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• UGL’s Background and Considerations for the Move to S/4HANA

• UGL’s Approach for the Move to S/4HANA

• Why Custom Code is a Major Challenge on the Path to S/4HANA

• How UGL Effectively Utilized Automation to Address Custom Code

• Custom Code Automation Approach and Benefits

Key Takeaways
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UGL clients represent a wide cross section of Australia’s public and private sectors.

ResourcesEnergy Transport Defence Technology
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AURION -> SAP 
Lotus Notes
Statis file share

SAP HANA
SharePoint
Migration to Cloud
Data Analytics 

S/4 HANA
Business AI
Machine Learning
Automation

From Batch to 
Interaction

Real-time 
Computing

Client Server 
Architecture

Internet 
and Mobile

In-memory 
Computing

Digital Network and 
Intelligence
Cyber Security

Cloud Momentum + 
Generative AI

1970 1980 1990 2000 2010 End of 2020 2022+Technology 
Trends

Mobility
Contract Specific Apps 
More Data Analytics
Rapid App deployment
Hybrid Infrastructure

We need to be here!

We are here!

Business Value

Business 
Trends

Business Process Reengineering

Globalization

Internet

Industry 4.0 Everything-as-a-service

ESG / Sustainability

Supply Chain Resilience
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ECC

S/4 
HANA
QH1

SAP S/4 HANA expertise?

Remediate quickly?

RISE

Connect to cloud securely
Need to move to S/4 HANA RISE

Rapid S/4HANA Transformation
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27K+ custom code objects
2.1m lines of code
~162 man days (32 weeks) of 
effort to fix manually

Automated code 
upgrade

5-8 weeks

4/90 issues 
smartShift Review 

RISE

Sandbox

In Parallel..
Customer/Vendor Integration

Data optimisation

Access and Controls review

Integration Migration

Platform Design

New S/4HANA Licences

Broken S/4
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SAP ECC and SAP CRM 
initially implemented

2009

“S/4 HANA on 
ECC” preparation 

activities

Aug 2024

S/4 HANA target 
Go-Live 
August

Aug 
2025

Project 
Go/No-go

Dec 
2024

Communications

Training

Hypercare

S/4 HANA RISE 
Project starts 

3 February

Feb 
2025

Dec 
2025

Smartshift Remediation 
completed

April 
2025

Nov 2025

Sandbox smartShift 
Custom Code Remediation

smartShift
“Broken” S/4 

HANA

Smartshift 
Custom Code 
Remediation 
completed. 

Testing starts

S/4HANA Timeline
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Custom Code – The ’Good’ Old Days

Flexible but upgrading SAP code can break modifications and custom code
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Custom Code – The ’New’ Way

ASUC Tech Connect 2023 - Clean Core What It Is and Why Do It and How do I get There



#MasteringSAP #MasteringSAPCollabSG25

12

Custom Code Transformation as a central workstream on the path to S/4HANA

INSIGHTS FROM CODE ANALYSIS

A Rapid Custom 
Code Analysis 
performed by 

smartShift 
Technologies 

provided the detailed 
data required to plan 
out the Custom Code 
workstream for the 

S/4HANA 
Transformation 
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Custom Code Transformation as a central workstream on the path to S/4HANA

Custom Code Challenge & Opportunity

NUMBER OF CUSTOM OBJECTS
LINES OF CUSTOM CODE 
(NORMALIZED)

27,227 2,153,318

CHALLENGES

▪ Highly customized SAP System 
since 2009

▪ High Custom Code change impact 
moving to HANA and S/4HANA 
(small number of functional 
issues)

▪ Big Technical Debt accumulated 
over years

▪ Active development ongoing in 
ECC

GOALS

▪ De-risk and accelerate the 
S/4HANA transformation

▪ Relief internal teams from 
mundane manual coding work

▪ Minimize the business impact 
during the transformation

▪ Reduce technical debt and 
modernize towards a cleaner core

UGL decided to 
collaborate with 

smartShift 
Technologies for 

Custom Code 
Remediation and 
Modernization 

for UGL’s 
S/4HANA 

Transformation
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smartShift Intelligent Automation Platform
Increase quality, performance and agility though intelligent, configurable automation
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At smartShift, we develop and deliver automated solutions to accelerate business growth and de-risk the 
transformation of SAP custom code and applications – guaranteed outcomes and timelines!

Turnkey Solutions based on Automation
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smartShift Automation for UGL in Action

2024

Project Governance, Test Support, Issue Resolution, Go-live Support

SBX

Oct 24 Nov 24 Dec 24 Jan 25 Feb 25 Mar 25 Apr 25 May 25 Jun 25 Jul 25 Aug 25

2025

Kick-off

Configuration Workshops

SPDD, SPAU 

Code Remediation (20 days)

SPDD, SPAU

Code Remediation (23 days)
DEV

Dual Maintenance Runs
(2 weeks/ run)

Go-Live

Hypercare

Transformation 
Scope:

• 2 Transformation Runs (SBX, 
DEV) Incl. SPDD, SPAU

• 6 months of Dual Maintenance  

• 100% HANA / S/4 Compliance

• Comprehensive Code Modernization 
(250+ intelligent rules)

• Guaranteed Timeline

• Guaranteed Quality
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FURTHER AUTOMATION BENEFITS

▪ Fully converted Sandbox system enable 
early testing

▪ Internal teams can focus on innovation 
and critical functional work

▪ Code modernization is achieved without 
adding additional risk

▪ Automated dual maintenance reduces 
system freeze, enables business agility

Automation Benefits for UGL

SPEED
MASSIVE ACCELERATION

COVERAGE
FULL MODERNIZATION

PRECISION
EXTREME HIGH QUALITY

4 WEEKS 
(PER TRANSFORMATION)

149,237
(ISSUES FIXED)

7 ISSUES
(IN TESTING)

“smartShift is 
key to the low 

risk, low 
business impact 

and rapid 
transformation 

strategy for UGL”

Sunny L. Wang
UGL Pty Limited

Issues Fixed 
(per Transformation Category)

HANA, S/4HANA Compatibility 8,632

S/4HANA Performance 2,815

ABAP Cloud 73,731

ABAP Modernization 60,652

Security 3,407

Total 149,237
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Q&A / How to Connect with Us

E: sunny.l.wang@ugllimited.com 

M: +61 424 174 795

P: +61 2 9488 4813

LI: linkedin.com/in/sunny-wang-239475192/

E: ahoffmann@smartShift.com

M: +49 160 9623 5711

P: +49 621 4006 7600

LI: linkedin.com/in/arndt-hoffmann-54740964/
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