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STATEMENT OF CONFIDENTIALITY 

Information included in this document, in its entirety, is considered both confidential and proprietary to 
Sonata Software and may not be copied or disclosed to any other party without its prior written consent. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Technical White Paper                                                                                             www.sonata-software.com 

 

Outsourcing SAP Production Support  2 Sonata Software Limited 

Disclaimer 

The information in this document is provided by Sonata Software Limited for informational purpose only. 
Sonata Software Limited does not warrant the accuracy or completeness of the information or commit to 
issue updates or corrections to the information. Sonata Software Limited is not responsible for any damages 
resulting from use of or reliance on the information. 
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Abstract 

This White Paper discusses various factors that 
motivate organizations to outsource their SAP 
production support operations and the benefits 
of outsourcing these operations. It also focuses 
on the key factors that should be considered by 
organizations while outsourcing their SAP 
production support operations. 

 

                                                                                               
 

About the Authors  
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tŀǊǘƴŜǊ9ŘƎŜ tǊƻƎǊŀƳΦ {ƻƴŀǘŀΩǎ {!t ¢ŜŀƳ 
delivers end-to-end SAP solutions and services 
to customers across industry verticals. 

 {ƻƴŀǘŀΩǎ {!t ǎƻƭǳǘƛƻƴǎ ŀǊŜ ōŀǎŜŘ ƻƴ its SAP 
¢ŜŀƳΩǎ ŜȄǘŜƴǎƛǾŜ ǇǊƻƧŜŎǘ ŜȄǇŜǊƛŜƴŎŜ ŀƴŘ 
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in close cooperation with SAP to deliver the 
best possible solutions to customers. 
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1. Outsourcing SAP Operations 
Many global organizations outsource their SAP operations at various stages, such as consulting, 
implementation and production support. Outsourcing of SAP operations offers significant benefits to 
organizations of all sizes and is increasingly becoming a key business strategy for them.  

The benefits that motivate organizations to opt for outsourcing of SAP operations are variable; they 
depend upon the nature and business scenario of the organization. However, some common factors 
that propel organizations to outsource their SAP operations are: 

 Cost: Lower cost is the most obvious reason!!! Outsourcing of SAP operations reduces costs 

due to economies of scale and offshoring of work to a partner. Outsourcing helps an 

organization turn its capital expenditure into operational expenditure.  

 Ability to concentrate on core functions: Outsourcing of non-core operations allows an 

organization to focus on what they do best and excel in it, without compromising on the 

commitment to vital non-core functions / areas. 

 Objectivity: Working with an external partner frees an organization from internal politics, 

personalities, bias, predispositions, history and other limiting, unproductive constraints. 

 Expertise: Engaging with a certified SAP partner enables an organization to access a wide 

array of SAP expertise, software know-how and best practices immediately. 

 Access to SAP Best Practices: Engaging with an SAP certified partner makes it imperative for 

an organization to conform to SAP best practices and SAP proven methodologies and tool sets.  

 Value added services: SAP certified partners provide value added services like assessment of 

SAP systems, optimization services for SAP environment and investment, audit of SAP 

processes and quality assurance reviews, ensuring that an initiative has met all the project 

deliverables. 

¢Ƙƛǎ ǿƘƛǘŜǇŀǇŜǊ ŜǎǇŜŎƛŀƭƭȅ ŦƻŎǳǎŜǎ ƻƴ άOutsourcing of SAP Production Supportέ ŀƴŘ ŜƭǳŎƛdates 

the key factors that should be considered by organizations while outsourcing their SAP production 

support.  
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2. SAP Production Support Outsourcing 
Some key elements that should be considered by organizations while outsourcing their SAP 
production support are:  
 

 Timing: when to start 

 Scope: what to cover 

 Models: how to manage 

 Methodology: how does it work -- onsite/offshore, etc. 

 Partner: who to work with -- selection considerations 
 

2.1. Timing 
The timing, i.e. the time to bring in external governance for SAP production support, is of paramount 
importance to achieve success. It is not only about choosing when to engage an outsourcing 
organization, but when to begin thinking about outsourcing is equally important.  
 
The factors that influence the timing of outsourcing of SAP production support typically include 
planning, communication, structure, change management, knowledge transfer, infrastructure 
planning, ramp-up timing, etc.  
 
Ideally, an organization should begin planning their approach to production support seriously during 
ǘƘŜ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ όϦǊŜŀƭƛȊŀǘƛƻƴέύ ǇƘŀǎŜ ƛǘǎŜƭŦΦ Lǘ ƛǎ ŘǳǊƛƴƎ ǘƘƛǎ ϦǊŜŀƭƛȊŀǘƛƻƴϦ ǇƘŀǎŜ ǘƘŀǘ ǘƘŜ ŎƻǊŜ 
design is built on the basis of the business blueprint and modifications are discovered during Unit 
Testing. From a production support stance, during this stage, an organization can begin conceptual 
modeling of the scope, services, SLAs, skill sets, etc., that would be required as part of the outsourcing 
process. 
 
This ensures that the production support team is aligned with the SAP landscape in some form prior 
to the planned go-live. Ideally, the core production support team should be mobilized during the 
testing phases -- integration testing and UAT -- of the project. This strategy facilitates a successful 
production support model for several reasons. Some of these are discussed below. 

2.1.1. Knowledge Transfer 

.ǊƛƴƎƛƴƎ ƛƴ ŎƻǊŜ ǇǊƻŘǳŎǘƛƻƴ ǎǳǇǇƻǊǘ ǘŜŀƳ ƳŜƳōŜǊǎ ŘǳǊƛƴƎ ǘƘŜ ǇǊƻƧŜŎǘΩǎ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ƘŜƭǇǎ ǘƘŜƳ 
understand the intricacies of the project and learn on the job. Integration of the production support 
and implementation teams during testing phases allows team members to understand the core 
functionality of the project better. It also provides them with a deeper understanding of what they 
will ultimately have to support and/or enhance.  

2.1.2. Hands-on Practice  

The more exposure the production support team resources have to the system, the better will be 
their understanding of the system's functionality. Some organizations utilize their production support 
mechanism for projects prior to go-live. This allows the production support team to practise on the 
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job, before supporting the end-user community after the system goes live.  

2.1.3. End User Acceptance 
During the project's implementation, end-users and super users typically get very friendly with the 
project implementation team members and strong bonds are created. However in most cases, 
members of the production support team are different from those of the implementation team, and 
hence, end-users have to make new bonds with the production support team members. Integrating 
the production support team during the later phases of implementations assists in end user 
acceptance. 
 
Therefore, involving the core production support team in ǘƘŜ ƭŀǘŜǊ ǇƘŀǎŜǎ ƻŦ ǘƘŜ ǇǊƻƧŜŎǘΩǎ ƛƳǇƭŜ-
mentation assists in this transition and facilitates end-user acceptance.  

2.1.4. Operational Experience 

Mobilizing the production support team prior to the go-live helps the team members understand 
logistical operations. Phone system operation, ticketing tool system run-through, triage procedures, 
communication etiquette, etc., are fundamental logistical operations, which can be mastered before 
working on actual SAP production support issues.  

2.1.5. Handing Over the Baton 

To empower the production support organization to be seen as future SAP gatekeeper by all relevant 
stakeholders, a formal handing over of the SAP baton to them is imperative. Ideally, even before the 
project goes live, the management of the production support organization should formally announce 
ǘƘŀǘ ƛǘ ǿƛŜƭŘǎ ǘƘŜ ŀǳǘƘƻǊƛǘȅ ǘƻ ƳŀƴŀƎŜ ŀƴŘ ǇǊƻǘŜŎǘ ǘƘŜ ǎȅǎǘŜƳΩǎ ƛƴǘŜƎǊƛǘȅΦ  
 
The responsibility transition from project team (and project mode) to production support team (and 
production support mode) is crucial for long-term system stability. This transitioning of responsibility 
needs to be clearly understood by the entire organization.  

2.1.6. SAP Agrees Too 

¢ƘŜ wǳƴ {!t ƳŜǘƘƻŘƻƭƻƎȅ ό{!tΩǎ ƻǇŜǊŀǘƛƻƴǎ-centric methodology) recommends that production 
support resources be phased in towards the end of the implementation phase.  
 
In essence, managing the timing of SAP production support outsourcing entails management of key 
driving factors such as operational scope, corresponding needs, coverage, SLAs, etc. Planning for this 
transition must be done well in advance of the handover.  
 
Establishing the required infrastructure, mobilizing the appropriate resources, and bringing them all 
together at the "right" time are some factors that contribute to the development of an effective 
production support mechanism.  
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3. Scope 
Typical SAP components amenable to outsourcing and hence, suitable for SAP production support 
outsourcing, are: 
 

 Helpdesk Support (L1 Support) 
o 24 x 7 x 365 access to a live helpdesk through voice, Web and e-mail channels using a 

helpdesk tool for issue reporting 
 

 Application Support (L2 & L3 Support) 
o Functional and technical break fixes 
o User training 
o Master data and transactional data issues 
o Batch jobs scheduling & monitoring 
o IDoc (Intermediate Document) error processing 
o Interface error handling 
o System short dumps and table locks handling 
o OSS Notes application 
o Printing issues 
o Functional and technical enhancements, etc. 
 

 Regression Testing Services 
o Full cycle Regression Testing to test system changes or enhancements moving into 

production 
o Limited Regression Testing (after identifying system changes and then, testing the affected 

cycles only) 
o Automated Testing using tools  

 

 System Optimization Services 
o Performance improvement of custom-developed code 
o SAP-recommended OSS notes application for system performance improvement 
o Rescheduling of batch jobs 
o Resetting the variants for output processing (print, IDoc, EDI, etc.) 
o Activities recommended by SAP EarlyWatch Service, etc. 

 

 BASIS Services 
o Installation of SAP components (all mySAP components) 
o Support Packs application 
o Change and Transport Management 
o Client Administration 
o OSS Notes application 
o Kernel Upgrade 
o SAP Upgrade 
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o Performance Monitoring & Tuning 
o Back-up solutions 
o Spool administration 
o Background job administration, etc. 

 

 Security / Authorization-related Services 
o Development and maintenance of complete security architecture for an organization 
o Security roles / profiles development and maintenance 
o User maintenance 
o Password resets, etc. 

 

 Software Change Management 
o Version control & change management for code 
o Configuration, functional and technical specifications 
o Test plans 
o System configuration documentation 
o Business process procedures 
o User manuals, etc. 

 

 User Communication 
o System availability ς planned and unplanned outages  
o Changes in the system ς data archival, logon pad changes and functionality changes  
o Status updates ς progress on resolving reported issues  

 

 SAP Application Transition Services 
o Transition planning  
o Business process knowledge transfer  
o Technical knowledge transfer  
o Design & deployment of SAP support infrastructure  

 Business Improvement Services 
o Designing, developing and integrating business improvements with the SAP environment 

for enhancing productivity 
 

 Knowledge-base Development Services 
o Building knowledge repository during transition and steady-state phases of production 

support 
 

 Ongoing User Education Services 
o Organizing continuous user training on the basis of service requests raised by users and 

identification of their training needs 
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4. Models 
There are many SAP production support models. However, the two primary models are:  

4.1. Break /  Fix 
The Break / Fix model, as the name suggests, focuses just on fixing a business deficiency and does not 
offer any enhancements to the system. Any new functionality, regardless of its size, is generally not 
covered in this model. 
 
The Break / Fix Model covers a wide range of Basis / NetWeaver activities such as transport windows, 
system performance tuning, system monitoring, system copy maintenance schedules and other 
break / fix activities. Additionally, service levels / SLAs that are agreed upon, metrics reporting and 
resolution agreements provide a baseline for the partnering model. Outsourcing these types of 
functions that are routine, commoditized and non-strategic, to an outsourcing services provider 
enables organizations to focus on higher priorities and core functions. Many organizations across the 
industry have found this support alternative to be a cost effective and optimal method of keeping 
their SAP environments up and running.  

4.2. Production Support Plus 
The Production Support Plus model expands beyond basic operational support to include 
enhancement development as well. 
 
If an organization needs more than just operational support and word resets, it should opt for this 
model. This is an extension of the Break /  Fix model, expanding support coverage from operations to 
production support enhancements. Coverage in this model stops when any major functional or code 
enhancement is required; as a threshold, typically those that are estimated for 80 hours plus efforts. 
In such a case, the Implementation or the Upgrade team takes over.   
 
The Production Support Plus outsourcing delivery model can provide low cost and low complexity 
developments with small investments and large business returns.  
 
Examples of such requirements include: 
Å Addition of new companies requiring new SAP company code to the business 
Å Generation of customized client reports instead of standard SAP reports 
Å Development of new projects requiring setup within project systems 
Å Use of manual workarounds for easy automated interfacing  
Å Construction and support of financial structures, etc.  

4.3. Other Outsourcing Delivery Models 
There are other outsourcing delivery models as well, which could be adopted for outsourcing of SAP 
production support operations, such as: 
Å Fixed Fee Model 
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Å Monthly Minimum Model 
Å Pay-as-You-Go Model 
Å Output-Based Pricing Model 

4.3.1. Output-Based Pricing Model 

²ƛǘƘ ǘƘŜ ŀŘǾŜƴǘ ƻŦ ǘƘŜ ǇƘŜƴƻƳŜƴƻƴ ŎŀƭƭŜŘ ΨŎǳǎǘƻƳŜǊ ŘŜƭƛƎƘǘΣΩ ŎǳǎǘƻƳŜǊǎ ŀǊŜ ƴƻ ƭƻƴƎŜǊ ǎŀǘƛǎŦƛŜŘ ǿƛǘƘ 
one-time cost arbitrage and on-time completion of projects.  
 
Today, the key objectives that organizations bear in mind to make their customers delighted, are: 
Å Achieve quality results and service levels 
Å Amplify team productivity 
Å Manage by deliverables, not resources 
Å Be flexible in aligning costs with activity levels  
Å Simplify internal management overheads 

 
While the traditional Input-based outsourcing delivery model has certain limitations like: 
Å Solely headcount-driven 
Å Inflexible in handling peak loads 
Å Misaligned costs and volumes of work 
Å Discrepancies between client expectations and capabilities of outsourcing partner  

 
To overcome the aforementioned limitations, a pricing model that is increasingly finding favour with 
customers and being encouraged by select few innovative providers is the Output-based Pricing 
Model.  
 
Some characteristic features of the Output-based Pricing Model are: 
Å Flexible pricing model based on the delivered output 
Å Output is defined as the value a customer receives as part of engagement with the outsourcer 
Å Clear linkage between pricing and quality of deliverables with well-defined service levels and 

quality parameters for all types of output 
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5. Methodology 

5.1. Stage 1: Production Support Assessment 
Due to growing production support and increasing number of operationally focused SAP user 
organizations, SAP is promoting a more focused operations-based methodology known as Run SAP.  
 
This operations-centric approach provides a structured roadmap on when and how to maximize your 
organization's productive environment, focusing on SAP application management, its respective 
business process operations and the administration of SAP's NetWeaver infrastructure platform.  
 
According to SAP, the first step of the Run SAP methodology is an assessment of the SAP solution 
operations. The assessment is required when an organization wants to optimize the implementation 
and ongoing management of operation processes in its IT landscape and support organization.   

 
This service, available from a few SAP partner organizations, helps clients better understand the 
benefits of Run SAP methodology for their productive SAP environment as well as the significance of 
defining the appropriate steps, roadmap and respective timing.  
 
The assessment of the SAP solution operations includes the following steps: 

 Provide a direction to SAP operational standards and processes that are to be implemented 

 Identify the skills that are required to operate a specific IT environment 

 Induct internal, client-facing education 

 Develop an end-to-end roadmap with an action plan, including a high-level time schedule 

 Align the action plan with planned or underway implementation projects  

5.2. Stage 2: Production Support Transition 
After the assessment of SAP solution operations, a 4-step, 8-weeks Representative Transition 
Methodology of production support is followed. This methodology leverages a Global Delivery Model 
(on-site/offshore/near-shore) and includes indicative timelines. 
 
This methodology includes the following phases: 

 Transition initiation (week 1-3) 

 Knowledge transfer (week 4-5) 

 Shadow support (week 5-6) 

 Switch over (week 7-8) 
 
 

These phases are explicitly depicted below: 
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Step 1: Transition Initiation (week 1 to 3) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 

Step 2: Knowledge Transfer (week 4 to 5) 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 

Tasks

ωKnowledge 
transfer from 
incumbent to 
defiance

ωProcess, technical 
and business

ωSelf study, 
classroom, 
discussions, expert 
workshops, 
playback 

ωCausal review and 
adjust KT processes

ωPlan adjustment 
for remaining KT

Location

ωOnsite team at 
onsite

ωPart of offshore 
team stays at onsite 

ωIncumbent 
provides KT at 
onsite (travel to 
offshore as an 
option) 

Deliverables

ωDocumented 
knowledge 

ωToll gate reports as 
evidence of KT

ωProcess assets

ωInventory of 
indexed knowledge

Tasks

ωDue diligence 
and Initiation

ωTransition 
planning

ωRamp up onsite 
and offshore

ωTailor KT 
processes

ωKT kickoff

ωInfrastructure 
set up 

Location

ωOnsite team at 
onsite

ωPart of offshore 
team travels 
onsite 

Deliverables

ωDue diligence 
report 

ωDetailed plan 
for knowledge 
transfer 

ωExpert 
availability 
requirements 
and plan (for 
SMEs) 

ωRamped up 
teams offshore 
and onsite 










