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As a consulting firm with proven process expertise, 
we support companies in developing new business 
models, optimizing and implementing efficient business 
processes, and operating dependable IT systems. 
Consulting services and products from the Scheer Group 
offer innovative, reliable solutions for the future-proof 
end-to-end digitalization of companies.

Our products and services are characterized by process 
expertise, quality, innovative strength, and a focus on 
customer benefits. On the path to effective and efficient 
deployment of SAP S/4HANA and other SAP software, 
Scheer is the preferred partner of many renowned 
companies.

Scheer GmbH is the flagship company of the Scheer 
Group, which operates in several European countries, the 
United States, Singapore, and Australia.

SNP is a leading global provider of software for 
mastering complex digital transformation processes. In 
contrast to classic IT consulting in the ERP environment, 
SNP uses an automated approach that employs 
specially developed software. The CrystalBridge® data 
transformation platform and the SNP BLUEFIELDTM 
approach make it possible to restructure and modernize 
IT landscapes far more quickly and in a more targeted 
manner. Data can also be migrated securely into new 
systems or cloud environments. This provides clear 
qualitative advantages, while significantly reducing time 
and cost requirements. With its BLUEFIELDTM approach, 
SNP has set a standard in the market for migration 
projects.
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Efficient transformation with 
the BLUEFIELDTM-approach

Do you want to...

 ■ ...switch to SAP S/4HANA quickly and efficiently, 
but avoid risk?

 ■ ...retain the tried and tested processes and settings 
in your SAP ERP system?

 ■ ...clean up obsolete and outdated data?

 ■ ...implement specialized optimizations and 
enhancements?

 ■ ...optimize your processes effectively and 
sustainably?

 ■ ...give your users a better user experience?

If so, then BLUEFIELDTM is the right approach on your 
“road to SAP S/4HANA”, which we offer you together 
with our partner SNP. This concise white paper will tell 
you everything you need to know about the selective 
BLUEFIELDTM transformation approach. In it, we describe 
the individual phases, the data migration, and we 

present the methods and tools for project execution. 
The BLUEFIELDTM approach is characterized by the 
separation of system and data.

The changeover to SAP S/4HANA upgrades your ERP 
system to state of the art technology, while at the same 
time enabling you to implement necessary technical 
optimizations and enhancements. You can optimize your 
SAP-based processes effectively and sustainably and 
get your system in shape for the future. BLUEFIELDTM 
makes it possible to selectively migrate necessary data 
and the processes and settings you still need, while 
flexibly extending and enhancing them to cover new 
requirements. The CrystalBridge® data transformation 
platform and the SNP BLUEFIELDTM approach make it 
possible to restructure and modernize IT landscapes far 
more quickly and in a more targeted manner. Data can 
also be migrated securely into new systems or cloud 
environments.
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On the system side, the Rapid Empty Shell Creation 
(RESC) method is used to create an empty copy of the 
production system. This copy contains all the system 
modifications, such as customizing settings and custom 
code, but no master data or transaction data. The empty 
shell that is created is converted in an early stage of 
the project and the processes are adapted as needed. 
This system will become the future SAP S/4HANA 
development system, as well as the target system for the 
test migrations and the final go-live migration. In parallel, 
the CrystalBridge® software platform is used to select 
the relevant data for the new SAP S/4HANA system at 
table level. The data mapping between the legacy system 
and the new target system is automated, thanks to the 
CrystalBridge® platform. The final cut-over to the new 
SAP S/4HANA system is performed as a “big bang” with 
a single go-live.

Advantages of the BLUEFIELDTM approach for an SAP 
S/4HANA transformation project:

 � Instead of migrating all the data, as in a brownfield 
approach, only the data that is still needed for 
analyses and reports is migrated. As a result, the 
new system is not filled with legacy data, which 
costs money, and you can also dispense with 
obsolete account assignments and organizational 
structures and elements. It also lets you skip 
preliminary projects that are normally needed as part 
of the transformation (implementation of NewGL, 
business partner conversion, and so on).

 � In contrast to the greenfield approach, you do not 
have to redesign all your processes. Your tried and 
tested processes, structures, and settings can be 
adopted. You merely have to make sure they remain 
operable under SAP S/4HANA and adjust the ones 
that aren’t.

 � The BLUEFIELDTM approach combines the 
advantages of the greenfield and brownfield 
approaches. It also delivers additional benefits, 
such as support with automated testing, simple 
and secure data migration, and additional migration 
features such as logging and validation for fast, 
efficient coordination with external auditors and 
others involved in the inspection and acceptance of 
the migration results.

 � The BLUEFIELDTM approach makes the procedure 
more flexible: Once the relevant processes have been 
implemented and tested, data migration is possible 
at any time.

 � This minimizes risks, because no work is carried 
out on the existing production system at any time 
during the project. The final system transformation 
does not occur until the cut-over.This also results in 
simple fallback scenarios. 

In short: “Keep the best, transform the rest.”

The BLUEFIELDTM approach delivers significant benefits 
in terms of quality, costs, and time requirements. 
Thanks to an automated process, IT landscapes are 
put to the test, streamlined, and made fit for the future 
faster than ever before. Critical and sensitive data is 
transformed and updated in a single go-live project. This 
transformation project lets you get your business fit for 
SAP S/4HANA with no risk.
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Stages and phases

For all three phases, a generic phase model is defined 
– initiation, design and prototyping, implementation, 
test, go-live preparation, and go-live, and some of these 
phases may overlap.

The initiation phase includes the creation of the technical 
concepts, the as-is analysis, and the target concept, 
to extend the relevant analyses for the BLUEFIELDTM 
migration. This is followed by the provisioning of a 
development system, together with any necessary 
project/sandbox system, which will be used for testing 
and will support the definition of the additional detailed 
concepts for system demonstrators. We recommend 
scheduling BLUEFIELDTM migration, which is based on 
the results of the initiation phase, with the creation of 
a prototype / an additional sandbox iteration with the 
relevant settings from the legacy system (shell) as a 

separate phase. Any other necessary concepts are 
developed during the design phase. All processes are, 
of course, examined from an end-to-end perspective. 
The implementation phase is shortened as a result 
of the previous provisioning of the SAP S/4HANA 
shell system(s), since the key content (source code, 
customizing settings, authorizations, and so on) 
are already contained in the system, which means 
only modifications and the enhancements defined 
in the detailed concept have to be implemented. The 
implementation phase is followed by the test phase 
and the go-live preparation phase. In the final step, 
after successful testing of all processes and the data 
migration, the selected data is migrated into the target 
system and the system cut-over to production takes 
place.

Example of a possible phase schedule:
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Procedure

The classic project kickoff takes place at the start of the 
initiation phase.

The internal and external project managers begin the 
detailed project planning together and flesh out the 
task planning, scheduling, and resource planning. The 
project plan represents the binding framework for 
the project and is updated as the project progresses. 
During this phase, the necessary project documents 

are produced and coordinated, lines of communication 
and reporting are defined, regular meetings are set 
up, the project controlling and risk management are 
prepared, and the requirements for quality management 
and change management are determined. The results 
are documented as the project setup and represent an 
important foundation for efficient project management.

After preparations are completed by project 
management and the PMO, the project is launched with a 
kickoff meeting for all project participants. In this phase, 
the training courses for the project team are scheduled 
and designed, while any qualification measures required 
to develop the concepts are held at short notice. All 
further training measures for the project team are 
scheduled and prepared.

During the initiation phase, the as-is analysis of the 
existing SAP core processes is carried out and the 
corresponding target concept is defined. Another major 
component in this phase involves defining the concepts 
that are relevant for shaping the subsequent phases and 
that define the technical/functional requirements for 
these phases, such as the aforementioned concepts for 
architecture/technical issues, migration, operations, and 
licensing.
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This phase also includes an examination of the 
relevant systems and structures, to determine the 
current functional scope and the relevant objects 
for the transformation. A blank system copy of the 
production system, without any master data or 
transaction data, is created early on as the future SAP 
S/4HANA development system, making it possible to 
test adjustments, optimizations, and migrations in this 
system at an early juncture.

In addition to the as-is concept, target concept, 
architecture/technical issues, operation/licensing, 
and plan and requirements for the design and 
implementation, this phase also includes the analysis for 
creation of the project system (development/sandbox) 
as part of the BLUEFIELDTM migration.

Scheer and SNP use the analysis software in 
CrystalBridge® Analysis during this phase to gain 
insights into the system to be transformed and its data. 
Building on this foundation, specific data transformation 
solutions are developed with respect to the future SAP 
S/4HANA system. Then, or overlapping with the initiation 
phase, the SAP S/4HANA empty shell creation takes 
place during this phase, and this system – which has 
been stripped of all data – is provided for the further 
project work.

Then, during the design phase, the detailed concepts 
are created for optimizing the system, and these are 
verified in the project or sandbox system/prototypes. 
Other main concepts, such as the master data/archiving 
concept and authorization concept, are also produced 
in this phase. An analysis of the data to be migrated 
and development of the data migration concept take 
place during the design phase, to identify the relevant 

data for  the migration at an early stage and to integrate 
the stakeholders (specialist departments, auditors, 
and so on) in the concept, scheduling, and task 
planning early on. The new processes and components 
to be implemented have to be checked for mutual 
dependencies during the initiation phase and taken into 
account accordingly in project planning and capacity 
planning.

As the name implies, the settings and changes that were 
defined and identified as necessary within the detailed 
concepts are implemented during the implementation 
phase. After acceptance of the concepts and business 
blueprint, the system is enhanced and adapted during 
the implementation phase based on the defined target 
processes. In parallel to the system configuration, the 
WRICEF objects, interfaces to subsystems, necessary 
system enhancements, reports and data transfer 
programs, and more are also implemented. In addition, 
the future authorization concept is implemented during 
this project phase.

In addition to creating the relevant documentation and 
materials, this phase also includes coordination with all 
relevant stakeholders such as staff council, data privacy 
officer, and outside bodies.

Since the current SAP ERP system will not simply 
be migrated completely to an SAP S/4HANA system 
(brownfield) – supplementary optimizations will be 
implemented in the course of the project, the test 
phase is especially important. This applies to the 
integration tests in particular, which test the changes/
enhancements to the previous processes, to guarantee 
the greatest possible user-friendliness in addition to 
correctness and data consistency.
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The implemented changes and optimizations are 
reviewed by way of functional tests, integration tests, 
and acceptance tests. The testers use defined test 
cases to determine whether the requirements have been 
implemented completely and correctly.

 ■ Functional tests: These tests are carried out and 
documented to test and ensure the correctness of 
the programs. In this process, individual functions 
are tested and evidence is provided that the 
functional requirements have been implemented 
correctly. These tests are planned by the contractor 
and carried out by the contractor with the support of 
the customer.

 ■ Integration tests: These tests are carried out and 
documented to test and ensure the completeness 
and interdependence of the programs. These tests 
are planned by the contractor and carried out by 
the customer with the support of the contractor. 
The contractor provides additional support with the 
analysis and rectification of identified deviations and 
errors. In addition to process tests, the integration 
tests also include tests of interfaces, roles, and 
authorizations.

 ■ Acceptance tests: Before the software solution is 
commissioned, acceptance tests are performed, 
with the aim of determining the quality of the 
software solution based on representative business 
transactions. These tests are planned and carried 
out by the customer. The contractor also provides 
support in this stage, with the analysis and 
rectification of identified deviations and errors.

 ■ Appropriate test documentation is created for all test 
phases.

The procedure for testing the data migration within 
the BLUEFIELDTM migration approach is described in a 
separate section further below.

A key task of the go-live preparation is cut-over planning. 
The cut-over plan documents the transition process from 
the legacy systems to SAP S/4HANA and schedules 
all the relevant activities. These include the setup and 
initialization of the production system, the final transfer 
of the data from the legacy system, the exact definition 
of the steps that have to be completed in the old and 
new system and when, and – based on all of this 
information – specification of any potential temporary 
restrictions that might be needed for a defined period 
after going live. The coordination with the technical and 
functional subprojects to define the cut-over planning is 
an iterative process.

This phase also includes the end-user training, which 
is scheduled as close to the go-live date as possible, to 
enable them to apply and consolidate what they have 
learned in practice.

Once all processes and the data migration have been 
tested successfully, all releases and approvals have 
been obtained, all end-user training courses have 
been held, and all important information about the 
go-live and resulting changes for employees have 
been communicated, the go-live is executed after 
implementation of all defined activities in the cut-over 
plan.

The go-live is usually preceded by a go-live simulation, in 
which no further changes are made. This simulation is 
intended solely to optimize performance and gives the 
customer and the project team additional reassurance 
for the go-live. Thanks to the selected BLUEFIELDTM 
approach, system downtimes due to preparation and 
execution of the go-live can be kept to a minimum.

The hypercare phase begins after the go-live and 
encompasses support and guidance of end users in a 
period and scope to be defined. The system functions 
are also monitored during this phase, enabling the 
project team to intervene early on if unexpected system 
behavior arises.
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This section describes the procedure for the 
transformation approach and describes the data 
migration process in the BLUEFIELDTM framework in 
more detail.

The following diagram shows the scope of the SNP 
CrystalBridge® modules/components used in the 
framework of the BLUEFIELDTM approach

Step 1: Analysis and planning/initiation phase

In the analysis phase, the relevant systems and 
structures are examined to determine the current 
functional scope and the relevant objects for the 
migration. The end result is the determination of 
the business objects relevant for the migration. The 
results of the analysis serve as the foundation for the 
detailed planning of the subsequent project phases and 
dependencies on other potential projects.

Step 2: Design/design phase

In the design phase, the analysis results are used to 
more precisely define the system changes that are 
required to execute the migration and data conversion 
successfully, with all the necessary

dependencies and requirements. The solutions are 
developed and documented in a workshop. The 
necessary data mapping and corresponding rules are 
defined and documented in a migration plan.

Step 3: Build/implementation phase

In the build phase, the defined migration rules are 
implemented in the software and their proper functioning 
is checked. From this point, a verified rule set, which is 
also technically verified, is available for the mass test.

Data migration

Initiation Implementation
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Step 4: Mass tests/test phase

The aim of this phase is to test the data migration under 
realistic conditions. To do so, the data is exported from 
a current copy of the production system (ECC), based on 
the rule set, and imported into the defined target system 
(SAP S/4HANA), where it is converted and verified. After 
the data transformation, the customer coordinates and 
tests all business transactions. Normally, two mass tests 
are performed. After the final mass test, the customer 
grants approval to migrate the production system.

Step 5: Go-live simulation/go-live preparation phase

In this step, the entire implementation is simulated under 
realistic operating conditions. The primary objective is 
to optimize the technical data migration process and 

reduce runtimes. The activities and results are very 
similar to those of the mass test. The cut-over plan is 
coordinated and optimized in detail.

Phase 6: Go-live migration/go-live

During the go-live, the source systems are frozen. Once 
the data migration is complete, the customer is given 
the migrated system for validation and final acceptance. 
After this, SNP and Scheer provide after-go-live support, 
to ensure that the data has been transformed in line with 
the requirements.

Scheer brings the experience gained in numerous 
consulting and implementation projects in recent years 
to your SAP S/4HANA project. Our team of experts is 
currently supporting a number of process-driven

SAP S/4HANA transformations. Our goal is to build the 
required SAP S/4HANA system in the technical migration 
project and then enhance it further.

The Scheer S/4HANA Master as the basis and accelerator for your transformation project
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To guarantee your successful project, we offer a 
comprehensive package with the following components:

1. An experienced project team with pronounced 
industry and SAP expertise from comparable 
transformation and implementation projects

2. Proven procedure model for process-based SAP 
implementations (Scheer performanceREADY)

3. Extensive database with reference business 
processes (best practices) as foundation and 
reference point for your future target processes

4. Extensive documentation and templates (such as 
project plans, concepts for architecture, IT security, 
and migration, test case descriptions, training course 
materials, customizing documentation, SAP end-user 
documentation, and so on)

Quality strategy, methods, and tools

The foundation of our approach and methodology is 
our quality philosophy, which we enforce through our 
quality management. The service delivery processes in 
the areas of consulting and managed services have been 
certified under ISO 27001:2017 and audited pursuant to 
ISAE 3402/SSAE 18 and SOC2 Type II.

The PM processes at Scheer GmbH follow the 
international standard from the Project Management 
Institute (PMI and PMBoK Guide) and the process-driven 
SAP standard. Our employees are PMI certified (Project 
Management Professional, PMP). We use a professional 
quality management system to ensure that all our 
projects are completed in time, in budget, and in quality.

Scheer performanceREADY is an end-to-end package 
for the process-driven implementation, transformation, 
and migration of SAP solutions that we have used 
in successful projects for many years. Scheer 
performanceREADY consists of proven methods, 
content, and tools for the process-driven planning, 
implementation or transformation, operation, and 
optimization of SAP solutions.

The procedure model is based on the use of reference 
content and demonstration systems, which guarantees 
transparency with regard to the project scope and 
content at the start of the project – or even beforehand.



Scheer GmbH › 12

SAP S/4HANA Transformation with Scheer & SNP  › Fast, secure, and process-driven

The Scheer performanceREADY approach combines 
many years of technology and consulting experience 
with business best practices and industry expertise. 
Thanks to the integration of methodology and content, 

the work results have a high level of quality throughout 
the project and support the defined strategic objectives, 
to generate the greatest possible value for our 
customers.
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Legal notice



Scheer GmbH is the flagship company of the Scheer Group, 
which operates in several European countries, the United 
States, Singapore, and Australia.

As a consulting and software firm with proven process 
expertise, Scheer GmbH supports companies in developing 
new business models, optimizing and implementing 
efficient business processes, and operating dependable 
IT systems. The integrated architecture of the consulting 
solutions and products offered by the companies in Scheer 
Group provides for reliable solutions for the end-to-end 
digitalization of business models and processes, as well as 
for the use of new technologies in digital business. On the 
path to effective and efficient deployment of SAP S/4HANA 
and other SAP software, Scheer is the preferred partner 
of many renowned companies. It also provides consulting 
services related to current advancements in business 
process management and process mining to facilitate 
greater process quality in innovative business models.

In the end, Scheer’s clients benefit from the in-depth 
industry and process competency it has amassed in 
diverse consulting projects, along with the company’s 
comprehensive expertise in IT implementations and the 
support of Scheer Managed Services experts in running 
individual applications (or entire IT architectures) in the 
cloud.
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