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AS SAPINSIDERS FACE MOUNTING 
PRESSURE to modernize their ERP 
landscapes, the transition to SAP 
S/4HANA is no longer a matter of “if” but 
“when and how”. The pace of adoption, 
however, continues to be steady rather 
than accelerating, influenced by factors 
such as technical readiness, system 
complexity, business priorities, and 
strategic vision. While some enterprises 
have embraced rapid implementation, 
others are balancing the risks of the 
move with the imperative to maintain 
continuity and limit disruption.

With the 2027 SAP maintenance deadline approaching, SAP 
customers are under increasing pressure to move to SAP 
S/4HANA, especially within the context of RISE with SAP. 
However, recognizing the varying levels of preparedness in the 
SAP ERP customer base, SAP has introduced a phased mainte-
nance approach beyond 2027. Starting in 2028, organizations 
can opt for extended maintenance—available until 2030 at a 
two percent premium—to ensure continued support while orga-
nizations complete the transition. Those who forgo this option 

INSIDER
PERSPECTIVE

“We are already running  
SAP S/4HANA and plan on 
moving to RISE with SAP as 
we upgrade to the SAP 
S/4HANA 2023 release so 
that we can modernize our 
architecture. This will help us 
reduce long-term costs and 
help us stay up to date on 
new releases. Using SAP 
S/4HANA has improved 
performance compared  
to our previous ERP 
environment, but more 
importantly has allowed us to 
stay on the latest versions of 
software better than we did 
in the past. This is a major 
benefit for innovation.”

IT MANAGER, NATURAL RESOURCES 
COMPANY

Executive  
Summary
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or reach the end of their extended maintenance 
period will transition to customer-specific 
maintenance, which provides essential support 
but without full enhancements.

This structured approach reinforces SAP’s 
commitment to facilitating SAP S/4HANA 
adoption while offering businesses the flexibil-
ity to transition at their own pace. However, a 
critical question remains: What is the true state 
of SAP S/4HANA migration across industries 
today?

To understand and explore the SAP 
S/4HANA migration strategies, this SAPinsider 
report examines the adoption trends for SAP 
S/4HANA, the version of the solution that 
organizations are deploying, the challenges that 
they are encountering with the move, and the 
benefits that those that have already moved to 
SAP S/4HANA have received. (Figure 1)

The findings indicate a dynamic landscape 
where organizations are progressing at different 

paces based on their strategic priorities, busi-
ness needs, and technical preparedness. Cur-
rently, 32% of respondents reported that their 
organization has already transitioned to SAP 
S/4HANA, a 10% jump compared to 2024 but 
more in line with data from 2022 (29%). Mean-
while, 27% of organizations are in the implemen-
tation stage, actively working to integrate SAP 
S/4HANA into their IT landscape, a number that 
has risen from 20% from last year. However, 
despite this momentum, 21% of organizations 
remain in the evaluation phase, a drop of 5% from 
2024 and 9% from 2023, still assessing their 
business case for SAP S/4HANA migration, 
reflecting the complexities and challenges that 
come with such a transformational shift. 

While the intent to migrate to SAP S/4HANA is 
clear, the 2027 deadline for SAP ECC maintenance 
is fast approaching, making it imperative for 
organizations to accelerate their decision-making 
to avoid last-minute disruptions. Although 61% of 

FIGURE 1
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organizations that have not already moved to SAP 
S/4HANA currently aim to complete their move 
before the deadline, those that postpone their 
decision will face the higher costs of extended 
maintenance or be forced into customer-specific 
maintenance with limited support and no adapta-
tion to new or changed external requirements. To 
avoid these challenges, businesses must act 
proactively, ensuring a structured and efficient 
migration roadmap that balances cost, innovation, 
and operational continuity.

Key Drivers Influencing SAP 
S/4HANA Migration
Organizations ERP strategy and plans are driven 
by a combination of strategic imperatives and 
operational challenges, each shaping their 
modernization approach. The impending end of 
maintenance for SAP ECC and the broader SAP 

Business Suite (57%) remains the most significant 
driver for migration. This is also one of the top 
external factors (48%) impacting organization’s 
plans for SAP S/4HANA over the last 12 months. 

Beyond the necessity of support continuity, 
many organizations view the move to SAP 
S/4HANA as an opportunity to reengineer and 
optimize their business processes. Rather than 
merely performing a technical upgrade, enter-
prises are leveraging this transition to correct 
inefficiencies from previous ERP implementations 
(34%). This is true as older systems accumulate 
process inconsistencies and suboptimal configu-
rations that hinder efficiency and flexibility as 
those systems are adapted to meet changing 
needs over many years. This makes process 
optimization particularly crucial for companies 
that have historically struggled with fragmented 
or poorly integrated ERP environments, as it 
allows them to eliminate redundancies and 
enhance operational agility. (Figure 2)

FIGURE 2
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Additionally, updated systems that can support changing 
market demands (23%) is another critical factor driving SAP 
S/4HANA adoption. As older ERP systems can lack the flexibility 
and real-time capabilities needed to adapt to rapid changes, SAP 
S/4HANA offers intelligent automation, advanced analytics, and 
AI-driven insights, enabling businesses to make more informed 
decisions and optimize their operations proactively. 

A factor worth monitoring for organizations planning ERP 
projects is the current macroeconomic climate. While only 24% of 
respondents cited this as something currently impacting their 
organization’s plans for SAP S/4HANA, half as many as those 
impacted by the upcoming end of mainstream maintenance, 
respondents in EMEA (26%) and APAC (33%) were more affected 
than those in North America (16%). In addition, 35% of respon-
dents from organizations with annual revenue over $2 billion also 
highlighted the economic climate as a concern. Although this may 
not appear to be a major issue, some SAP partners in EMEA have 
already seen projects postponed or placed on hold this year 
because of the economic factors. Since an SAP S/4HANA or RISE 
with SAP project can be both long and expensive, economic 
instability may have an increased impact as the year progresses. 

Impact of RISE with SAP
Although initially viewed as a separate offering from SAP 
S/4HANA, it quickly became clear that SAP viewed the move to 
SAP S/4HANA synonymous with using RISE with SAP. While many 
organizations have explored RISE with SAP, a large portion (27%) 
report this year that they have evaluated it but decided not to 
make any changes. This suggests that while the offering is on 
their radar, they have the capacity to move to SAP S/4HANA 
without needing to license RISE with SAP, and there is currently 
nothing in the offering that is changing that decision. 

Additionally, although knowledge of RISE with SAP is growing, 
it is not yet dominant, as only 23% of organizations report that 
they are planning on changing their existing deployment plans to 
use RISE with SAP. However, 45% of respondent organizations 
already using SAP S/4HANA now plan on changing to RISE with 
SAP, a 150% increase from the 30% last year. This suggests that 
the capabilities that SAP is offering in a RISE with SAP package, 
including simplified infrastructure, licensing, cloud migration, and 
access to generative AI, offer a significant advantage even to 
those already using SAP S/4HANA. (Figure 3) 

Despite SAP’s push for RISE with SAP adoption, a small 
proportion of respondents (14%) still report that they are unfamil-
iar with RISE with SAP or are confused about how it impacts their 
plans (10%). Given that RISE with SAP and the broader SAP 
Business Suite is central to SAP’s messaging, it is difficult to 
understand why so many respondents still report minimal knowl-

INSIDER
PERSPECTIVE

“We are not interested to 
moving to the cloud since  
we already have the 
infrastructure and staff in 
place to support our on-
premise deployments. Our 
biggest concern about 
moving to a cloud-based 
ERP system is cost. We are 
not interested in entering 
into a licensing agreement 
that is subscription based 
and will cost tens of 
thousands per month. In 
addition, we have concerns 
about our data being in the 
cloud. Our plans are to keep 
all our data in-house.”

BASIS ADMINISTRATOR, FINANCIAL 
SERVICES COMPANY
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edge. While it is understandable that organiza-
tions have reservations about the potential cost 
of the offering, vendor lock-in, and the degree of 
control they retain over their IT landscape, it is 
vital that organizations focus on learning about 
RISE with SAP because they risk making subopti-
mal decisions based on incomplete information if 
they do not seek to understand RISE with SAP. 

Something that may have a significant 
impact on the number of organizations using 
RISE with SAP as part of their journey to SAP 
S/4HANA is access to generative AI capabilities. 
This year respondents were asked whether they 
are considering using AI or generative AI capabili-
ties in their SAP S/4HANA deployment. A majority 
of respondents (54%) said that this was the case, 
with just 17% reporting that their organization did 
not plan to use AI or generative AI capabilities in 
SAP S/4HANA. This is significant, as the only 
means of accessing generative AI directly in SAP 
S/4HANA is through a RISE with SAP construct.

Respondents from North America (55%) and 
APAC (57%) were more likely to consider using AI 
in SAP S/4HANA than those from EMEA (47%). 
Respondents from organizations with annual 
revenues over $2 billion were also more likely to 
want access to AI capabilities (61%) than organi-
zations with annual revenues below $2 billion 
(50%). This data aligns with that from the 
research conducted on RISE with SAP in 2024 
which found that a significant proportion of 
respondents were changing their opinion about 
using RISE with SAP in order to access genera-
tive AI capabilities. While not yet a majority, four 
in ten (42%) respondents reported changing their 
thinking about RISE with SAP because of genera-
tive AI, a threefold increase from 2023. If this 
trend continues in 2025, RISE with SAP will be 
one of the biggest factors driving SAP S/4HANA 
adoption. 

FIGURE 3

SAPinsider Benchmark Report | SAP S/4HANA Migration 2025   6



Barriers to Adoption
The research findings highlight concerns among 
organizations regarding SAP S/4HANA migration 
strategies. Cost remains the primary barrier as 
62% of organizations cite high project costs as a 
key challenge, a concern that is particularly 
strong when considering RISE with SAP. This 
indicates that despite growing awareness of the 
benefits of SAP S/4HANA, cost constraints 
continue to be a major roadblock and that 
organizations may be struggling with budget 
allocations or waiting for more cost-effective 
migration strategies. There are also increased 
concerns about the project length as 55% cite 
project duration as a major concern, a significant 
increase from 37% in 2024. With organizations 
making progress in their assessment of SAP 

S/4HANA, the realization of extended migration 
timelines is becoming a more pressing challenge 
as the complexity of phased transitions, custom 
code refactoring, and business process reengi-
neering increases. ( Figure 4)

Additionally, 43% find their current SAP 
landscapes too complex to migrate, a number 
that is increasing as those still to move are more 
likely to be organizations with older and more 
complex deployments. This highlights the need 
for comprehensive pre-migration assessments, 
automation tools, and robust change manage-
ment strategies. The reason could be attributed 
to organizations having heavily customized 
legacy systems, making a move to a standard-
ized cloud or hybrid environment difficult.

A notable data point is related to the per-
ceived value of SAP S/4HANA, something 

FIGURE 4
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identified by 36% of respondents as a factor preventing their 
move. This reinforces the notion that SAP, and their sales and 
implementation partners, need to better communicate the 
business benefits of SAP S/4HANA beyond just technical im-
provements. This includes laying out clearer roadmaps on ROI, 
efficiency gains, and competitive advantages to organizations. 
Moreover, concerns about the future of on-premise licenses rose 
from 30% to 33%, signaling hesitancy around SAP’s long-term 
product roadmap. As SAP pushes cloud ERP and subscrip-
tion-based licensing, organizations with long-standing on-prem-
ise infrastructures face uncertainty regarding long-term licensing 
models and support. With IT teams continuing to dominate SAP 
S/4HANA decision-making, these concerns become even more 
pronounced. IT leaders must evaluate the technical feasibility and 
security of cloud transitions, and they must work with business 
teams to ensure that the systems that are being implemented 
provide value to the business. The lack of clarity on SAP’s 
on-premise licensing strategy adds complexity to their deci-
sion-making process, further delaying migration initiatives.

This year’s survey also revealed the following trends:
• The two most important benefits recognized by organiza-

tions that have already moved to SAP S/4HANA are improved 
integrations with other SAP products, innovations, and LoB tools 
(53%), and improved performance compared to previous ERP 
systems (50%). A third benefit was improved end user and 
business satisfaction (40%). 

• Nearly four in ten (38%) respondents reported that they 
planned on using SAP’s generative AI co-pilot Joule in their SAP 
landscape, with another 34% saying that they planned on inte-
grating AI with their applications through the SAP Business 
Technology Platform AI Foundation. A further 21% reported that 
they plan on using other publicly available AI services, with 9% 
taking a more customized approach. Only slightly more than a 
third (37%) said that they do not plan on using AI in their SAP 
landscape, demonstrating that SAP’s AI messaging and approach 
continues to gain traction with their customers.

• The top three challenges faced by organizations that have 
already moved to SAP S/4HANA were adapting custom code and 
determining which customizations need to be included, integrat-
ing third-party applications with SAP S/4HANA, and cleansing 
data and improving quality the right way.

INSIDER
PERSPECTIVE

“In staffing our SAP 
S/4HANA project we made 
sure that we used the 
correct team members from 
the business, IT, and our 
implementation partner. 
Using readily available SAP 
tools like data services made 
data preparation for the 
move much easier. There 
was a significant business 
involvement in data 
cleansing, reviewing the final 
data load, and sign-off prior 
to the final move of the 
production system to SAP 
S/4HANA. From a data 
preparation perspective, we 
made the conscious decision 
to leave unimportant data in 
the old system. These have 
become good candidates for 
data archiving, reducing the 
migration effort during the 
move to SAP S/4HANA.”

INFRASTRUCTURE MANAGER,  
HEALTHCARE COMPANY
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Required Actions
Based on the survey responses, organizations 
should consider the following when making their 
plans for SAP S/4HANA:

•	 Calculate the cost of moving and not 
moving to SAP S/4HANA. The end of 
mainstream maintenance is rapidly approach-
ing, especially given the duration, complexity, 
and cost of a major ERP deployment. How-
ever, more than two thirds of the respon-
dents to this research (69%) are not yet using 
SAP S/4HANA. While many are looking at the 
escalated costs of licensing SAP S/4HANA or 
RISE with SAP, running a major deployment, 
and completing significant business and 
process transformation, the cost of not 
moving to SAP S/4HANA can be just as 
significant. Organizations that have not 
moved to a supported ERP system by the 
end of 2027 will transition to extended 
maintenance in which the cost of mainte-
nance increases by 2% of the maintenance 
base each year. Standard maintenance is 
typically from 17-22% of the maintenance 
base, so organizations could be paying as 
much as 24% of their original list price each 
year after transitioning to extended mainte-
nance. Customer specific maintenance is 
even more expensive, will not provide 
patches or updates, and resolution of some 
issues will require a consulting fee from SAP. 
In addition, while most organizations have 
focused on the end of maintenance of 
solutions like SAP ECC, all SAP S/4HANA 
releases prior to SAP S/4HANA 2021 will end 
standard and extended maintenance in 
December 2025. In addition, the user right of 
compatibility packages will also expire this 
year. This may make not moving to SAP 
S/4HANA both a more expensive and compli-
cated alternative than most organizations 
realize.

•	 Educate teams on RISE with SAP and SAP 
Business Suite so that ERP planning can be 
effective. More than one in ten (14%) re-
spondents indicated that they are unfamiliar 
with RISE with SAP. Given that RISE with SAP 
is now part of a broader SAP Business Suite 

that consists of SAP Business Technology 
Platform, the newly announced SAP Business 
Data Cloud, SAP SuccessFactors, SAP 
Concur, SAP Ariba, financial management 
and customer experience solutions, and 
Joule agents orchestrating business pro-
cesses, it is vital to know as much as possi-
ble about SAP’s offerings. Especially as SAP 
S/4HANA Cloud remains at the center of the 
solution landscape, organizations that are 
uninformed will be at a disadvantage when it 
comes to both planning and negotiations and 
will be unable to effectively evaluate what is 
best for them. Given that SAP is not deviating 
from its cloud ERP agenda, organizations 
must be well informed to plan from a position 
of strength. 

•	 Understand and plan for AI adoption and the 
role that it plays in SAP S/4HANA. A year 
ago, the announcements that SAP had made 
regarding generative AI were having a 
minimal impact on the adoption of SAP 
S/4HANA. AI was one of the least important 
factors driving ERP and SAP S/4HANA 
planning, and it was having a minimal impact 
on the adoption of RISE with SAP and cloud 
ERP. In addition, customers at SAPinsider 
events wanted to see the business cases 
that would bring them value. A year on things 
have changed significantly. A majority (54%) 
of respondents now report that they plan to 
use AI capabilities in their SAP S/4HANA 
deployment. Only a third of organizations are 
not planning on using AI in their SAP land-
scape. And organizations are reevaluating 
their thinking on RISE with SAP based on 
access to generative AI. This makes having 
an enterprise strategy for AI usage and adop-
tion vital for organizations that are planning 
for the future, and especially for those still on 
the fence about SAP S/4HANA. The only way 
organizations can access generative AI is in 
SAP S/4HANA Cloud, although that is 
available in both Public Edition and Private 
Edition. AI capabilities are available in SAP 
S/4HANA, but these are not connected to 
generative AI or Joule. This makes having an 
AI plan crucial in order to do effective ERP 
planning. 
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DART 
M O D E L  F R A M E WO R K 

•	 End of maintenance and support for core SAP Business Suite applications (57%)

•	 The opportunity to re-engineer processes to better fit operational needs or correct 
poor processes or configurations from a previous ERP implementation (34%)

•	 Need updated systems and processes to support changing requirements (23%)

•	 Pressure to digitally transform existing ERP solutions to create a harmonized and 
centralized model and structure (22%)

•	 Modernizing or eliminating custom processes to streamline transition 
and provide more agility for future updates (43%)

•	 Adopting best practice business process models (36%)

•	 Modernizing reporting and business intelligence strategies to provide 
faster access to business insights (30%)

•	 Minimal disruption to operations as they migrate to SAP S/4HANA (84%)

•	 Fully compliant ERP system that supports both global and local regulations (80%)

•	 Integrations between core ERP and line of business applications (78%)

•	 Cleansed and harmonized operational data across systems (76%)

•	 A partner with a proven track record implementing SAP S/4HANA (76%)

•	 SAP Readiness Check (50%)

•	 ETL Tools (43%)

•	 Integration tools and solutions (42%)

•	 SAP Business Technology Platform (38%)

•	 Change management solutions (37%)

•	 Automated testing tools (28%)

•	 Data cleansing tools (28%)

•	 Process Discovery for SAP S/4HANA Transformation (26%)

•	 Open source technologies (25%)

•	 Tools for ERP Business Process Modeling (BPM) (19%)

•	 SAP BTP ABAP Environment (19%)

•	 Clean Core setup and analysis (17%)

•	 Custom Code Lifecycle Management (14%)

ACTIONS

REQUIREMENTS

TECHNOLOGIES

DRIVERS

SAP S/4HANA MIGRATION 2025
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SAPinsider has rewritten the rules of research to provide actionable 
deliverables from its fact-based approach. The DART methodology serves as 
the very foundation on which SAPinsider educates end users to act, creates 
market awareness, drives demand, empowers sales forces, and validates 
return on investments. It is no wonder that organizations worldwide turn to 
SAPinsider for research with results. 

The DART methodology provides practical insights, including:

DRIVERS	� These are macro-level events that are affecting an organization. They can be both 
external and internal, and they require the implementation of strategic plans, 
people, processes, and systems. 

ACTIONS	 �These are strategies that companies can implement to address the effects of 
drivers on the business. These are the integration of people, processes, and 
technology. These should be business-based actions first, but they should fully 
leverage technology-enabled solutions to be relevant for our focus. 

REQUIREMENTS	� These are business and process-level requirements that support the strategies. 
These tend to be end-to-end for a business process. 

TECHNOLOGY	� These are technology and systems-related requirements that enable the business 
requirements and support the company’s overall strategies. The requirements must 
consider the current technology architecture and provide for the adoption of new 
and innovative technology-enabled capabilities. 

THE DART™ METHODOLOGYAPPENDIX
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SAP is the leading enterprise application and business AI company. 
We stand at the intersection of business and technology, where our 
innovations are designed to directly address real business challenges 
and produce real-world impacts. Our solutions are the backbone  
for the world’s most complex and demanding processes. SAP’s 
integrated portfolio unites the elements of modern organizations  
— from workforce and financials to customers and supply chains — 
into a unified ecosystem that drives progress.

Learn more at www.sap.com 

 
For nearly 50 years, Intel and SAP have made a profound impact on 
people, business and society on a global scale. Together they are 
turbocharging the next wave of breakthrough innovations with the 
power of in-memory computing and persistent memory technologies 
that help unleash the potential of data. Co-innovations are helping 
enterprises face — and overcome — challenges by increasing 
business agility and flexibility with real-time analytics and reimagined 
performance. Customers can protect and future-proof their 
investments with a modern infrastructure of validated and SAP-
certified solution and accelerate speed to market with an optimized, 
enterprise-ready platform designed for innovation. Learn how SAP 
HANA* and HANA based applications with Intel® Xeon® processors 
are helping organizations realize the promise of a modern business 
technology platform.   

For more information, visit intel.com 
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Lumenia Consulting is an independent ERP and Digital consulting 
organisation, specialising in business transformation through the 
implementation of Enterprise Resource Planning, Digital and related 
enterprise software applications. 
Lumenia does not sell software and our independence means that we 
have no vested interest in pushing our clients towards particular 
software solutions. We focus instead on how enterprise applications 
can best be used to transform business processes and deliver 
measurable business benefit to our clients, whether this is through 
the deployment of new software or by getting more value from 
systems that are already in use. We have developed unique 
methodologies that allow our clients to undertake ERP and business 
change programmes using structured processes that maximise the 
likelihood of project success. 
We have assisted many clients with successful transitions when 
coming to ERP end of life. Talk to us today about your ERP roadmap 
and to see how we can help you along your journey. 

For more information visit  https://lumeniaconsulting.com/ 
 

Red Hat helps SAP enterprises standardize on a single, open platform 
and build on a foundation that sets them up for a future of innovation 
with a rich portfolio of flexible solutions. From standards-based 
solutions for automation, management, and integration, to app 
containerization and open-hybrid cloud, Red Hat’s SAP portfolio 
supports any on-premise or cloud environment with freedom from 
vendor lock in. Not just an operating system, Red Hat® solutions are 
driving intelligent enterprises through optimized stability, scalability, 
and security for SAP deployments. Red Hat is a market leader in 
Linux®, multicloud container development, and infrastructure 
automation, with a rich history in the open-source community. With 
more than two decades of strategic collaboration with SAP, the 
support of IBM, and joint solutions from our global partner 
ecosystem, Red Hat offers an end-to-end portfolio of open-source 
solutions for organizations looking to build an intelligent enterprise 
throughout their cloud journey. Red Hat for SAP. Open. For 
transformation.  

For more information, visit redhat.com/sap 
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With over 26,000 employees in more than 25 countries and annual 
revenues of EUR 4 billion (2024), T-Systems is one of the leading 
providers of digital services in Europe. Our end-to-end SAP services 
include consulting, SAP S/4HANA migration, implementation, 
application management and sustainable operation of SAP systems 
on private cloud and hyperscalers. As a RISE with SAP Premium 
Supplier, T-Systems supports customers across all industries using 
RISE with SAP on its private cloud as well as on RISE-certified public 
cloud platforms. With 2,500+ SAP-certified experts, we guide you 
through your SAP landscape migration end-to-end and manage your 
SAP systems’ needs, ensuring your business takes the leap forward 
to become an intelligent and sustainable enterprise. 

For more details, visit https://www.t-systems.com/de/en/
application-services/solutions/sap-solutions

SAPinsider comprises the largest and fastest-growing SAP membership group worldwide. It provides SAP professionals 
with invaluable information, strategic guidance, and road-tested advice through events, magazine articles, blogs, 
podcasts, interactive Q&As, white papers, and webinars. SAPinsider is committed to delivering the latest and most 
useful content to help SAP users maximize their investment and leading the global discussion on optimizing technology.

For more information, visit SAPinsider.org. 
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