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In the SAP community there is a growing realisation that 
practically all roads lead to Hana and S/4. A strict deadline 
expires in 2030. So anyone not able to present a Hana and S/4 migration 
roadmap this year is running short on time. SAP Partner Data Migration Services has the answers the 
community is looking for. Thomas Failer, Administrative Council member and owner of Data Migration 
Services, and Tobias Eberle, CEO, talked with E-3 Editor-in-Chief Peter M. Färbinger.

S/4 Migration
Roadmap
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The  scope of migrating to S/4 
goes beyond a technical and fun-
ctional change of release. In 

recent months SAP has put much effort 
in the switch from ERP/ECC 6.0 and the 
SAP Business Suite 7 to Hana and S/4 for 
its customers. This switch must be sha-
ped in a way that is as transparent, 
escalation-free and as safe as possible. 
Yet the typical in-house challenge is not 
so much getting the technical tools in 
order, but rather the lack of experience 
with transformation projects like this 
and with the sheer volume of data.

For the community it is often seen as 
almost impossible to come up with a 
Hana and S/4 roadmap without an experi-
enced SAP Partner. Unfair, perhaps, but 
that is the practical reality. Understanda-
bly, goodwill towards the SAP team in 
Walldorf is not particularly high at pre-
sent. For months, the German ERP provi-
der has faced pressure to justify itself in 
that regard.

The helper at a time of distress is the 
international SAP partner community. In 
recent years a lot of experience and 
knowledge has been gathered on how to 
best customize Hana and S/4. By now, 
users applying IT tools from the partner 
community are able to finish most migra-
tion projects stably and without errors. In 
this E-3 special report, Thomas Failer and 
Tobias Eberle of Data Migration Services 
state the most important parameters for 
successful S/4 transformation.

Deadline and master data

”Each firm must ultimately decide for 
itself when the time is right to switch to 
S/4,” Administrative Council member 
Thomas Failer noted at the start of the 
discussion. ”Preparing the switch, clea-
ning up the master data files and impro-
ving that data’s quality are important 
measures, if not indeed mandatory 
ones, for advancing the digitization with 
S/4 in the best way possible”, he empha-
sizes, thus focusing on the data to be 

migrated from the SAP system. Another 
purposeful preparation task is to reduce 
the data volume in the current SAP sys-
tems by archiving or by a right-sizing 
operation. ”In this way, the data volume 
of SAP systems can be cut significantly, 
by around 70 per cent, making the 
switch afterwards much easier,” Failer 
pointed out, based on numerous suc-
cessful projects, adding: ”There is ano-
ther preparatory measure that we see as 
extremely important, namely shutting 
down legacy systems, also known as 
historicization or Application Retire-
ment. Often such systems continue to 
be run, to satisfy the legal data-access 
requirements. Effective and efficient 
application retirement, using our IT tool, 
JiVS, can cut the current running costs 
by up to 80 per cent, while continuing to 
satisfy legal requirements.”

Data quality for S/4

Data Migration Services emphasize data 
quality and data management. CEO To-
bias observes: ”Often the focus in the 
S/4 roadmap is on functionalities or the 
use of new possibilities with S/4. It is 
easy to overlook that the data quantity 
and its quality play a key role when in-
troducing S/4. It is mostly also overlook-
ed that, after S/4 is introduced, the old 
SAP systems remain present and conti-
nue to be run. Here it is advisable to in-
clude consistent application retirement 
into an S/4 roadmap.”

This now prompts a question: In the 
context of the S/4 migration, how can 
users identify and eliminate weaknesses 
regarding data retention, data quality, 
data growth, and configuration errors? 
Thomas Failer, owner of Data Migration 
Services, takes this view: ”Yes, the switch 
to S/4 offers a chance to check the data 
stocks with regard to data retention, data 
quality and data growth, and to identify 
and eliminate configuration errors. The 
brownfield or the greenfield approach are 
suitable for this. As a matter of principle, 

these migrate solely the data that is es-
sential to the target system. Cleaning up 
the data before the migration, especially 
the master data, makes it possible to cor-
rect any configuration errors and to im-
prove the data quality. Data Migration 
Services” JiVS platform provides support 
to the customer, by simply analysing the 
data stocks and exposing weaknesses 
that way.”

Before migration

”Preparing the master data absolutely 
must take place before the migration to 
S/4,” Tobias Eberle re-emphasizes. Data 
Migration Services” experience indicates 
that the master data should be adapted 
to address the following issues: extrac-
ting unused master data that is no lon-
ger needed; cleaning up duplicates; ap-
plying standardization and norms to 
master data, and also adding S/4-rele-
vant information to the master data. 
”Ideally, the master data is processed be-
fore S/4 is introduced. That process can 
be started separately from the migrati-
on, today or at any time the SAP custo-
mer wishes,” Thomas Failer explains.

Without SolMan

This might immediately prompt many 
SAP customers to think of the standard 
tool SolMan, that has acquired a vast en-
hancement in its functions and capabili-
ties in Version 7.2. However, ”As we see 
it, SolMan is not an option for data main-
tenance and data quality. We rather use 
of the SAP Migration Cockpit for the con-
sistent import of the data into the S/4 
environment, ” Eberle points out, based 
on many successful client projects. For 
each migration project, the suitable 
approach to infrastructure is also discus-
sed. What are the advantages and disad-
vantages of a greenfield and brownfield 
approach respectively? ”The two basic 
migration paths, greenfield and brown-
field, each have specific advantages and 
disadvantages that need to be evaluated 
individually for each SAP client.” Thomas 
Failer is convinced, explaining in the E-3 
discussion: ”While the greenfield appro-
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ach demands a new implementation, a 
rearrangement of brown ”inherited bur-
dens” offers the clients the prospect of 
investment protection for what are 
usually expensive, laborious adaptations 
of SAP systems.”

Greenfield or brownfield

CEO Tobias Eberle warns that there is so-
mething more important than recom-
mending one migration path or another. 
It is understanding that, with both varia-
tions, a clean, predictable calculation 
will not work. ”Because in all cases the 
companies must make extra invest-

ments in SAP S/4; after all, they have to 
get new licenses and buy costly hard-
ware or enter into subscriptions, ” Data 
Migration Services” CEO explains. The 
data volume from the lagacy systems is 
indeed reduced when switching to the 
Hana database. However, the demand 
on infrastructure is much greater, becau-
se the combination of classical infra-
structure and archiving solutions beco-
mes obsolete.

”It is particularly the migration in 
one’s own datacenter, as favored by 
most SAP customers, that proves to be a 
huge cost-driver, whether step-by-step 
or as a one-off move,” Thomas Failer 
stresses. Yet the two managers have a 
solution. The problem is that the SAP 
customers” planned increases in budget 
will not be enough to make the neces-
sary resources available for modernizati-
on and a greater level of digitization. So 
for both migration paths, the recom-
mendation is thus to shutdown legacy 
systems made obsolete by the migrati-
on, resulting in huge savings on running 
costs.

Cleaning and shutdown

Accordingly, time and time again, compo-
nents no longer active and needed are 
found in SAP systems; this applies to ”for-
gotten” Abap functions from the Z-name 
area and to settings in the FI/CO area. 
What possibilities exist for identifying 
unused company booking codes and 

shutting them down? ”Company 
booking codes no longer nee-

ded are an unnecessary 
load carried by an SAP sys-
tem; it”s a good idea to re-
move them,” Tobias Eber-
le notes,  explaining 
many customers” situa-
tion. ”For legal reasons, 
c o m p a n y  b o o k i n g 
codes cannot be dele-
ted without further 
ado. Yet the JiVS solu-
tions mean that these 
circles can be deleted 
securely in SAP. The 
first step is to copy 
the data from SAP to 
JiVS. Then the JiVS 
system is set up for 
access to the data. 
Here JiVS offers 700 
predefined busi-
ness items for SAP 
FI, CO, MM, SD, HR, 
etc., meaning that 
access to the data 

can be set up to be fast. Using SAP or 
other resources, the company booking 
code in the SAP system can now be dele-
ted. The data access then follows using 
the JiVS web user interface.”

A slim archive

So how do users keep ”legacy systems” 
small as a cost factor?  And keep the ar-
chive slim and agile? Tobias Eberle: ”The 
cost involved in operating the legacy sys-
tems must be reduced permanently. The 
preferred way to do this is by consolidati-
on and shutdown. The application users 
have known this for years but they flinch, 
daunted by the costs involved.” Here too, 
Thomas Failer has a logical reply for the 
SAP community: ”Standardization and 
automation are prerequisites for a solu-
tion suitable for shutting down the le-
gacy systems. The solution amortizes 
the required investment quickly and 
then achieves consistently lower opera-
ting costs.” The JiVS solution from the 
Swiss company offers precisely these 
strengths, owing to numerous successful 
projects involving data migration and 
shutdown of legacy systems. 

In practice, after shutting down the 
legacy systems, JiVS has demonstrably 
cut the running costs by 80 to 90 per 
cent. With the remaining 10 to 20 per 
cent, customers can continue to use the 
legacy data that must be retained for 
compliance purposes, including the SAP 
business logic. Tobias Eberle adds: ”Befo-
re historicization of the data and docu-
ments, duplications are purged. Usually 
this leads to a clear reduction of the da-
ta-storage volume. At the same time, it 
reduces the amount of information to be 
taken over into the live system.”

Current master data

An S/4 roadmap must also inlcude infra-
structure. Which questions must be cla-
rified on the subject of hardware sizing 
and licenses with regard to Hana and 
S/4? Tobias Eberle: ”Users must clarify 
which data must be migrated to S/4, 
and what data volumes result from this 
migration. Specifically this raises the 
question of whether historical data 
must be migrated to a new S/4 system.” 
Ideally, S/4 can be used to make a green-
field start, with only the current master 
data being loaded to S/4. ”That way, you 
can shake off the whole burden of histo-
rical data from past years. This has a po-
sitive effect on the hardware sizing and 
licences,” Failer explains. Data Migration 
Services” view is that there should be an 
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Do you need to
migrate
historical data
 to s/4 Hana? 
Tobias Eberle, CEO
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amortization of investments in licences 
and hardware after three years, at most. 
”Faster amortization can be achieved 
through lower acquisition costs for 
licences and hardware, for instance. 
Users can do this by reducing the data 
volume, by right-sizing and by cutting 
the running costs for legacy systems, by 
applying the application retirement that 
was mentioned,” Tobias Eberle notes, 
summarising his experience from suc-
cessful projects with clients. Of course, 
a comparison can be made with the 
costs of the SAP Cloud Platform – so-
mething each company must ultimately 
face when asking itself: on-premise or 
cloud? It is worth mentioning, when 
switching to the cloud model, that the 
question more in need of an answer is: 
which data volume is initially loaded?

General Data Protection 
Regulation (GDPR)

The S/4 roadmap is crucially shaped by 
the SAP customer”s data management; 
this also makes the forthcoming GDPR 
relevant. ”In implementing the GDPR, 
we, as a specialist in application retire-
ment, focus on the legacy systems,” Tho-
mas Failer notes, summarising the 
scenario. Lots of customers run SAP sys-
tems but not yet ‚old‘ SAP systems, to 
ensure compliance with the legal frame-
work for data access. Tobias Eberle stres-
ses that the new GDPR also involves de-
leting certain data upon demand. ”On 
old systems, this requirement is especi-
ally hard to fulfil, or even impossible,” he 
points out from experience. ”Either 
because the old systems do not support 
deletion or implementing it demands so 
much effort. That is why we at Data 
Migration Services recommend consis-
tent historicization of all legacy systems, 
by using JiVS. This stores all data on one 
platform where it can be managed cent-
rally. JiVS Retention Management now 
makes it possible to delete data in a 
selective, targeted way, thus meeting 
the GDPR‘s requirements.”

Up to now, only every second company 
in Germany has obtained help from exter-
nal experts in implementing the GDPR. 
No more than 48 per cent of all firms with 
20 or more staff state that they have 
brought in specialists from outside their 
firm, as a representati-

ve survey among more than 500 firms, on 
behalf of Bitkom, the digital-business tra-
de association, shows.

External help
with the GDPR

Most frequently it was external lawyers 
who were consulted regarding the GDPR, 
by roughly every third company (35 per 
cent). 29 per cent of all firms brought in 
external auditors, whereas external 
consultation on data protection took place 
in every fifth company (21 per cent). ”By 
companies” own evaluation, only roughly 
every eighth company will have fully met 
the GDPR’s requirements by the deadline. 
Considering this low proportion and the 
size of possible fines involved, this rather 
low level of use of external help with im-
plementation is quite surprising, ” says Su-
sanne Dehmel, Bitkom manager respon-
sible for law and security. ”The EU rulings 
affect practically all companies, because 
they apply to all firms that process perso-
nal data. For those that have not yet done 
anything, time is gradually running out.”

As of May 25, 2018, the time has come, 
and the two-year transitional period ends 
for implementation of the General Data 
Protection Regulation. A survey among 
DSAG members shows that only little 
more than a half of the firms surveyed 
have developed an approach (a roadmap) 
for implementing the GDPR in their firm.

Only Live Data for S/4

When I comes to data management, how 
does the SAP community see the situati-
on? Thomas Failer: ”We think that the sur-
vey’s results are truly representative of the 
situation. It will be hard to comply with 
the Regulation”s rulings if the companies 
do not end the wild growth in their appli-
cation landscape and centralize their data 
retention. Putting both issues together 
means centralization both on the level of 
systems and of information. Only live 
data are to be taken over into the 
new central application platform; 
the remainder belongs in the data 
platform. Thinking in platforms 
like this is the precondition for ch-
anging the situation fundamentally. 
This way, users can harmonize the neces-
sary modernization and the enhanced 

compliance requirements. Even if, at first 
glance, the new regulation seems to be a 
new and heavy burden imposed by the 
state, it can ultimately prove to be helpful 
in speeding up innovation in SAP custo-
mers” IT landscape.”

Saving and deleting

What significance does the data deletion 
(referred-to above) have in general, and 
specifically regarding the GDPR? In the E-3 
discussion Thomas Failer describes it as 
follows: ”The ability not only to store and 
retain information safely but also to delete 
it safely, is decisive for master data ma-
nagement worthy of that name.” He adds: 
”Consistently high quality in master data is 
ensured only by users who can purge the 
duplicated data sets they hold, often with 
small deviations from one another, and de-
lete redundant data sets or those with er-
rors.” Likewise, CEO Tobias Eberle stresses 
that there are more and more require-
ments that explicitly demand this ability 
to delete. ”For instance, for some time 
now job applications made to companies 
may no longer be retained indefinitely. In-
stead, they must be deleted irrevocably af-
ter several years. 

The new General Data Protection Regu-
lation is introducing a decisive change 
here. From now, companies must be able 
to identify and delete each personal-data 
set. And do this not only when retention 
deadlines set by law are reached (though 
these must of course continue to be kept). 
Rather the new regulation means that a 
company must remove data if it can no 
longer prove a legitimate purpose for re-
taining it. This flexibility, enabling indivi-
dual data-sets to be recognized and dele-
ted at the press of a button, is best offered 
by a central data-management platform. 
This uses built-in functionalities for reten-
tion management, including a deleting 
function,” Eberle pointed out, summari-
zing the future’s scenario.
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Global corporations are operating 
in an extremely dynamic market 
environment that is undergoing 

dramatic changes as a result of digitiza-
tion. They are facing a difficult problem: 
their own IT landscape is both a curse 
and a blessing. A blessing, because cor-
porate IT is becoming the central compo-
nent of the company‘s own value chain 
and business model. A curse in turn, be-
cause in many cases, corporate IT is too 
heterogeneous to really be able to fulfill 
the strategic role imposed on it. This het-
erogeneity is not the result of past mis-
takes however. Rather, heterogeneity al-
most inevitably arises, especially when 
companies grow and operate interna-
tionally. New locations or acquisitions 
have long been synonymous with loca-
tion-specific IT solutions and systems. In 
addition, local regulations have been 
and still are in place that require certain 
information, whether data or docu-
ments, to be stored within national bor-
ders. What applies to almost all interna-
tional companies, particularly applies to 
Deutsche Telekom. With around 165 mil-
lion mobile customers, 28.5 million 
fixed-network and 18.5 million broad-
band connections, the German-based 
group is one of the leading integrated 
telecommunications providers world-
wide and operates in more than 50 coun-
tries around the globe. More than 
218,000 employees outside Germany 
generated around two thirds of the 
Group‘s sales of 73.1 billion Euros in 2016.

Complexity: The Gordian 
knot of the digital era

The complexity of global corporate 
structures is reflected in the correspond-
ing complexity of the IT landscape – un-
less of course, IT takes a more strategic 
approach. The word “strategic“ cannot 
be overemphasized in this context. Hav-

ing a strategy means you are planning 
for the long term and because strategy 
requires financial commitments. For 
both, the IT organization needs the full 
and active support of the Executive 
Board. 

“Many companies are reluctant to 
tackle the historical and business-related 
overgrowth of IT. And for good reason: 
After all, this task is like solving the Gor-
dian knot,“ says Tibor Kosche, Vice Presi-
dent International Cloud Sales at T-Sys-
tems Data Migration Consulting (DMC), 
who is responsible for Deutsche Tele-
kom‘s legacy systems shutdown project 
at DMC. “If you however want to con-
quer new lands in the age of digitization, 
you have to accept this challenge and 
change and simplify the IT landscape 
from scratch. To stick with the initial 
analogy: Alexander the Great, too, could 
not have gone on his triumphant cam-
paign in Asia, if he had tried to loosen 
the Gordian knot slowly. Instead, he cut 
it in half with a single blow of his sword.“

Deutsche Telekom‘s IT organization 
took on this Herculean task in 2012 and 
won the full approval of the Group Board 
of Management for the project. In a 
multi-year project, which was given the 
meaning ful  name “One.ERP “,  the 
three-digit number of ERP inventory sys-
tems was to be reduced to a single, cen-
tral ERP solution.

Every ERP specialist knows that a sim-
plification project like that is highly com-
plicated. One of the trickiest tasks is 
finding an answer to the question of 
what should happen to the legacy sys-
tems once the data has been transferred 
to the new central system. “There are 
three basic answers to this question. 
First of all, the legacy systems can con-
tinue to be operated and maintained as 
long as information stored in them must 
be retained because of legal require-
ments. Secondly, the legacy systems can 

be frozen in a kind of ‘time capsule‘ as an 
app in a virtual environment, stored on a 
DVD or another data carrier and started 
up as required – also until the end of the 
obligation to retain the information in 
the system. Alternatively, separating the 
stored information from the original ap-
plication with subsequently operating 
the extracted data and documents on a 
centralized platform is the third option,“ 
explains Tibor Kosche.

Centralization through 
historicization

Each of the three options comes with spe-
cific advantages and disadvantages. The 
simple continuation of operation is cer-
tainly the most costly, but programming 
errors and security gaps can be corrected 
and closed. When the old applications are 
put into a time capsule, the operating 
costs are practically zero, but program-
ming errors and gaps are also frozen in 
time. Another risk is that any necessary 
system adjustments can also no longer be 
made. This problem must not be underes-
timated because legal requirements 
change over time or new ones are added 
– as was the case with the General Data 
Protection Regulation (GDPR) recently for 
example. Finally, in the third scenario, op-
erating costs become a factor again. Al-
though, these are considerably lower than 
the operating costs for the legacy sys-
tems. Everything depends on the func-
tional scope of an information platform 
like that, in particular, the ability to ex-
tract all information from the legacy sys-
tems and connected document archives. 
That means: not only the data needs to be 
extracted, but also the documents that 
are stored in an SAP system, for example. 
This is the basic prerequisite for decom-
missioning the legacy systems. A second is 
to preserve the logic of transferred data 
and documents. Therefore, it makes more 

Legacy Systems

Shutdowns are Part 
of the Strategy
Heterogeneous system landscapes lead to greater complexity and less transparency. Standardization 
and centralization are the strategic answer. In case of the Deutsche Telekom, that also includes the 
shutdown of legacy systems.
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sense in this context to speak of historici-
zation – in contrast to classic archiving 
solutions, in which access to the archive 
still takes place via the original applica-
tion.

Deutsche Telekom, more precisely: the 
Telekom IT - GHS/ERP Solutions division, 
examined all three variants in a compre-
hensive analysis. Costs only made up a 
part of the decision criteria because avoid-
ing legal risks was just as important. Tibor 
Kosche sums up some additional consider-
ations at the time: “Even though the shut-
down of legacy systems and the imple-
mentation of a central information plat-
form were conceptually best suited to the 
‘One.ERP‘ strategy, further questions still 
had to be answered: How is a central plat-
form compatible with legal regulations on 
data location? Can data that requires spe-
cial protection be stored in a highly en-
crypted form? Lastly, the German govern-
ment is also one of the group‘s customers, 
how does the concept of secrecy of tele-
communications apply?“ Difficulties were 
compounded by the fact that only a hand-
ful of providers can offer a solution for 
separating information and source sys-
tems. If a decision made in favor of one 
supplier should prove to be a mistake 
during the project, only a few alternatives 
would be available, while doubts existed 
if these alternatives were of equal value at 
all. The existing offers therefore had to be 
examined particularly thoroughly.

Litmus test: acceptance

Ultimately, user acceptance is crucial for 
every IT project. It is not only about the 
agreement of those who work with the 
system-to-be-replaced on a daily basis, 
but also about those who only access it 
occasionally, for example internal or ex-
ternal auditors. The less hands-on prac-
tice you get, the more difficult it is to re-
member and relearn how a system 
works. Therefore, it is not only the tech-
nical, but above all the specialist know-
how of the implementation partner that 
counts. “Only those who speak the lan-
guage of the business users and can 
prove in support that they actually un-
derstand what they are talking about, 
can win over the experts from the busi-
ness departments,“ knows Tibor Kosche. 
“This ability is certainly one of the rea-
sons why the initial and at the same time 
typical reluctance of users has given way 
to great satisfaction.“

Telekom IT - GHS/ERP Solutions, Dete-
con and T-Systems Data Migration Con-
sulting have developed a standard pro-
cedure for deactivating IT applications 

using the JiVS platform to transfer data 
and documents from legacy systems. An 
important part of this process is the 
definition of views for the display of his-
torical information and data. These 
views need to reflect and retain the orig-
inal business logic. In the standard sys-
tem, SAP provides numerous standard 
views, of which only the read-only mode 
variants can be used for this purpose. Af-
ter all, information that has been histori-
cized must not be changed again after-
wards. These SAP-specific views are also 
available in JiVS, so that only a few views 
developed in-house needed to be imple-
mented within the project, which sig-
nificantly reduced the project effort.

“To give you a general idea, we can 
use the standard views in JiVS to map 95 
percent of the views that were pre-de-
fined with the specialist departments. 
While a project for the retirement of a 
large IT application usually takes more 
than twelve months, we manage, with 
the help of largely automated data 
transfer, to complete the historicization 
of a legacy system’s data at Deutsche 
Telekom in six to eight weeks on aver-
age,“ Tibor Kosche says confidently. The 
advantage of JiVS is that not only SAP 
ERP systems and applications can be 
shut down, but also those of other man-
ufacturers and in-house developments. 
Deutsche Telekom has already made 
positive experiences with this function-
ality and has switched off individual 
solutions and IBM Optim.

To this day, Telekom IT has shut down 
well over 100 legacy systems. If the his-
toricization of data was required, it was 
usually performed on the JiVS platform. 
The system retirement process model 
covers the complete shutdown proce-
dure and is so successful, that it has 
been certified by the auditing and con-
sulting company PWC. However, the 
project also passed the external litmus 
test in an audit by the local tax authori-
ty. It is important to note in this context, 
that some of the information that was 
requested by the auditors is not even 
stored at the implementation site of the 
central JiVS platform, but in local data-
bases on site – wherever national laws 
require it to be.

These successes have also been posi-
tively received by the Group Manage-
ment Board. The standard procedure 
for decommissioning legacy 
systems now has the fitting 
name “Retirement“ and is 
part of the Telekom IT 
strategy. This enables 
the German-based com-

pany to reduce IT complexity and save 
operating costs that go into the tens of 
millions Euros each year. The volume of 
historicized data and documents is now 
in the upper two-digit terabyte range. 
“We expect to reach 100 TB by 2019,“ 
adds Tibor Kosche. Nevertheless, the 
number of JiVS users is manageable with 
currently around 100 employees. Be-
cause access to the historicized informa-
tion is rarely necessary, only a few users 
are granted corresponding rights for 
each department.

Foundation for innova-
tions and compliance

However, the business benefits of a cen-
tralized IT landscape go far beyond cost 
savings. Centralization, for example, al-
lows processes to be largely standard-
ized across departments and national 
borders. This not only increases trans-
parency for the respective decision-mak-
ers, but also ensures and increases the 
quality of the individual processes.

www.jivs.com
www.telekom.com

Tibor Kosche is Head 
of JiVS & Global 
Solutions & VP 

International Cloud 
Sales at DMC.
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The timer has finally run out. Today 
on May 25th, the transitional peri-
od for the EU’s General Data Pro-

tection Regulation (GDPR) has ended. 
However, the technical and organizatio-
nal measures necessary to fully comply 
with the requirements of the regulation 
still appear to be slow to find their way 
onto the priority list of IT managers. Ac-
cording to an IDC press release on Octo-
ber 2017: „44 percent of the organiza-
tions surveyed have not yet started any 
specific measures to meet the require-
ments; moreover, many still lack a holi-
stic view of all personal data in the com-
pany.

„I can only confirm this situation from 
my numerous discussions with managing 
directors and board members over the 
past weeks and months,“ says Simon T. 
Oeschger, lawyer specializing in data pro-
tection law at the Swiss law firm Suffert, 
Neuenschwander and Partner. „Even the 
basic three questions - which data is sto-
red where and who can access it - make 
many of my clients panic.“

If you take a closer look, these observa-
tions are astonishing. Most of the princip-
les of the new regulation have been part 
of earlier legislation for years in Europe, 
such as in the German Federal Data Pro-

tection Act. These include the principles of 
data economy, proportionality, earmar-
king and transparency. „These things have 
all been known for years, but the previous 
iterations of the regulation hardly qualify 
as anything more than toothless tigers,“ 
recalls Simon Oeschger from his experien-
ce. Even the new GDPR does not make it 
easy for those in charge to understand the 
explosive nature of the issue.

No forest, just trees

According to Oeschger, the new regulati-
on is extensive and, in many cases, not ea-
sily understandable to laymen. „It’s the 
famous forest that you can‘t see for the 
trees,“ the lawyer sums up.

However, if one takes some of the new 
obligations from the regulations and looks 
at them more closely, their consequences 
quickly become apparent in all areas and 
levels of business: starting today, compa-
nies are obliged to provide information to 
customers and affected persons. They 
have the right to know what personal 
data the companies have stored, for what 
purpose the data was collected and 
whether storing the data was and still is 
permissible. In addition, companies must 
set up and maintain a register of purposes 
for which this data was collected and re-
tained. If it turns out that too much data is 
stored, the companies must be able to 
specifically delete individual records.

„At this point at the latest, it will be cle-
ar that the new legislation is a task for the 
management and board members,“ exp-
lains Simon Oeschger. „Moreover, the pro-
tection of personal data must become 
part of general risk management, which 
has both technical and organizational 
consequences. Of course, digital know-
how becomes a need for company ma-
nagement - which must be acquired if 
necessary.“

Nevertheless, according to Oeschger, 
there is no reason to panic. The most im-
portant thing is not to sit back and relax, 
because the deadline has not been met 
anyway. He recommends that a project is 
launched immediately to end the biggest 

Data Protection

You Save It, You Delete It
GDPR brings legacy systems to the attention of data protection officers -
technically as well as financially.

By Thomas Failer, Data Migration Services
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data protection deficits and thus gradual-
ly become compliant with the new law, 
even if this can only be achieved after the 
deadline. Starting now also reduces legal 
risks: The draconian fines are imposed on 
a case-by-case basis and previous efforts 
made to comply with the new regulation 
are taken into account. 

Five steps to a
privacy culture

The first step on the way to proper digital 
risk management is data collection. The 
company must determine exactly which 
personal data is stored where. This is the 
prerequisite for step two, the GAP analy-
sis. It is used to determine the main risks 
and thus, thirdly, their weighting, from 
which a prioritized list of the measures to 
be taken can be derived directly. Accor-
ding to Oeschger, the fourth step then is 
the implementation of the measures 
from this list. This includes processes as 
well as re-wording contracts and regular 
training of staff. The fifth step is to intro-
duce and live a data protection culture 
based on iterative processes. „Corporate 
leaders must understand that data pro-
tection is not a one-off project,“ stresses 
Simon Oeschger. Rather, a data protecti-
on culture is characterized by iterative 
processes such as regular revisions and 
risk analyses.

Everything starts with taking stock of 
your data. However, companies must not 
stop at the productive systems because 
due to various storage obligations and 
periods, some of the personal data 
worthy of protection may be found in le-
gacy systems. The rule of thumb here is: 
the larger a company, the higher the pro-
portion of data in legacy systems.

The first Application Landscape Report 
by Capgemini revealed already in 2011 
that half of the large companies expect to 
shut down every second legacy system. 
And in the 2014 report, respondents sta-
ted that this was not just a possibility, but 
a necessity. In many cases, this is due to 
the modernization of the ERP landscape 
in recent years, which has been accompa-
nied by consolidation and centralization 
efforts at the same time. Put in simple 
terms: many different legacy systems are 
migrated to a few central live systems. 
However, only part of the data is transfer-
red to the new environment.

With the upcoming migration to S/4 
Hana, this wave of consolidation and cen-
tralization will continue to swell. Despite 
all the initial difficulties with the market 
launch and ongoing criticism from the 
SAP community, an online survey of 500 

decision-makers in German-speaking 
countries conducted by the German-spe-
aking SAP user group (DSAG) in early 
summer 2017 shows that almost 64 
percent of the companies surveyed are 
now investing in SAP S/4 Hana in cloud 
and on-premise versions. By 2020, one 
third of existing SAP customers will 
switch to SAP’s new software generation, 
and another 20 percent are already plan-
ning migration for the period after 2020.

More than a
simple necessity

One of the main reasons for consolidation 
and centralization is cost savings. Swit-
ching to new software generations costs a 
lot of money - money that is not readily 
available. According to a DSAG survey, IT 
budgets for 2017 grew by an average of al-
most five percent over the previous year.

Even such a significant increase will not 
be enough to provide IT departments with 
the financial resources they will need to 
digitize their businesses and their busi-
ness models. The reason that no more 
funds are available is that around 80 
percent of the total IT budget is used up 
by IT operations, while only 20 percent is 
available for investments in innovations. 
Surveys have shown this result time and 
time again. 70 percent of this is often due 

to the cost of legacy systems alone. In con-
trast, a division of 60 percent for IT opera-
tions and 40 percent for innovations 
would be ideal on a permanent basis. 

However, this goal can only be met if 
the old systems are permanently switched 
off. „This is precisely where the intersecti-
on between data protection and business 
management lies,“ stresses Simon Oe-
schger. „Because by taking stock in step 
one, the old systems come back into focus. 
Companies simply cannot afford to put 
them back into operation just because of 
the General Data Protection Regulation.“

In addition to cost considerations, ho-
wever, there are also technical limitations. 
For example, many legacy systems do not 
offer any possibility to delete specific data 
records. Retrofitting them is also not pos-
sible in many cases, because at least some 
of these systems have already been taken 
out of the manufacturer‘s maintenance or 
are in read-only operation.

Historicization
instead of archiving

What is needed is a change of perspecti-
ve. Often one problem turns out to be 
the solution for another. If the new regu-
lation makes it necessary, but too expen-
sive, to continue operating legacy sys-
tems or even to get them out of hiberna-
tion; if also, on the other hand, there is 
not enough budget for the modernizati-
on of IT, but modern systems are needed, 
then there is only one way out: to end 
the expensive operation of legacy sys-
tems and thereby permanently cut the 
associated operational cost. This is whe-
re compliance becomes much more than 
a simple necessity. However, a new 
approach to data management is a must. 
This new approach applies not only to 
data, but also to documents containing 
personal data.

Moreover, data and documents do not 
exist on their own, but need to be put into 
a specific business context. To be able to 
decide and justify whether personal in-
formation was collected and stored in ac-
cordance to the new regulation, this cont-
ext must also be preserved if one wants 
to switch off legacy systems in the long 
term. It‘s not about archiving, but about 
managing the entire life cycle of informa-
tion. Regarding legacy data and docu-
ments, it therefore makes more sense to 
speak of historicization.

As with the modernization of IT sys-
tems environments, the principle of stan-
dardization also applies to the historiciza-
tion. This is a core feature of JiVS, a central 
solution for managing historical data and 

It‘s the famous forest that 
you can‘t see for the trees.

Simon T. Oeschger, is a lawyer special-
ized on data protection at Swiss law 
firm Suffert, Neuenschwander und 

Partner, speaking about GDPR. 
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documents. With 
the help of the Java- 
based platform and its compo-
nent „JiVS History for GDPR“, the informa-
tion transferred from decommissioned le-
gacy systems can be documented with 
retention periods and deleted irretrievab-
ly and automatically after the legal reten-
tion periods have expired. In addition, this 
comprehensive „retention management“ 
allows automatic deletion to be suspen-
ded in exceptional cases such as ongoing 
court proceedings at the level of individu-
al data records and documents in the sen-
se of a so-called legal hold.

In practice, JiVS 
has proven to cut 

operating costs by 80 
to 90 percent after the 

decommissioning of the 
old systems. With the remai-

ning 10 to 20 percent, the legacy 
data, including SAP business logic, can 
continue to be used for compliance rea-
sons. This also offers a unique opportuni-
ty to clean up the existing records and 
especially the master data. Especially this 
last adjustment is decisive for the success-
ful move to S/4 Hana for cost reasons. 
Moreover, this applies equally and wi-
thout restriction to compliance with the 
requirements of GDPR in order to comply 
with the principle of data economy.

Conclusion

Existing SAP customers are in a dilemma 
between budget constraints on the one 
hand and the pressure to innovate and 
compliance requirements in accordance 
with the General Data Protection Regu-
lation on the other. The closure of old 
systems and archives is the way out of 
this impasse. Intelligent platforms re-
duce the number of operational SAP sys-
tems and the amount of information 
they contain. JiVS creates the necessary 
financial freedom for the new generati-
on of SAP software and makes the IT 
landscapes of existing customers we-
atherproof for current and future com-
pliance requirements. Then you can start 
deleting.

dms-ag.ch

www.jivs.com
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T he first blueprint of a General Elec-
tric-owned steam boiler is over a 
hundred years old and just one of 

over ten million PDF documents on boilers 
from various eras, series and designs. The-
se technical documents do not only hold 
historical value, but are also extremely 
valuable intellectual property that must 
be protected against loss and theft. This 
realization provided the spark for a central 
information management project inclu-
ding the decommissioning of legacy sys-
tems. In a large-scale initiative, archives of 
boiler documents – mostly available on pa-
per – were put on record worldwide and 
digitized as PDF scans. At the same time, 
they were stored centrally and securely. Af-
ter all, crown jewels belong in the safe – 
which in this case is called JiVS at GE Pow-
er, the company‘s energy division based on 
fossil fuels, and is a product of Swiss com-
pany Data Migration Services.

General Electric has made industrial his-
tory - not only because of its countless in-
ventions and their effects on economic 
structures and entire societies. It is true 
that modern life would be hard to imagine 
without GE aircraft engines, its medi-
cal-technical equipment and systems for 
classical, renewable and small-scale ener-
gy generation. However, beyond the in-
ventions, the company‘s history and suc-
cess have been marked by countless acqui-
sitions, mergers, sales and spin-offs of 
companies and business units.

„That‘s what happened when GE ac-
quired Alstom in 2014,“ recalls Peter Thom-

as, Technical Product Manager at GE Pow-
er, who is responsible for securing and 
managing development data and docu-
ments and introducing the latest IT inno-
vations. „Because of competition law, part 
of Alstom had to be spun off and went to 
an Italian company.“ However, that also 
meant neatly separating the business doc-
uments and technical information that 
was accumulated over decades in the 
Alstom heritage in order to avoid knowl-
edge loss and -outflow – quite the Hercu-
lean task.

Heterogeneous, complex, 
expensive

Unlike business data in ERP systems, tech-
nical data and documents from engi-
neering and also service, including main-
tenance and repair, are generally only 
partially digitized – according to estimates 
at similar companies with a long history 
such as GE Power at a rate of around 20 
percent. As IT developments and digiti-
zation progress, that rate is increasing 
sharply. For historical reasons, the remain-
ing information produced before the IT 
revolution of the 1980s is still available on 
paper, picture cards or microfilms and is 
distributed across local archives in various 
countries. The digitized information is also 
often scattered across different locations 
and countries and can be found on shared 
drives, in application-led databases and 
document management systems.

This heterogeneity of data sources, da-

tabases and applications is typical for large 
companies and their historically grown IT 
environments. GE is no exception. The ap-
proximately 270,000 employees world-
wide work with over 10,000 different ap-
plications. „Although there are few sys-
tems still in development at GE, the basic 
problem remains. The information is dis-
tributed and available in different for-
mats,“ explains Peter Thomas, stressing: 
„From a company‘s perspective, this has 
serious consequences. We are talking 
about nothing less than the intellectual 
value chain in which the most valuable as-
sets are created and these are the founda-
tion of the engineering systems.“

Centralization and standardization is 
the magic formula for mastering this het-
erogeneity, affecting both the system 
landscape and processes. In many cases, it 
is not only the different GE divisions and 
acquired companies that operate differ-
ently, but also the locations and various 
units of one and the same business seg-
ment. To change this situation, GE Power‘s 
Chief Engineers, who are responsible for 
unifying the global development process, 
launched an initiative to homogenize the 
system environment as part of the Alstom 
acquisition.

What about legacy 
applications?

With every harmonization and conversion 
to a uniform central system, the question 
immediately arises what is to happen to 

Protecting the 
Crown Jewels

General Electric protects intellectual property in their fossil energy business unit with a unified strategy 
for data management and the decommissioning of legacy systems – and saves a lot of money. 

by Tobias Eberle, Data Migration Services
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legacy applications and the underlying da-
tabases and inventories. „The idea of 
switching off many different legacy sys-
tems and replacing them with a central ap-
plication is immediately obvious in this 
context, is simple and, for this very reason, 
so captivating. However, putting this idea 
into practice is a completely different, 
much more difficult matter,“ warns Peter 
Thomas. „Because not only applications do 
have a unique lifecycle, but also the data 
and documents created and processed in 
them. If you want to shut down systems, 
you have to ensure that the information is 
managed independently of the applica-
tions.“

Dissolved, clean, compliant

By separating the application and informa-
tion layers, data management like this dif-
fers fundamentally from the alternative 
archiving approach. On the one hand, the 
extracted data and documents must still 
be usable in the new application land-
scape. On the other hand, not only the in-
formation itself but also its business con-
text must be preserved. The latter is par-
ticularly important for legal reasons. 

Energy generation and supply plants 
are subject to strict, and in some cases di-
vergent, regulation in all countries. Be-
cause of the longevity of these systems, all 
relevant information, from construction 
plans, parts and materials used, through 
permits, to maintenance and repair docu-
ments, must be stored in an audit-proof 
manner for several decades. As a rule of 
thumb, the retention period is at least thir-
ty years. In the case of nuclear power 
plants, that periods can be fifty years and 
longer. In addition, many components are 
subject to export controls in the energy 
sector. For this reason, associated docu-
ments such as building plans must not be 
accessible in all countries. Some may not 
leave the site, for others, official permits 
are mandatory in order to be able to access 
them.

„In practice, we have to be able to prove 
quickly which component was installed 
when, why and by whom. At the same 
time, we must ensure that the correct ex-
port control classification is assigned to all 
relevant documents. We are talking about 
far more information than just the con-
struction plan of the single part in ques-
tion,“ says Peter Thomas. „This complete 
package of data and documents is usually 
only available in the original application, 
access is regulated by clear authorizations. 
To be able to shut down that application, 
we must therefore ensure that the addi-
tional data is transferred completely and in 

the correct context with the documents to 
the central information platform“.

The maintenance of this metadata as 
well as the master data for documents is 
therefore an essential part of the project to 
shut down legacy systems at GE Power. 
Only if this data is properly maintained, 
queries are possible for legal and, even 
more so, for business reasons. This is the 
only way for maintenance teams or quality 
managers in example, to have all docu-
ments relating to damage to a gas turbine 
in a power plant in a specific Asian country 
displayed at the touch of a button. If qual-
ity managers find that this damage is more 
frequent than just in that single plant, 
even older construction plans should be 
available to developers and engineers to 
make improvements to the damaged parts 
in question. This must of course be possi-
ble in the new central system. Data and 
documents originating from decommis-
sioned systems must therefore be convert-
ed into formats that can be used in the suc-
ceeding systems. Conversely, documents 
from new applications will become obso-
lete at some point too and must therefore 
be stored as well in the central platform for 
information management.

Legally compliant platform

„This is the only way to close the informa-
tion management cycle,“ stresses Peter 
Thomas. „The catalogue of requirements 
for a legally compliant platform for infor-
mation management is high accordingly. 
Fortunately, there has already been a simi-
lar project to standardize the system land-
scape in the ERP environment.“ His col-
leagues had already examined the market 
and corresponding offers. JiVS proved to 
be the only solution that was able to meet 
all requirements for a legally compliant, 
context-dependent management of the 
entire information lifecycle for both struc-
tured and unstructured data.“ 

The first project in the area of Product 
Lifecycle Management (PLM) from 2014 to 
2016 at GE involved detaching over ten mil-
lion PDF documents on steam boilers, 
which were stored at six different loca-
tions in different systems, including a PLM 
application in Ashby in Great Britain and a 
document management solution in Stutt-
gart. All documents were to be migrated to 
the central JiVS platform, which is imple-
mented at the GE-Power location in Baden.

Available, reliable, reusable

„This was the opportunity to design and 
implement an ideal process for informati-
on migration,“ reports Peter Thomas. „The 

starting point was to distinguish between 
active and inactive information.“ Only the 
active ones that are needed in daily work 
should be transferred to the new GE Power 
PLM central system. Inactive data and do-
cuments, on the other hand, which are 
only occasionally relevant for business or 
must be kept exclusively for verification 
purposes, were transferred to JiVS.

After the data and documents had been 
extracted, the master data and metadata 
had to be maintained, cleaned and, if 
necessary, transformed. At the same time, 
the documents were indexed in several 
languages using OCR recognition to enable 
full text search. Neutral file formats were 
defined for reuse, PDF and TIFF for docu-
ments and STEP and 3D PDF for drawings 
or plans. Finally, a kind of stamping system 
was implemented in JiVS with which every 
call to a document from JiVS could be tra-
ced, in particular in order to fulfill the re-
quirements of export control. The stamps 
are used in the same way when documents 
are transferred from the live system to 
JiVS. Basically, the whole thing resembles a 
classical library system, where every new 
addition as well as every loan is recorded 
without gaps.

Since September 2017, both the system 
in Stuttgart and the solution in Ashby have 
been completely replaced after the docu-
ments had been migrated to JiVS in full. As 
these included management documents 
and even personnel files, access to them 
had to be severely restricted. After all, in 
the case of personal data for example, the 
strict requirements imposed by the GDPR 
must be fulfilled.

Tobias Eberle 
is CEO at Data Migration Services.
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„The project was a complete success,“ 
says Peter Thomas happily. „All docu-
ments are still available worldwide and 
can be searched for in English, French, Spa-
nish and Italian. Users can be sure that the 
content is correct and consistent. They can 
also use them in the new environment if 
required. Available, reliable, reusable, that 
is the value of information for a company.“ 
Already during the project, Peter Thomas 
received further requests for migrations 
and system shutdowns. These included 
two initiatives to replace product data 
management (PDM) systems in Switzer-
land and Sweden. In the course of the ac-
companying migrations, the procedure 
model for data transfer was further re-
fined. On the one hand, the CAD drawings 
stored in JiVS should be reusable in the la-
test CAD environment, i.e. CATIA 5, outsi-
de the central PLM solution. Secondly, a 
new category of migrated data was crea-
ted for information that could not yet be 
transformed and normalized due to time 
constraints. Nevertheless, auditability du-
ring migration to JiVS is guaranteed 
because the unchanged transfer from the 
legacy systems is completely documen-
ted. Both of the legacy PDM solutions in 
Switzerland and Sweden are to be shut 
down by the end of 2018. Only the last two 
released versions of the affected docu-
ments are transferred to the central PLM 
system for daily work.

Efficient, effective, 
valuable

The advantages of a central, compa-
ny-wide platform for information man-
agement are obvious: With the right back-
up strategy, data and documents are pro-
tected against loss. Authorizations and 
control prevent unauthorized access, 
whether accidentally or with intention. In 
the case of reorganization through acquisi-
tions and sales, the information assets can 
be separated or merged with much less ef-
fort than in heterogeneous IT landscapes 
or in the paper world, since there are com-
plete records available. Legal requirements 
and other obligations to provide informa-
tion and proof can be fulfilled at the push 
of a button. In addition, information can 
be retrieved, searched and used in current 
business cases within seconds worldwide. 
This is both efficient and effective.

Necessary persuasion

„Yet we have to convince business users 
and those responsible for applications 
time and again. My team and I are always 
confronted with the question why these 

advantages would not be achieved much 
easier and, above all, faster if all the old in-
formation assets were simply transferred 
to a new, central environment,“ complains 
Peter Thomas. His answer is always the 
same: „Because it‘s too expensive in the 
long run.“ Of course, it takes longer initially 
to clean, normalize, enrich and, if neces-
sary, transform the information before it 
can be reused. However, this is the only 
way to preserve the required business con-
text of the information for business and 
legal purposes independently of the legacy 
systems – so that these legacy systems fi-
nally can be switched off.

Economic advantages

With JiVS, GE Power saves on average 80 
percent of operating costs compared to 
keeping legacy systems active. In addition, 
the reduced search times and the resulting 
contribution to value creation – those who 
find construction plans faster can also 
write more maintenance orders – add up 
to several million Euros per year for 50,000 
employees in this business unit alone. 
„Our information management based on 
JiVS is much cheaper than an archive, but 
as valuable as a treasure,“ concludes Peter 
Thomas.

His plans however, go much further: 
„Considering that the lion‘s share of infor-
mation  still exists on paper, it quickly be-
comes clear that the potential of our cen-
tral information management is far from 
being exhausted.“ He estimates that 
around 90 percent of the documents in 
the paper archives can be completely digi-
tized. The rest are documents that have a 
historical value and should therefore con-
tinue to be preserved in their original 
form, as well as documents whose legal 
validity depends on signatures that have 
been produced once and cannot subse-
quently be digitally reproduced. Here, too, 
the financial argument is decisive. The ex-

penditure for the paper archive in Baden 
alone, which contained approximately 16 
kilometers of shelfs – 50 million docu-
ments – adds up to considerable mainte-
nance costs for archivists and rent each 
year. In addition to file maintenance, the 
financial impact of physical security re-
quirements imposed by law for archive 
rooms and buildings cannot be ignored. 
After all, the files must not only be effec-
tively protected against burglary, but also 
against fire and flooding. „I have calculat-
ed the profitability of digitizing the paper 
stocks in the engineering department for 
three archives and thereby determined an 
almost six-digit savings sum per year in US 
dollars,“ says Peter Thomas.

Mental and 
physical world merge

In the long term, however, he sees an even 
greater advantage than cost reductions. 
With the conversion of the paper archives 
to JiVS, the development would achieve a 
similarly high degree of digitization as the 
transaction-oriented world of ERP. „If de-
velopment and ERP could access the same 
pool of information, the intellectual and 
physical value chain could be merged. As a 
group, you would then be as agile and flex-
ible as the medium-sized businesses right-
ly praised for this quality. In short: the right 
people could then access your crown jew-
els at the right time and in the right con-
text, thus further increasing the treasure.“

www. dms-ag.ch

PLM/Engineering – ERP/Commercial – Legacy Data Transition to JiVS Digital Archive.

jivs.com
www.ge.com
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In 2025 at the latest, the time will have 
come: There will be no more main-
tenance provided for older SAP relea-

ses. Until then, existing SAP customers 
should already have migrated to S/4 

Hana. The corresponding announcement 
from Walldorf was made in 2015. Even in 
2018, the number of companies who have 
already migrated is still in the single-digit 
percentage area, and the figure of exis-
ting SAP customers who successfully 
migrate to Hana with the provided stan-
dard conversion tools may be just as low. 
That’s because although they work excel-
lently, they only have advantages for 
customers who have remained in the SAP 
standard.

Considering the estimated 50,000 
customers worldwide in the ERP area alo-
ne – from which 20 percent are located in 
Germany, Austria and Switzerland – these 
findings are a problem: It’s common 
knowledge that the vast majority of SAP 
users has invested a lot of time and mo-
ney into the company-specific adaptation 
and modification of their SAP systems to 
be able to meet every requirement in 
each area of business. This is a testimony 
to the massively increased usage of SAP 
solutions in companies, especially if com-
pared to the last major release change 
from R/2 to R/3. Therefore, it is no exag-
geration to speak of a Herculean task 
when talking about transferring the data 
that is stored in the existing ERP systems 
into the new software world.

Migration as a cost trap: 
lack of experts

In the enterprise environment, approxi-
mately 5,000 man-days are needed for 
data migration. Even if an average of 
2,000 man-days per project is assumed, a 
capacity need of 20 million man-days in 
the D/A/CH market alone would arise, 
which translates to 3.2 million per year. 
Even if the entirety of the estimated 
2,000 experts for data migration in Ger-
man-speaking countries were to work 365 

days a year, there would only be capaci-
ties available of 730,000 man-days a year. 
And even if vacations and other leaves are 
out of the equation, five times the num-
ber of migration experts would be nee-
ded to complete all of the projects by 
2025.

As this is not possible according to Co-
cker, other ways must be found: The le-
gacy systems will continue to be operated 
- even after maintenance will no longer 
be provided - and exist next to the new 
software generation which exclusively 
stores new data. This practice will inevita-
bly lead to a significant increase in invest-
ment as well as operating costs for the 
deployment of the new S/4 Hana landsca-
pe and the continued operation of exis-
ting systems. Only a few businesses will 
be capable of and willing to pay this addi-
tional cost.

In this scenario, the continued operati-
on of old systems would also be inevitab-
le if data was only partially transferred 
into the new software world until 2025. 
Because even in the case of partial migra-
tion, the data will be mapped onto the 
new structures. Auditors and tax consul-
tants would therefore not recognize that 
the migrated data is the original one. 
Who would want to take responsibility 
for that, then?

Both scenarios are unsatisfactory - not 
only for existing SAP customers who ope-
rate with the maintenance deadline 2025 
in mind, but also for those who want to 
make S/4 Hana the basis of their digitiza-
tion strategy. Especially the latter cannot 
and will not afford to see their self-impo-
sed time schedule for switching to the 
new software generation endangered 
due to a lack of market resources.

There is only one solution to escape 
the cost and compliance trap: completely 
removing the data from existing SAP sys-

S/4Migration

Shutdown legacy systems 
are the way to S/4 Hana
First and foremost, digital transformation means a modernization of corporate IT.
Only then digital business models become possible. The shortest and most efficient way to a new 
software generation like S/4 Hana is the decommissioning of legacy systems.

By  Thomas Failer,  Data Migration Services
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tems without changing its structure and 
storing it in an audit-compliant way on a 
neutral platform. Naturally, data as well 
as unstructured information - like busi-
ness-related documents for example - 
have to be stored with their correspon-
ding business context. That’s why it ma-
kes more sense to speak of historicizing 
old information than of archiving it.

Data: less is more

This approach allows for the complete de-
commissioning of old systems as they are 
no longer needed, therefore achieving 
massive savings in operating costs. The sa-
ving potential typically is 60 to 80 percent 
compared to the continued operation of 
legacy systems. In addition, this approach 
also leads to cost and time savings in data 
migration. That’s because with a platform 
like this, a precise selection of the data 
which is to be transferred and adapted to 
the new SAP world becomes possible. Ex-
perience shows that up to 75 percent of 
migration efforts and the associated costs 
can be avoided this way. Because even 
when only partially migrating, the 80/20 
rule still applies: on average, only a fifth of 
existing data has to be transferred to the 
new system, the remaining four fifths re-
main on the neutral platform.

Whoever is doubting this massive re-
duction just has to consider how many du-
plicate data accumulates in legacy sys-
tems over the years. After all, the number 
of SAP systems used and that of the asso-
ciated data bases has increased conti-
nuously and significantly. For this very rea-
son, there were more and more projects to 
consolidate and centralize systems over 
the last few years. Companies who carried 
out those projects took the chance to not 
only reduce their data inventory by dele-
ting duplicates, but also to clean up and 
repolish their master data. If looking at it 
that way, the migration to S/4 Hana is the 
ideal opportunity for only adopting nearly 
perfect master data. The cleaning up is 
even easier if less data has to be migrated 
to the new software generation.

Efficiency and 
compliance through 

shutdown legacy systems

With a platform for historicizing and 
migrating old data and documents, this 
scenario becomes possible. Furthermore, 
the access to historicized information re-
mains unrestricted and easy. This has two 
decisive advantages. On the one hand, ol-
der data and documents can be integra-

ted into ongoing business processes, even 
if their migration is not worthwhile. For 
example, service staff in plant enginee-
ring can access historicized construction 
plans on their tablet and use it for their 
current projects for reference.

On the other hand, however, such a 
platform grants companies full legal secu-
rity. Since the migrated information is sto-
red on the neutral platform in its original 
format and structure as well as in an au-
dit-proof manner, it is possible for internal 
and external auditors to certify its au-
thenticity. At the same time, the users 
have the possibility to continue working 
seamlessly with migrated data inside the 
structure of the new software generation.

In all of these scenarios, special de-
mands are placed upon the described 
platform for historicizing and migrating 
old data and documents. Therefore, the 
solution must be capable of reliably and 
verifiably extracting all of the data and 
documents from old systems and store 
them without changing their structure. At 
the same time, however, the information 
has to be converted into a modern data 
format to enable the eventually necessary 
or also desired migration to S/4 Hana or 
even third-party systems. What is more, 
the display of historicized information 
should be device-independent. That way, 
not only professional users, but also em-
ployees of the internal audit department 
and external auditors can easily access it. 
In this case, a purely browser-based solu-
tion would be ideal in order to not have to 
install, maintain or learn how to operate 
new software.

If looking at it from the client’s per-
spective, it is, of course, crucial that such 
a solution supports them in their decision 
of which data should be migrated to the 
new software generation such as S/4 
Hana, and which data should not. Confi-
gurable tools as part of the platform 
should be provided. They could help  by, 
for example, automatically searching for 
accounting areas that are no longer rele-
vant. These can include plants or subsidia-
ries which have been closed down or sold. 
It simply does not make sense to migrate 
this old and, most of the time, useless in-
formation.

What is more, with the new software 
generation also comes a new generation 
of compliance requirements at the same 
time. Of course, the General Data Protec-
tion Regulation (GDPR) is a well-known 
example. Indeed, with GDPR we are ente-
ring a new digital era. Before, the princip-
le was to save everything and anything 
and delete nothing, not even unintentio-
nally or as a mistake. Now, companies 

must possess the ability to not only save 
individual data precisely and purposeful-
ly, but to also delete it in the same man-
ner. Naturally, this doesn’t just apply to 
productive systems, but also to legacy 
ones. However, in some cases it is impos-
sible to retrofit systems for these proces-
ses.

A platform for historicizing and migra-
ting old data can help here, too. Of course, 
it needs comprehensive retention ma-
nagement functionalities regarding re-
tention periods, automatic and manual 
deletion and suspension of deletion pro-
cesses in case of, for example, court pro-
ceedings. In Anglo-Saxon countries this is 
called legal hold. In a case like this, it must 
be known exactly which data of a person 
has to be suspended. Therefore, with the 
help of the platform, it must also be pos-
sible to determine all the information as-
sociated with a particular data record, 
preferably at the push of a button, in or-
der to ensure that all of the data in ques-
tion is obtained. Obviously, this also ap-
plies to the opposite case, for example if a 
client requests to enforce their right to be 
forgotten in accordance with GDPR.

“Zur Rose“ 
migrates to S/4 Hana

One question still remains: Does such a 
platform actually exist, and if so, are the-
re clients who already migrated to S/4 
Hana with its help or are in the very pro-
cess of doing so? Europe’s largest mail-or-
der pharmacy Zur Rose - in Germany the 
subsidiary DocMorris might be more fa-
miliar - is leading the way. The company 
has implemented a central S/4 Hana solu-
tion to which only current and relevant 
data is to be transferred. The business ex-
pects to reduce the total data inventory 
by 30 percent through cleaning up dupli-
cate data and to increase the quality of 
their master data accordingly. Furthermo-
re, Zur Rose expects annual six figure sa-
vings in operating costs from the gradual 
shutdown of all legacy systems. In nume-
rous national and international customer 
projects, the tried-and-tested platform 
JiVS will be involved and used for histori-
cizing and migrating legacy information.

Also have a look at the
community info on page 103

jivs.com
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strukturierten Informationen wie zum Bei-
spiel geschäftliche Dokumente zusammen 
mit ihrem Geschäftskontext abgespeichert 
werden, sodass es sinnvoller ist, von Histori-
sierung der Altinformationen zu sprechen 
statt von ihrer Archivierung.

Daten: Weniger ist mehr

Dieser Ansatz erlaubt zum einen, die Altsys-
teme danach komplett abzuschalten und 
dadurch massive Einsparungen bei den Be-
triebskosten zu erzielen. Das diesbezügliche 
Einsparpotenzial liegt typischerweise bei 
60 bis 80 Prozent gegenüber dem Weiter-
betrieb der Altsysteme. Darüber hinaus 
aber ermöglicht diese Vorgehensweise Kos-
ten- und Zeitersparnisse bei der Daten-
migration. Denn eine solche Plattform er-
laubt die gezielte Auswahl derjenigen Da-
ten, die in die neue SAP-Welt übernommen 
und an deren Strukturen angepasst werden 
sollen. Die Erfahrung lehrt, dass sich da-
durch bis zu 75 Prozent des Migrationsauf-
wands und der damit verbundenen Kosten 
vermeiden lassen. Denn auch bei der teil-
weisen Datenmigration erweist sich die 
80/20-Regel als gültig: Nur ein Fünftel der 
Datenbestände muss im Durchschnitt in 
das neue System übernommen werden, die 
restlichen vier Fünftel bleiben auf der neu-
tralen Plattform.

Wer an einer so großen Reduktion Zwei-
fel hat, muss sich nur einmal vor Augen füh-
ren, wie viele Dubletten über die Jahre in 
den Altsystemen anfallen. Schließlich ist die 
Zahl der eingesetzten SAP-Systeme und der 
zugehörigen Datenbanken kontinuierlich 
gewachsen. Genau aus diesem Grund gab 
es in den zurückliegenden Jahren vermehrt 
Projekte zur Systemkonsolidierung und 
-zentralisierung. Diese Unternehmen haben 
die Chance ergriffen, nicht nur ihren Daten-
bestand durch Löschen der Dubletten zu 
verkleinern, sondern auch ihre Stammdaten 
zu bereinigen. Im Grunde ist der Release-
wechsel auf SAP S/4 Hana die ideale Gele-
genheit, nur noch möglichst perfekte 
Stammdaten zu übernehmen. Dabei fällt 
die Bereinigung umso leichter, je weniger 
auf die neue Softwaregeneration migriert 
werden muss.

Effizienz durch  
stillgelegte Altsysteme

Mit einer Plattform für die Historisierung 
und Migration von Altdaten und -doku-
menten ist genau das möglich. Hinzu 
kommt: Der Zugriff auf sämtliche histori-
sierten Informationen bleibt uneinge-
schränkt erhalten. Das hat zwei entschei-
dende Vorteile: Daten und Dokumente kön-
nen in laufende Geschäftsprozesse einge-

bunden werden, selbst wenn sich deren 
Migration nicht lohnt. Zum Beispiel können 
Servicemitarbeiter im Anlagenbau auf his-
torisierte Baupläne oder Wartungsberichte 
per Tablet zurückgreifen und für ihre aktuel-
le Arbeit verwenden.

Zum anderen aber haben die Unterneh-
men volle Rechtssicherheit. Da ja auch die 
migrierten Informationen auf der Plattform 
im Ursprungsformat und in der ursprüngli-
chen Struktur revisionssicher vorgehalten 
werden, können interne und externe Prüfer 
ihre Echtheit testieren. Gleichzeitig haben 
die Anwender die Möglichkeit, mit den 
migrierten Daten in der Struktur der neuen 
Softwaregeneration weiterzuarbeiten.

All diese Szenarien stellen an die hier be-
schriebene Plattform für die Historisierung 
und Migration von Altdaten und -doku-
menten besondere Anforderungen. So 
muss die Lösung in der Lage sein, zuverläs-
sig und nachweislich wirklich sämtliche Da-
ten und Dokumente aus den Altsystemen 
zu extrahieren und in ihrer Struktur unver-
ändert abzulegen. Gleichzeitig aber sind sie 
in ein modernes Datenformat zu überfüh-
ren, was die eventuell erforderliche oder ge-
wünschte Migration in SAP S/4 Hana oder 
sogar Drittsysteme ermöglicht. Die Anzeige 
der historisierten Informationen sollte ge-
räteunabhängig sein, damit Fachanwender, 
aber auch Mitarbeiter der internen Revision 
oder externe Prüfer einfach darauf zugrei-
fen können. Hierfür bietet sich natürlich 
eine rein Browser-basierende Lösung an, so-
dass auf keinem Endpunkt neue Software 
installiert, gewartet und deren Bedienung 
erlernt werden muss.

Aus Kundensicht ist es natürlich von ent-
scheidender Bedeutung, dass eine solche 
Lösung sie bei der Entscheidung unter-
stützt, welche Daten auf die neue Software- 
generation wie SAP S/4 Hana migriert wer-
den sollen und welche nicht. Hierfür bieten 
sich konfigurierbare Tools als Teil der Platt-
form an, die den historisierten Datenbe-
stand automatisiert zum Beispiel nach Bu-
chungskreisen durchsuchen, die keine Ent-
sprechung mehr in der Realität haben. Das 
können unter anderem stillgelegte oder 
verkaufte Werke und Tochterunternehmen 
sein. Es ergibt schlicht keinen Sinn, diese Al-
tinformationen zu migrieren.

Hinzu kommt, dass die neuen Software-
generationen auf eine neue Generation  
von Compliance-Anforderungen treffen. 
Exemplarisch ist hier natürlich die euro-
päische Datenschutz-Grundverordnung 
(EU-DSGVO) zu nennen. Damit betreten wir 
in der Tat ein neues Zeitalter. Galt früher der 
Grundsatz, lieber alles zu speichern und nur 
ja nichts zu löschen, und sei es auch nur aus 
Versehen, müssen heute die Unternehmen 
über die Fähigkeit verfügen, nicht nur ge-

zielt zu speichern, sondern auch gezielt zu 
löschen, und zwar auf der Ebene des einzel-
nen Datensatzes. Dies gilt freilich nicht nur 
für die Produktiv-, sondern eben auch für 
die Altsysteme. Darunter befinden sich al-
lerdings einige, die gar nicht für das Löschen 
nachgerüstet werden können.

Auch hier kann eine Plattform für die 
Historisierung und Migration von Altdaten 
Abhilfe schaffen. Freilich braucht sie dafür 
umfassende Retention-Management-Funk-
tionalitäten zu Aufbewahrungsfristen, au-
tomatischem und manuellem Löschen, 
aber auch zum Aussetzen des Löschvor-
gangs etwa für Gerichtsverfahren. Im an-
gelsächsischen Raum heißt diese Funktio-
nalität Legal Hold. In einem solchen Fall 
muss man natürlich wissen, welche Daten, 
zum Beispiel zu einer Person, gesperrt wer-
den müssen. Mithilfe der Plattform müssen 
sich also auf Knopfdruck auch alle mit ei-
nem bestimmten Datensatz zusammen-
hängenden Informationen ermitteln las-
sen, um ganz sicherzugehen, dass wirklich 
alle infrage kommenden Daten erfasst wer-
den. Dies gilt selbstverständlich ebenso für 
den umgekehrten Fall der Bitte eines Kun-
den, alle zu ihm erfassten Daten nach EU-
Recht zu löschen.

 Zur Rose migriert auf S/4
 
Bleibt noch die Frage: Gibt es überhaupt 
eine solche Plattform und Kunden, die da-
mit den Weg zu S/4 beschritten und abge-
kürzt haben? Europas größte Versandapo-
theke Zur Rose – in Deutschland ist wahr-
scheinlich vor allem die Tochter DocMorris 
bekannt – macht es vor. Das Unternehmen 
hat eine zentrale S/4-Lösung implemen-
tiert, in die nur die aktuellen Daten über-
nommen werden sollen. Das Unternehmen 
rechnet damit, den Datenbestand ins-
gesamt durch Dublettenbereinigung um  
30 Prozent zu senken und die Qualität der 
Stammdaten entsprechend zu steigern. Zu-
dem erwartet Zur Rose durch die sukzessive 
Stilllegung sämtlicher Altsysteme jährliche 
Einsparungen bei den operativen Kosten  
in sechsstelliger Höhe. Für die Historisie-
rung und Migration der Altinformationen 
kommt dabei die in zahlreichen nationalen 
und internationalen Kundenprojekten be-
währte Plattform JiVS zum Einsatz.

Bitte beachten Sie auch den
Community-Info-Eintrag Seite 103

jivs.com
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