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OVERVIEW

This paper explores why many mid-market CFOs deliberately 
avoided SAP, why that decision was rational at the time and 
what has changed since. It examines how shifts in finance  
expectations, delivery models, and SAP’s finance-led entry 
points are altering the risk profile of engagement. The aim  
is not to advocate adoption, but to help CFOs reassess  
long-held assumptions using current context rather  
than inherited perception.
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For many mid-market CFOs, avoiding SAP was a 
rational, well-considered decision.
 

SAP became associated with long programmes, 
high cost and disruption that often outweighed 
the benefit. For organisations with limited 
tolerance for delays or errors, those risks were 
unacceptable. CFOs who chose alternative paths 
were often acting prudently, protecting their 
teams and their own credibility.

That scepticism was warranted.

However, the conditions under which those 
decisions were made have changed: 

• Finance teams are now expected to provide 
insight faster, support decision-making more 
directly and do so with fewer people and less 
tolerance for disruption. 

• At the same time, boards and CEOs have 
little appetite for multi-year transformation 
programmes.

This paper is written for SAP-avoidant mid-market 
CFOs who recognise growing strain in their current 
finance landscape but remain rightly cautious 
about large-scale change. 

It argues that the assumptions that once justified 
ruling it out may no longer fully hold.

Executive Summary

Today, SAP can be engaged incrementally, 
through finance-led entry points such as planning, 
consolidation and analytics, which means:

• Value can be tested early. 

• Risk can be contained. 

• Control can remain firmly with finance. 

This paper focuses primarily on the last mile of 
finance: planning, forecasting, consolidation, 
reporting and insight, where confidence in the 
numbers is ultimately won or lost. 

This is where pressure typically builds first, and 
where fragmented tools, spreadsheets and 
manual workarounds most often undermine 
control and pace.

This paper is written for 

SAP-avoidant mid-market 

CFOs who recognise growing 

strain in their current 

finance landscape. 
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But the same shift towards modular 
adoption, standardisation and faster time 
to value now applies across SAP’s finance 
landscape, including public cloud ERP. 

The difference is one of sequencing. 

Finance leaders can now engage where risk 
and pressure are greatest first, establish 
confidence quickly and only then decide 
whether broader transactional change is 
warranted.

You’ll see how SAP Business Data Cloud reframes 
data, not as an IT problem but as a governance 
one, enabling finance to own definitions and 
restore confidence in the numbers. 

It examines the practical role of AI and Joule, not 
as headline-driven innovation, but as embedded 
capability that augments judgement and reduces 
friction within trusted finance processes.

You’ll also discover the distinction between 
platform capability and delivery reality. 

Disciplined, fixed-scope, fixed-price delivery 
models allow CFOs to move incrementally, prove 
value early and retain control throughout.

This is not a call to adopt SAP. It is a call to:

•  Reassess assumptions formed under  
different conditions. 

• To separate inherited perception from  
current reality. 

• To approach the question of finance 
enablement as a governance decision, not  
a technology bet.

Reassessment is not commitment.  
It is good governance.

Executive Summary 
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For many CFOs, the decision to avoid SAP was 
practical rather than ideological. 

SAP implementations were rarely small and rarely 
contained. Even when finance was the original 
driver, projects had a tendency to expand beyond 
their initial scope.

Timelines stretched. Costs crept. Governance 
blurred. 

Finance teams were asked to redesign processes 
while continuing to deliver accurate numbers 
under scrutiny. Value was promised early and 
delivered late, if at all.

For a mid-market CFO, that combination 
represented not only operational risk, but  
personal risk. 

Budgets were tighter. Internal teams were smaller. 
There was less room to absorb mistakes. 

What might have been survivable for a large 
enterprise could be existential elsewhere.

Forecasts could not slip. Reporting could not 
pause. The numbers still had to land.

In response, many finance leaders chose smaller, 
more flexible tools: 

• Excel filled gaps. 

• Point solutions handled specific needs. 

• Planning, reporting, consolidation and analysis 
were distributed across multiple tools, often 
held together by the knowledge of a few  
key people.

For a while, that worked.

But the environment finance leaders operate in 
has changed, and it has changed quickly.

Today, CFOs are expected to provide insight  
at pace: 

• Forecasts are expected to move as the 
business moves. 

• Scenarios need to be tested, not debated. 

• Finance is no longer just a control function 
but an active participant in decision-making 
across the business.

Many finance platforms that felt “good enough” 
five or ten years ago are now holding teams back. 

Manual effort increased. Dependency on 
individuals grew. They struggle with version 
control, auditability, and speed. Risk accumulated, 
often unnoticed until pressure increased.

Why Mid-Market CFOs Avoided SAP,  
and Why That Made Sense
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SAP has not suddenly  
become simple, inexpensive  
or universally appropriate. 

What has changed is how finance can engage with 
the platform.

Historically, SAP demanded commitment 
before confidence. Value arrived late, after long 
programmes stabilised. 

That no longer works for many mid-market 
organisations.

Tools such as SAP Analytics Cloud allow 
finance teams to address planning, forecasting, 
consolidation, and insight without waiting for a full 
ERP transformation. 

These capabilities can sit over existing systems, 
reduce disruption and shorten time to value.

This shift matters because it changes the nature 
of the decision. CFOs no longer need to choose 
between doing nothing and committing to a 
multi-year programme. 

There is now a credible middle ground that allows 
finance to test value, retain control and expand 
only when confidence is earned.

For many CFOs, the word SAP still instinctively 
means ERP, and that association was justified. 

What’s Changed,  
and Why It Matters

But the model has shifted. 

SAP’s public cloud ERP offering is designed 
around modular adoption and standardised 
processes. 

Rather than attempting to replicate every 
historical configuration, it focuses on clearly 
defined finance outcomes, faster deployment 
cycles and continuous innovation delivered 
through the cloud.

For mid-market CFOs, this changes the nature  
of engagement.

Like SAP Analytics Cloud, it reflects a broader  
shift in SAP’s approach toward: 

• Modular entry points

• Faster time to value 

• A reduced tolerance for complexity that  
does not directly serve finance

This isn’t about selling you a platform.

It’s to help you reassess an assumption  
that may no longer hold.
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A PERSONAL  

POINT OF VIEW

I started my career in finance, working in line-of-
business roles at organisations like Nestlé, British 
Airways and Shell. 

These were not theoretical environments.  
They were operational, complex and unforgiving. 

When systems failed, the impact was immediate.

I implemented SAP in those environments. 
I saw what it could do when it was designed 
and governed properly. I also saw how quickly 
complexity became a liability when it wasn’t.

Those experiences led me to join SAP. 

As an insider, you see why the platform evolved 
the way it did. 

You understand the engineering trade-offs. 

You also see how easily good intentions turn into 
overly complex implementations when incentives 
are misaligned.

I joined Codestone in 2012, not because I wanted 
to sell more software, but because I wanted to 
help organisations realise value from it. 

That distinction matters. 

Sitting on all sides of the table, customer, vendor, 
and delivery partner, changes how you view 
success and failure.

It also makes you sceptical of hype.

Technology matters. But how it is deployed,  
and who controls it, matters far more.

My perspective on this  
subject is shaped by having 
lived with the consequences 
of these decisions, not just 
advised on them.

//  SIMON LEWIS-HEAD, HEAD OF FINANCIAL 
PLANNING & ANALYTICS AT CODESTONE
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For organisations running SAP Business Planning 
and Consolidation (BPC), end of life is not a 
technical footnote. 

It introduces people risk, governance risk and 
increasing operational fragility.

It’s also one of the clearest examples of why  
old assumptions are being challenged.

BPC has been the backbone of planning and 
consolidation for years in many businesses. 

It is familiar. It is deeply embedded. In some  
cases, it is heavily customised. 

That familiarity can make it tempting to delay 
decisions, particularly when alternatives appear 
disruptive.

But skills become harder to source. 
Customisations grow brittle. Knowledge 
concentrates in a small number of individuals. 

BPC End-of-Life:  
A CFO Control Issue

Each workaround increases reliance on  
manual effort. 

From a CFO perspective, these are not IT 
problems. They are control problems.

The question is not whether BPC still functions 
today. In many cases, it does. 

The question is whether continuing to rely on it 
remains the lowest-risk option as audit scrutiny 
increases, teams change and the business moves 
faster than the model was designed to handle.

There are many considerations for BPC users  
as it approaches End-of-Life.

https://www.linkedin.com/pulse/sap-bpc-end-of-life-deep-dive-what-actually-means-your-lewis-head-55hbe/
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brings planning, actuals and analysis together 
in a governed environment where finance owns 
assumptions, scenarios and definitions.

Importantly, SAC does not require everything  
else to change at once. 

Mixed ERP environments are common in the 
mid-market, and SAC often delivers the most 
immediate benefit precisely for those scenarios.

It’s understandable why many CFOs approach 
planning tools with caution.

Planning systems often promise flexibility  
and deliver fragility. 

They become over-modelled, under-governed 
and heavily dependent on individual expertise. 

Over time, they drift away from the reality of  
the business.

SAC addresses this problem not by adding 
more features, but by changing the relationship 
between planning, actuals and insight.

For many CFOs, hesitation around SAP Analytics 
Cloud (SAC) is not about capability. 

It is about confidence.

SAC is often described in broad terms. 

Planning. Analytics. Consolidation. 

Those labels are accurate, but they are not what 
CFOs actually worry about. The real questions are 
more basic:

• How long will this take to deliver something 
useful?

• How disruptive will it be to the team?

• How much risk am I taking on by starting?

Historically, finance platforms were assessed on 
functional depth. The more boxes they ticked, the 
better. 

That mindset made sense when technology cycles 
were long and change was infrequent. 

Today, it is far less helpful. 

Speed to value matters more than scope. CFOs 
gain confidence not from feature lists, but from 
seeing something usable arrive quickly and 
improve decision-making.

SAC is most effective when treated as a finance 
control layer rather than a reporting add-on. It 

SAP Analytics Cloud as  
a Finance Control Layer
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Finance teams spend an extraordinary amount 
of time reconciling versions of the truth when 
planning, consolidation and analytics operate in 
separate environments. 

• Forecasts diverge from actuals. 

• Scenarios are built on assumptions that are 
already outdated. 

• Explaining numbers becomes harder than 
understanding them.

But when these elements converge, finance 
regains control.

SAC allows planning to be grounded in real data. It 
enables scenarios to reflect the current structure 
of the organisation. It shortens the distance 
between insight and decision.

This is where speed matters.

Not speed as urgency, but speed as feedback. 

The ability to see the impact of a decision quickly, 
adjust assumptions without rebuilding models and 
respond to change without starting again.

SAC does not demand perfection on day one.  
It rewards discipline over ambition.

SAP Analytics Cloud as a Finance  
Control Layer

Finance teams that succeed with SAC are those 
that start with a narrow focus. 

A single planning process. A defined consolidation 
scope. A clear reporting need. 

They deliver something usable, then expand.

Speed to value is not a delivery tactic.  
It is a risk management strategy.
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Artificial intelligence has become impossible to 
ignore in finance. 

It’s talked about everywhere, from boardrooms, 
conferences and vendor briefings to social media 
networks and news publications. 

CFOs are told it will transform forecasting, 
automate analysis and free teams from  
manual effort. 

Yet many CFOs struggle to translate that noise 
into something practical and trustworthy.

The problem is not that AI lacks potential. It is that 
it is often discussed in isolation from the  
way finance actually works.

Tools like Joule are not positioned as standalone 
solutions. They sit within the platforms finance 
teams already use. They draw on governed data 
and operate within established processes.  
That context is what makes them useful.

Joule, for example, automates routine tasks, 
enhances predictive analytics, accelerates 
financial closing and provides real-time strategic 
insights and scenario analysis, using natural 
language processing to turn complex data queries 
into actionable recommendations.

AI: The Reality of  
Intelligent Finance

In practice, this means finance teams can ask 
better questions more quickly. They can explore 
why a forecast has moved without rebuilding 
models. They can generate narratives that reflect 
current data rather than last month’s assumptions.

Importantly, this is not about replacing judgement. 
It is about supporting it.

As one Codestone advisory lead explains:

For CFOs, that distinction is critical. AI that 
produces answers without context increases risk. 

AI that accelerates trusted processes reduces it.

When combined with SAC, AI becomes part of a 
controlled finance environment. 

It amplifies insight without undermining 
governance. It helps finance move faster  
without sacrificing confidence.

The teams seeing real 

benefit from AI aren’t 
chasing novelty. They’re 
using it to remove friction 

from work they already trust. 

//  LOUIS ARTHUR-BROWN, PORTFOLIO MANAGER, 
SOLUTIONS & ADVISORY

https://www.sap.com/africa/products/artificial-intelligence/ai-assistant.html
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Most SAP finance initiatives fail because  
value arrives too late: 

• Scope expands. 

• Timelines stretch. 

• Momentum fades. 

• Finance teams grow weary before benefits  
are realised. 

At Codestone, a deliberately different approach 
has emerged, shaped by years of seeing these 
patterns repeat.

The starting point is discipline.

Fixed scope and clear outcomes. No ambiguity 
about what will be delivered and when.

This is what makes fixed price SAC deployments 
possible, often coming in around £3,000 per 
month depending on factors like scope, number of 
users and project duration.

Delivery Is the  
Real Differentiator

This approach aligns with how finance leaders 
actually think. 

CFOs do not want everything at once. 

They want assurance that value will arrive, 
that disruption will be contained, and that the 
organisation will be better off than it was before.

Delivery models that prioritise early usability 
change the dynamic of the relationship. 

Projects feel less like programmes and more like 
progress. Finance teams see results, not just plans.

That credibility is what allows initiatives to expand 
safely over time.

Fixed price only works if 

you’re disciplined about 

scope. We’re very clear on 
what we’re delivering, why 

it matters, and what comes 

later. That’s what gives CFOs 
confidence.

//  SAM FERRI, HEAD OF BUSINESS DEVELOPMENT, 
CODESTONE
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This paper does not ask CFOs to abandon their 
scepticism. It asks them to revisit the context in 
which it was formed.

The riskiest position a finance leader can take is 
false certainty, assuming that a decision made 
years ago remains optimal without reassessment.

Reassessment allows finance leaders to:

• Separate perception from reality. 

• Understand where friction truly lies. 

• Quantify the cost of delay. 

• Explore whether incremental change could 
deliver meaningful benefit.

Reassessment as Good Governance

Because it’s not just the technology that has 
changed but the delivery models, the entry points 
and the ability for finance to lead rather than 
follow.

Most importantly, reassessment gives finance 
leaders a fact base to take to the board, grounded 
in their own organisation instead of generic best 
practice.

At Codestone, this approach has become a 
deliberate entry point. 

Not because it leads inevitably to SAP, but 
because it leads to better decisions.

Reassessment does not require committing to 
SAP. It requires clarity.
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A FINAL THOUGHT 

FOR CFOs

The question is whether the reasons you ruled 
it out still hold, given how the platform, delivery 
models and expectations of finance have 
changed.

For some organisations, the answer will remain 
no. For others, it may be not yet, or not in the 
way you once assumed. What matters is that the 
conclusion is reached deliberately, with current 
context, rather than inherited perception.

SAP is no longer the “all-or-nothing” proposition 
many mid-market CFOs remember. 

A measured reassessment is often the most 
controlled step a CFO can take.

The question is no longer 
whether SAP is good or bad.
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Do you recognise any of the following?  

• A mid-market CFO who deliberately ruled 
out SAP in the past and want to sense-check 
whether the conditions that informed that 
decision have changed

• Carrying increasing risk in planning, 
consolidation or reporting, but wary of large or 
disruptive programmes

If the answer is “yes” then it’s worth getting in 

touch for a quick sense check or to set up an 

assessment of your current environment.  

• Running a fragmented finance estate that still 
works, but relies heavily on manual effort and 
individual knowledge

• Under pressure to provide faster insight and 
stronger confidence in the numbers, without 
adding headcount

• Looking for a finance-led, delivery-disciplined 
perspective rather than a technology pitch

HOW TO GET IN TOUCH

Phone

+44 (0) 370 334 4000

Email

enquiries@codestone.com

Website

www.codestone.com 

When It Makes Sense to Talk


