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• LTP METHOD – RECAP AND 
WEBINAR JOURNEY

• STAGE 3 OVERVIEW – BUILDING A 
GLOBAL TEMPLATE

• STAGE 4 DEEPER DIVE – GLOBAL 
ROLLOUTS

• KEY TO SUCCESS
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ON THE LTP WEBINARS JOURNEY…

… WE ARE HERE!
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simultaneously with design, build, test and deploy across multiple different scopes of work

PARALLEL PROCESSING KICKS IN AFTER STAGE 2…

LTP Product 
Development

Program Backlog 

and Roadmap  

Management

Value 

Management and 

Business Delivery

Keep track of overall 
requirements 

Stages 3 and 4 are 
different.  Multiple 

Design, Build, Test and 
Deploy cycles

LTP Project #1

LTP Project #2

LTP Project 
#3

Buildprint Test Deploy Deploy Deploy

Design 

Org

Manage 

Change to 

Business

Buildprint Test

Implement

Deploy

Continuous Solution 
development, playback and validation

Continuous delivery of change 
and value

Governance
Product 

Development
Solution 

Development
Solution 

Deployment

Time
LTP Solutions move

to BAU Operations

Operate the Renewable 
Enterprise (aka ORE)

Stage 2 follows 
Stage 1 as night 

follows day.

After Stage 2 
things go non-

linear

Stage 1 Stage 2

Stage 3 Stage 4

ORE

Program ”wrapper” 
around Project delivery

Program

innovation

Dependency 

Management 
(within LTP and LTP <> 
wider Portfolio/Org)

Release 

Management

Requirements 

Change 

Management

Program 

Performance 

Management
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IN THE CONTEXT OF A GLOBAL S/4HANA TEMPLATE PROJECT WITHIN 
THE PROGRAM…

WE NEED A TEMPLATE TO 
MANAGE AND CONTROL ALL THE CHANGES THAT WE WILL MAKE TO…

People

Organization Geographies

executing

Processes Data

acting on 

Applications

Infrastructure

Running on

Held in

SO THAT WE CAN IMPROVE BUSINESS PERFORMANCE...
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WITH A TEMPLATE IN PLACE, A BUSINESS CAN BENEFIT FROM…

… leading edge integration 

driven by a product approach

PRODUCTIZATION

… future-proofing supports 
focusing on extensions based on 
further value creation vs. 
corrections

EFFICIENT USE OF 
FUNDING

… lower TCO through 

higher levels of standardization and 
harmonization

STANDARDIZATION & 
HAMORNIZATION

… high-end solution security 
following mandatory guidelines

SECURITY

… improved sustainability through 
focus on repeatability “adopt not 

adapt”

SUSTAINABILITY

… a quicker rollout as a result of all 
these benefits

VELOCITY

… modular Template definition 
breaks S/4 solution down into 
manageable component parts

MODULITHIC ARCHITECTURE

BENEFITS
…and finally, a 

consistent framework in 
which to measure future 
business improvements
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SO WHAT DEFINES A TEMPLATE?

Stage 1 Stage 2

then there are 
Requirements (from 

Stage 2) to be  
managed 

alongside…

…a set of 
composable, 

modular Template 
Solution 

Components 
(Stage 3 

onwards)…

…and ultimately 
an Industrialized 
Rollout Approach 

(Stage 4)…

First, we need to understand the Scope, benefits expected (the Why? from 
Stage 1) and know the right levels of Sponsorship are in place…

…all governed and managed in a way that means the business actively wants to 
roll in and we can adapt the Template as things inevitably change.
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WHAT DOES SOLUTION COMPONENT DESIGN AND BUILD LOOK LIKE?

S/4HANA Business Case

DAN Change 
Navigator

User Stories
& Epics

Jira
Backlog

Signavio Process
Models

Updated Signavio 

process models (L4) 
and scenarios

Potential process and 
solution gaps 
identified

Updated 
Documentation e.g. 
Functional and 
Technical Specs

INPUTS
OUTPUTS

Existing Process Models 
and Documents

Pre-configured Capgemini 
S/4HANA Demonstrator

SAP Tool Outputs 
(Readiness Check, SAP 

Process Insights) 
Wrap Up

and Close
Updated Backlog 

For Build

Updated change 
impacts and persona 

Reference Processes S/4HANA

Demonstrator

GPO / LPO Business 

Leads

Functional 

Consultants

SMEs Data 

Consultant

Change 

Management 

Consultant
Business

Partners

Facilitator

E2E Value Stream

Capgemini Tool Outputs 

(C-BOX, C-CAT, C-CMAT)

What workshop participants experience

Supporting tools that get used and updated

Mural
Collaboration 

Board User Journeys

Guiding Principles and 
Architectural standards

Industry Reference Model

Known Business Pain 
Points
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A TEMPLATE COMES WITH A DEFINED SET OF VIABLE 
DEPLOYABLE CONFIGURATIONS

Expected Change Impacts

Viable Deployable Configurations

Training

Regression Test Scripts

Option B

The Template should 
define a small number 

of allowable 
deployable 

configurations of the 
Template Solution 

components.

Which configuration is 
deployed is dependent 

on complexity of the 
site, its geographical 

location,
etc..

When considering the 
Template Solution 

components…

…we can’t build any 
configuration we want

*Viable in the context of the Target Operating Model

A successful Template should only have a limited number of configurations that can be deployed. 

THINGS 
TO CONSIDER:
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Requirement 
realized in 
Template

Requirement 
realized by 

integration in 
3rd party

Requirement 
put to 

backlog for 
post-go-live 

release

STRONG GOVERNANCE AND CHANGE CONTROL ESSENTIAL TO 
ENSURE TEMPLATE INTEGRITY – “ADOPT DON’T ADAPT!” 

Requirements rejected

Define action plan for needed work 
arounds, keeping local entity operable after 
go live. (e.g. upskilling, outsourcing, legacy 

system integration, etc. …) 

▪ Finally validate 
during UAT

▪ Zero deviation: Promote core Template solution

▪ Check against expected Template Change Impacts

▪ Assess and challenge underlying reason for change

▪ Propose alternative solution not impacting Template

▪ Paradigm shift – “why can’t you use the template”?

▪ Look for business change instead of Template 

change

Value-driven

Legal (LSTR1)

Business continuity

New business model

Identify delta/gaps 
- prepare 

requirement case

Design authority #1 –
assess business 

requirement

Design authority #2 –
agree solution

R
e

le
v

a
n

t 
u

n
d

e
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y
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g
 

D
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e

r 
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f 
ch

a
n

g
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▪ Assess complexity 
and cost of change

▪ Propose standard 
workaround (if available)

Approved

1) Legal Statuary and Tax Requirements

✓

✓

✓

Template governance relies on the establishment of a valid configuration item management solution capable of 
coordinating change across the Template’s process, application, data and technology components

Drawing on (and possibly 
updating) the expected 

Template Change Impacts 
and Mitigation Plans
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IN SUMMARY THEN…

Stage 1 Stage 2

...while the 
Template  considers 
requirements across 

all sites for all 
known processes 

and variants (Stage 
2)…

…before building 
by module (Stage 3 

onwards)…

…and then testing 
and deploying a 
specific set of 
solutions and 

processes to each 
country / site 

(Stage 4)…

The business must set the vision, ambition and provide support (Stage 1)… 

…while keeping everything under control as things change!
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Drive
predictable 

delivery

Solution Navigator

5 KEY FOCUS AREAS TO DRIVE SUCCESS OF GLOBAL ROLLOUTS

Robust 
Environment 

strategy

Protecting 
the 

template

Program & 
Project

management &
control

Committed 
core team

End to end Solution 
traceability

Connected Environments 
to drive parallel build and 

timely delivery

Business Design Authority 
to drive template 

governance

Environment Strategy Program Navigator

Fit-Gap Process One Team

Motivated team in for a 
long haul

End to End Planning & 
Tracking
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SEAMLESS SOLUTION HANDOVER FROM EARLY ADOPTERS TO WAVES

Build out the target 

reference model

Getting ready for Success 

(mobilise, educate)
Plan the Adaption to Adopt

Bringing the 

Ways of Working to Life
Getting your hands on it Learning & readiness

PREPARE & FOUNDATION(TEMPLATE) BUILD AND PILOT DEPLOY

Start with understanding the client journey/planA

Build out the model drawing from Capgemini 
experiences (Capgemini reference model) and product 
best practices

B

Mobilise, train and equip the teamC

Mapping of process model with Solution 
NavigatorD

Initiating the Build of agreed Global TemplateE

Technical Gaps fully built and testedF

Localisation needs captured and documentedG

H

Template deployed successfullyI

Tracking the Global Template Compliance
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A ROBUST ENVIRONMENT PLAN IS KEY TO DELIVER PARALLEL AND 
MULTIPLE WAVES

EARLY ADOPTERS RELEASE WITH SINGLE TRACK 4-TIER LANDSCAPE SUPPORTING GREENFIELD DELIVERY:

SUBSEQUENT RELEASE WILL REQUIRE MULTI TRACK ENVIRONMENT TO ENSURE EARLIER RELEASES INTO PRODUCTION ARE NOT IMPACTED BY PROJECT ACTIVITIES

▪ Supporting Production with low impact changes and fix on fail support

▪ Freeze Periods required for release cutover from project tracks

▪ Retrofit process to deploy fix on fail and production changes to project environments

▪ Conflict analysis / resolution is key due to share objects / processes:

• Tools (e.g. Active Control, Solution Manager)

• Impact assessments

▪ Built as a copy of production track systems at key points in time

▪ Each environment has full system integration to other required project systems to support project delivery

▪ Retrofit process to receive fix on fail and production changes to project environments

▪ Conflict analysis / resolution is key due to share objects / processes:

• Tools (e.g. Active Control, Solution Manager)

• Impact assessments

▪ Potential problems due to change sequencing: 

• Invalidation of testing

• Duplication of testing efforts

N (Project)
D(N) Q (N) C (N) P

UNIT TESTING SIT DRY RUNS

UAT | OAT

LIVE PILOT

Early Adopters Early AdoptersEarly Adopters Early Adopters 

N (BAU) D(N) Q (N) P

BAU 

DEVELOPMENT

SIT PRODUCTION

N + 1

(RELEASE)

D(N+1) Q (N+1)

UNIT TESTING SIT

Wave 1 Wave 1

N +2

(RELEASE)

C (N)

UAT

REGRESSION

OAT

DRY RUN

C (N+1)

DRY RUN

UAT

OAT

REGRESSION

Wave 1

D(N+2) Q (N+2)

UNIT TESTING SIT

Wave 2 Wave 2
C (N+2)

DRY RUN

UAT

OAT

REGRESSION

Wave 2

N +3 *

(RELEASE)
D(N+3) Q (N+3)

UNIT TESTING SIT

Wave 3 Wave 3
C (N+3)

DRY RUN

UAT

OAT

REGRESSION

Wave 3

▪ Project changes are promoted through the environment according to project plan timelines within the same 
release track.

▪ Freeze Periods would only be outside of the SAP track on existing business systems

▪ Conflict analysis / resolution is key due to share objects / processes:

• Tools (e.g. Active Control, Solution Manager)

• Impact assessments

* N+3 environment will add up high cost, time and efforts to keep environments in sync
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PROVEN FIT-GAP 
AND DESIGN 
AUTHORITY 
PROCESS TO 

PROTECT THE 
TEMPLATE

Inputs: T-shirt sizing, high level design 
& timeline, impact analysis, possible 

mitigation, UAT dependencies

Participants: GPLs, LPOs, SMEs

Inputs: Conclusion from Level 1, UAT 
dependencies and requested priorities, 

comprehensive delivery planning

Participants: Local Business Leader, 
GPLs LPOs, Solution Architects, SMEs

Inputs:  Comprehensive view of Level 2 
requests, current delivery planning, 

UAT impacts and requested priorities

Participants: Project Management 
Client, Project Management Capgemini

Who: LPOs

Level 1 arbitration – GPO JF (via operational stream meetings & alignments)
GPO/LPO approval

Level 2 arbitration – Business Design Authority 
(twice a week Monday & Thursday)

Planning (cancel, expected delivery priority for UAT, 
mandatory for go-live, release after go-live)

Rejected

Completion

Rejected

Level 3: Weekly Review 
(Wednesday)

Overall prioritization & 
project planning

Parked for release 
after go-live

In realization

Changes log in JIRA, high level requirements gathering  

Parked for release 
after go-live

Mandatory for go-
live Release planning

Release planning

Rejected Workaround ApprovedParked

Workaround

Change Management
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END TO END EARLY ADOPTERS & DEPLOYMENT MANAGEMENT USING 
PROGRAMME NAVIGATOR AND ROLL OUT TOOLKIT

1. Integrated Project Plan 2. Overall Deployment Dashboard 3. Localisation Tracker

4. Dependency Tracker 5. Delivery Tracker 6. Risk and Issue Management

7. Quality Gate Management 8. Rollout Toolkit 9. Country localisation toolkit
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COMMITTED TEAM IS KEY FOR SUCCESSFUL DEPLOYMENTS OF 
PROGRAM

Central Template 
Team

GPL + Stream Leads + 
Solution Architects

Build Team
Configurators, developers, testers, data analysts, training content 

developers

Change Management Team

Regional 
Hub Team*

Rejected Workaround Approved

Local Market 
Team 

LPO + SMEs + 
Functional Leads

Local Market 

Team 
LPO + SMEs + 

Functional Leads

Local Factories 
Team 

LPO + SMEs + 
Functional Leads

Local Factories 
Team 

LPO + SMEs + 
Functional Leads

Central 
Design 

Authority

* Mobilised on need basis

Parked

5

510 20

Central Template Team

▪ Be the template custodians

▪ Overall project Management-Delivery Governance

▪ Stakeholder Management

▪ Design authority for template ensures template 

integrity 

▪ Work closely with GPO’s for Template process 

adoption during deployment

▪ Define guiding principles for local teams to perform 

deployments 

Local consultants will be mobilized for 

▪ Local delivery governance 

▪ Country-specific localizations

▪ Supporting Fit-to-Template workshops

▪ Site Readiness Assessment

▪ Delta training for localization processes

▪ Support site cutover activities

Change Management Team

▪ Template Fitment Analysis

▪ Training needs refinement post fit-gap workshops

▪ Drive template adoption

▪ Train the trainers

Build Team

▪ Offshore delivery governance 

▪ Lead Build and Testing activities

▪ Collaborate with Central and local teams for 

deployment across markets and factories

40

*Real client example
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THE 10 
INGREDIENTS FOR 

SUCCESS 

RETIRE ANY THOUGHTS THAT FUTURE “SAP” ROLLOUTS 
WILL RUN LIKE “SAP” ROLLOUTS IN THE PAST…

THE WORLD HAS CHANGED!

Clearly defined, agreed upon and adhered to architecture guardrails01

Shared project backlog of requirements linked to the overall program 
backlog, business benefits, KPIs and change impacts05

Right governance model for your organisation and culture04

Composable, flexible architecture02

Industrialised rollout approach to keep the speed of deployment  08

Deployment approach focused on early value realisation07

06 Right tools for managing build, backlog, dependencies

Adherence to the agreed Key Design Decision principles 09

03 Effective release, dependency and change strategies and management

Continued change management and business engagement10



GET THE
FUTURE

YOU WANT
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