrally

* Setting business services as a centralized function enable them to Identified potential improvement
areas , defined common ways of working, reporting & offer ability to take efficient business decisions.

* Developed communication as part of change management strategy to engage with stakeholders
effectively and minimize disruptions

Technology/enablers used: SAP S/4 HANA, JIRA




Meet the team | Breaking through Silos

TECHNOLOGY & TRANSFORMATION

Jens Sgnderkaer David Egebjerg Colgan
Partner | Finance Transformation & GBS Partner | SAP
jsoenderkaer@deloitte.dk dcolgan@deloitte.dk

Star Jain Anubhav Garg Dorota Maria Leonkiewicz

Director | Finance Transformation & GBS Director | SAP Assistant Manager | Finance Transformation & GBS
stajain@deloitte.dk anugarg@deloitte.se dleonkiewicz@deloitte.dk
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