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SAVE 30% on your SAP Upgrade  
with these five easy methods 

 

Overview 
 
This paper contains five methods to reduce the cost of your SAP upgrade by 
30% or more. Our effort here is an attempt to pass along lessons learned by our 
customer base and to reference different sources, products and research 
currently available.  
 
Each step explains the cost savings opportunity and actions that can be taken in 
order to realize the savings. 
 
We have attempted to limit our five items to those that require little to no 
investment in additional time or funds and thus be qualified as ‘easy’. 
 
These items are: 
 
 

1. SAP License Purchase:SAP License Purchase:SAP License Purchase:SAP License Purchase: Buy according to empirical data 
2. Upgrade Configuration:Upgrade Configuration:Upgrade Configuration:Upgrade Configuration: Implement only what you use 
3. Upgrade Configuration:Upgrade Configuration:Upgrade Configuration:Upgrade Configuration: Part B 
4. Implement Blended Learning:Implement Blended Learning:Implement Blended Learning:Implement Blended Learning: Less cost with better results 
5. Grow your own consultants: It’s easier than you think 

 

SAP projects of any size can implement these 
methods. 
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SAP License Purchase: Buy according to empirical data 

25% Targeted Savings on your SAP License and Maintenance Costs 

 
Most upgrades involve some level of additional SAP License Purchase. In 
addition to the version cost of seats and different modules, the adjustment of 
the license classifications should be involved.  
 
Much has already been written about negotiations with SAP and the 
cumbersome process involved in any license purchase. We have found 
http://www.forrester.com as a great source of research and white papers on 
this topic. 
 
What is normally overlooked, as a key factor to this process, is usageusageusageusage. If you 
take the position that “our company has nnnn number of user’s on the system” or 
rely on SAP metrics in absence of empirical data, you could waste a lot of 
money.  
 
Since you can license your SAP users on several different ‘tiers’ or 
‘classifications’ based on usage, it only makes sense to know the facts. 
Examples: 
 

User TypeUser TypeUser TypeUser Type    SAP Usage LevelSAP Usage LevelSAP Usage LevelSAP Usage Level    
Developer Most Expensive SAP User, SAP* 

access 
Professional Super Users, Numerous T-Codes 
Limited Professional Normal 5-10 T-Cods with Updates 
Employee Sometimes grouped as ESS or Single 

T-Code 
ESS (Employee Self Service) Limited to ESS or Single T-Code 
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The initial license cost and maintenance is greatly reduced as the usage 
decreases. Normally these classifications are based upon a bracket of the 
number of ‘update’ T-Codes executed by the SAP End User. 
 
So if you want to save a bundle on your upgrade, know these three metrics 
before you sit down to negotiate with SAP: 
 
1. Know exactly how many people we have using the system. 
2. Know exactly what they use (T-Codes and Updates). 
3. Know exactly how well they use it. 

 
If you know these metrics, you will be able to insure that you don’t over 
commit to unused SAP licenses. 
 

 
 
There are several scenarios for license cost estimation that should be 
understood before you decide how to collect this data. Choose a solution that 
will take the following into account: 
 

 Employee TurnoverEmployee TurnoverEmployee TurnoverEmployee Turnover is a common situation. The employee has switched jobs (and thus SAP usage) or is no longer with the company. In the United States, the average turnover is 14% according the US Labor Department. When turnover occurs, was the user removed from SAP, or just suspended? If the 
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employee switched jobs recently, their usage history and trends need to be taken into account.  
 Threshold UsageThreshold UsageThreshold UsageThreshold Usage is also a common occurrence. If an employee EVER EVER EVER EVER executed more than xxxx T-codes, even if years ago, they can still be classified in a more expensive tier.  
 User Profile ClassificationUser Profile ClassificationUser Profile ClassificationUser Profile Classification overrides actual usage. Did you define your super-users as ‘Developers’ during the implementation? Are they still classified that way?  
 TTTT----Code ConsolidationCode ConsolidationCode ConsolidationCode Consolidation is commonly performed when large groups of users ALWAYS execute the same two T-Codes as part of a process. Lately, using a web interface for this type of functionality has become popular as well. This level of activity can greatly impact your license and maintenance cost – if you know how your system is being used. 

 
How well your people are using SAP is another 
important consideration. Savvy businesses collect 
empirical data rather than depend upon summary or 
estimated needs. This information is useful in any 
negotiation involving ‘value’.  
 

If you can prove ‘Our CRM usage is on the decline, we are thinking of a 
different solution’, it provides an entirely new perspective for the negotiating 
process. If you can demonstrate, ‘We struggle with that functionality – we are 
thinking of an internally developed solution’ it can improve your position at the 
table.  
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Actions: 
 
There are no reports or transactions in SAP to 
show this level of information. ST03N and a list 
of other SAP transactions show different aspects 
of actual usage, but according to SAP (go to 
https://www.sdn.sap.com and search on ST03N 
– you will find dozens of posts about the subject), 
the information listed above is not provided in 
any standard transactions. SAP Workload 
Metrics (often used by SAP in negotiations) do 
not take into consideration the scenarios 

mentioned above. It is the responsibility of the licensee to have a handle on 
real SAP usage. 
 
You can write your own ABAP code and reports (or BW views). Be warned 
that this can become quite a development project because as the layers of 
the ‘usage onion’ are pealed back, you will want more and more details to 
back it up. 
 
You can purchase a 3rd party product to provide this information, such as: 
 

 Resite Monitor from Insite Objects (http://www.Insiteobjects.com) 
 AccountMan DLC from HONICO (http://www.accountman.de/content/EN/dlc.html)  

  
These products are inexpensive, require little effort to install and can provide 
exponential payback in a very short time period. 
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Upgrade Configuration: Implement only what you use 
30% Targeted Savings on your Consulting Costs  

Most SAP upgrade projects use a combination of 3rd party consultants and 
internal experts to configure the new version of SAP.  
So how do they derive their task list of what has to be upgraded?  
Traditionally, they use SAP reports to show Modified Transactions and 
Custom Transactions (and reports) as a starting point. The source of this 
information can range from the IMG (Implementation Guide) to actual 
installation reports generated during the new version installation.  
But what was originally configured and what is being used can be two 
completely different consulting invoices. Just like the license cost above, 
knowing exactly what is used in SAP can provide an accurate scope for your 
configuration.   
If you know the who, what and how of SAP business processes usage, you 
can: 
 

1.1.1.1. Reduce the overall cost of configuration by ignoring unused SAP Reduce the overall cost of configuration by ignoring unused SAP Reduce the overall cost of configuration by ignoring unused SAP Reduce the overall cost of configuration by ignoring unused SAP 
functionality.functionality.functionality.functionality.    

2.2.2.2. Negotiate a fixed consulting cost rather than cost plus or time and Negotiate a fixed consulting cost rather than cost plus or time and Negotiate a fixed consulting cost rather than cost plus or time and Negotiate a fixed consulting cost rather than cost plus or time and 
materials.materials.materials.materials.    

3.3.3.3. Control scope creep and cost over runs.Control scope creep and cost over runs.Control scope creep and cost over runs.Control scope creep and cost over runs.    
4.4.4.4. Recruit internal experts instead of outside consultants.Recruit internal experts instead of outside consultants.Recruit internal experts instead of outside consultants.Recruit internal experts instead of outside consultants.    
5.5.5.5. Contract with specialized consultants for specific functionality.Contract with specialized consultants for specific functionality.Contract with specialized consultants for specific functionality.Contract with specialized consultants for specific functionality.    
6.6.6.6. Focus reFocus reFocus reFocus re----engineering efforts where they will have the most engineering efforts where they will have the most engineering efforts where they will have the most engineering efforts where they will have the most 

impact.impact.impact.impact.    
7.7.7.7. Cost benefit analysis canCost benefit analysis canCost benefit analysis canCost benefit analysis can be performed based on actual usage. be performed based on actual usage. be performed based on actual usage. be performed based on actual usage.    
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What you need to know is similar to the license cost reduction above, but 
slightly different: 
 

 What processes (and T-Codes within) are being used? 
 What is the usage by SAP Role? 
 How often are the processes being used? 

 
Once you have this data, you can simply 
hand Consulting partners a list of Processes 
as proposal requirements and begin to 
negotiate your agreement. 
 

 

Actions 

You can develop your own internal ‘usage analysis’ in-house, or you bring in 
3rd party products built specifically for this purpose. 
 
InInInIn----HouseHouseHouseHouse    
Most SAP projects have a process mapping technology in-house. If you don’t, 
SAP provides a standard one delivered in the ASAP methodology 
(BPML*.XLS as shown below) probably used on your last implementation. 
 

Rev 

G8.1

SD - Business Process Master List Links Transaction

Area Scenario Group Process Business Process Procedure BPP Code

R
eq

1 Sales
2 Presales handling (Master Data)
3 Material maintenance
4 Material Master Data (Sales Views Spares)
5 Create SD1000 MM01 X
6 Change SD1000 MM02 X
7 Display SD1000 MM03 X
8 Material Master Data (Sales Views Engines)
9 Create-Change - Display SD1000E MM01 X  
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If you have derived your usage list above (License Cost Reduction), you 
simply map the T-Codes being used to the process map to determine exactly 
what you are using in SAP. 
You need the SAP Role information because some transactions are 
configured differently if multiple roles use them. This will allow your team and 
your partners to deliver a more accurate scope. SAP currently has very good 
reporting that shows the Role to User relationship, so all that is left to do is 
map the users to the usage and you have your metrics. 
 
3333rdrdrdrd Party Products Party Products Party Products Party Products    
There are 3rd party products and tools designed to perform these tasks 
automatically as well: 
 Resite Monitor from Insite Objects (http://www.Insiteobjects.com) Live Method & Tools from Siemens (http:// www.siemens.com/it-solutions)money 

 
Today, most projects are going to implement some method of Process 
mapping to be consumed in later phases, so this process has passed the 
‘easy’ test since it will be performed regardless. 

 
 

Upgrade Configuration: Part B 

30% Targeted Savings on your Testing and Training Costs 

. 

If you are moving less to production, you have to Test less and Train 
less. The savings should be automatic due to the reduced scope. 
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Implement Blended Learning: Less cost with better results 
50% Targeted Savings on your Training Costs 

 
 

FACT:FACT:FACT:FACT:    
The typical SAP upgrade will budget 10-12% for training. 
The typical SAP upgrade will implement a single Training Delivery Method, 
such as Instructor Classroom, Computer Based Training, or others.  

A few years ago, the concept of ‘Blended Learning’ was developed and was 
slightly ahead of its time. Technology had not quite caught up to its promise. 
Now, with modern EEEEmployee PPPPerformance SSSSupport SSSSystems (EPSS), 
Learning Management Systems and other technologies, virtually any size 
upgrade can save half of its training budget and produce better results.  
Blended Learning introduces three key concepts to the adult Blended Learning introduces three key concepts to the adult Blended Learning introduces three key concepts to the adult Blended Learning introduces three key concepts to the adult education world:education world:education world:education world:    

1. Train the users on exactly what they don’t know. Don’t waste money 
on training them on what they already know. 

2. Use the Training Delivery method best suited to the task, not one size 
fits all. Expose Users to multiple delivery methods. 

3. On-going support (refresh) is just as critical as initial Training.      In the last few years, the technology available has made In the last few years, the technology available has made In the last few years, the technology available has made In the last few years, the technology available has made tremendous advances in allowing this method and the tremendous advances in allowing this method and the tremendous advances in allowing this method and the tremendous advances in allowing this method and the consultants involved in Training SAP Users are embracing the consultants involved in Training SAP Users are embracing the consultants involved in Training SAP Users are embracing the consultants involved in Training SAP Users are embracing the methods involved. Tmethods involved. Tmethods involved. Tmethods involved. Training budgets are being slashed.raining budgets are being slashed.raining budgets are being slashed.raining budgets are being slashed.      
What you need to know:  

 What SAP Processes are being used? 
 Who is using them well, and not so well? 
 How complex is the process? 
 How often is it used? 
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If you can build this matrix, you can pinpoint the students, curriculum and 
Training Delivery methods with unparalleled efficiency.  

 Example Analysis Ranking for CBT vs. Instructor 
 
The following is a case study conducted by Insite Objects showing the power 
of Blended Learning with Accurate Usage Data: 

Needs Analysis Monitor Analysis

Developer Users - 150
Semi-Pro Users - 450

ESS Users – 800
-----------------------------------

1400

Power Users Estimated: 120

Curriculum: 29
Lessons: 84

Instructor Days: 240
Materials Creation:$145,000

CBT Courses: 2
Total Training Budget -

$367,000

Developer Users - 115
Semi-Pro Users - 380

ESS Users- 640
2 T-Code – 110

-----------------------------------
1245

Users (>14 T-Codes): 81

Curriculum: 19
Lessons: 84

Instructor Days: 110
Materials Creation:$115,000

CBT Courses: 12
Total Training Budget -
$160,000
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The original Training Needs Analysis ended up with a budget of $367,000. 
Historical usage data was gathered (Monitor Analysis) and the budget 
dropped to $160,000. 

 
Monitor Analysis

Developer Users - 115
Semi-Pro Users - 380

ESS Users- 640
2 T-Code – 110

-----------------------------------
1245

Users (>14 T-Codes): 81

Curriculum: 19
Lessons: 84

Instructor Days: 110
Materials Creation:$115,000

CBT Courses: 12
Total Training Budget -
$160,000

11%- Reduction in the number of users to be trained

42%- Reduction in multi-class students (Super Users)

50%- Reduction in student hours in Training

65%- Reduction in Instruction Days (prep and class)

20%- Reduction in Training Materials Creation

50%- Initial Training Budget reduction

-------------------------------------------------------------------------------

The company also ended up with 12 strong CBT courses, 
which were re-used for new hires and refresher training.

 
 

Actions 

InInInIn----househousehousehouse    
If you have developed your usage matrices (above), you are almost there. 
The only missing information is Process Complexity and User Performance. 
User performance can be a little difficult to obtain, but can be measured by 
using data stored in the SAP Transaction Monitor (SAPTM). The SAPTM 
summarizes detailed log file information, which can be accessed by ABAP 
reports to show User Performance at the T-Code level. With some analysis, 
this information can be used to identify which users are performing well with 
which T-codes.   
 
An alternative is testing results from your EPSS or LMS, which should contain 
a User to T-Code relationship and some indication of performance. 
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Process complexity should come from your EPSS or Training System. These 
products normally identify the number of steps, updates versus dialogs and 
other information to indicate Process complexity without any manual effort.  
If this information is consolidated, your training professionals should be able 
to not only identify which method of training is the most efficient, but also who 
exactly needs trained on what. Remember, its not what they know, its what 
the DON’T know that is critical to savings.      
3333rdrdrdrd Party Solutions Party Solutions Party Solutions Party Solutions    
Numerous 3rd Party solutions exist for creating, managing and distributing 
learning materials. Most SAP customers already have access to this 
technology in one product or another.  
The critical criteria for implementation of Blended Learning is the capability to 
analyze which Training Delivery method is the most cost efficient for which 
users.   
Firms that specialize in Blended Learning approaches and technologies:  
DACG – www.dacg.com 
Insite – www.insiteobjects.com 
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Grow your own experts: It’s easier than you think 
10% Targeted Savings on your Consulting Costs 

 
  Traditionally, developing in-house SAP expertise was expensive, time 
consuming and a risky investment. Even if you did develop in-house 
expertise, it was difficult to keep those specialists with your company. 
SAP Technical Training was very costly and classes were sometimes full for 
months. 
 
Today, the entire situation has changed and deserves a revisit by 
management. 
 

 Good quality technical training is available on-line and is very 
affordable. 

 EPSS can now work for Technical Training as well as End User 
Training. 

 SAP’s later versions are easier to configure, so less Technical Training 
is required. 

 The supply of SAP consultants has met demand, so outside 
recruitment is less likely. 

 
What you need to know: 
 

 Who are the company experts in specific processes? 
 What processes do we use the most? 
 How complex is each process? 
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Actions:Actions:Actions:Actions:    
 
If you have performed any of the items above, you already know your usage 
and frequency numbers. Selecting the experts and processes should be a 
simple exercise based on Process complexity and availability of super users 
with that expertise. Taking even 5% of the processes out of the expensive 
hands of expensive consultants and growing that expertise in-house can 
produce great savings. Take a list of light to medium processes that have 
available super users with the desire to ‘learn more about SAP’.  
 
Once you have selected the experts and processes you want to handle 
internally, you have to find on-line or CD based training for those people. 
Numerous vendors exist and the average course is less than $300. Some 
examples are: 
 
http://www.leadingt.com 
http://searchtutorials.stores.yahoo.net/saptrco.html 
http://www.thespot4sap.com/CBT/CBT.htm 
 
You must also provide an SAP sandbox system for your new consultants to 
learn in. Most CBT classes require it. This system should be the same SAP 
version as the upgrade version (SAP will typically provide this for existing 
customers to assist with upgrade evaluations). If you don’t have the new 
version of SAP yet, or server space is limited, you can lease access to a 
sandbox system for less than $400 per month, or about 3 hours billing for a 
typical consultant. 
 
You should load your training courses into you EPSS system or LMS system 
in order to facilitate learning and track progress. Having process 
documentation (BBBBusiness PPPProcess and PPPProcedures) in the same learning 
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www.insiteobjects.com 

 

system as technical documentation greatly reduces learning time. Your new 
consultants need to be able to constantly reference existing procedures in 
order to duplicate them in the new version of SAP. EPSS provides the best 
way to do both. In addition, as they learn how to configure SAP, they need to 
document the results immediately for review and knowledge transfer. As this 
documentation base grows, the consumers of it later, like Testing, will 
appreciate the knowledge base. 
The final piece that an EPSS can tie together is outside web content. A 
wealth of Blogs, Wikis, Expert sites, On-line help sites and support portals 
exist and should be referenced and used by your new experts. 
 
Some examples: 
www.sdn.sap.com/irj/sdn 
www.sap.ittoolbox.com 
www.asug.com 
 
 
If your EPSS cannot handle all media types of 3rd Party training, check out 
Resite Performance Suite 

(www.insiteobjects.com/resite_performance_suite.html). 
 
 


