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Compare the costs and benefits of a new ERP system 
vs your legacy ERP. Learn about best practices for 
calculating ERP ROI, take advantage of expert tips 
based on dozens of implementations, and follow 
specific instructions for every step of the ROI 
calculation process.  
 
Once you’ve reviewed the best practices, fill in  
your numbers on this worksheet and calculate  
your ROI result.  
 

There are three major steps to 
calculating the ROI of an ERP upgrade:  

1. Calculate the ERP costs 
2. Estimate the ERP benefits 
3. Calculate the ROI 
 

1. Calculate the ERP costs 
 
Identify the ERP deployment options  
you will compare

Learn more about ERP deployment options.   

Legacy ERP System

New ERP System

Check the box that applies

Cloud HybridOn-Prem

https://insights.sap.com/erp-roi-calculation-worksheet/
https://insights.sap.com/erp-roi-calculation-worksheet/
https://insights.sap.com/cloud-erp-deployment-options/
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Calculate the ERP cost of both systems  
 
This section of the worksheet is designed to calculate 
the total cost of ownership (TCO) for both the 
existing ERP legacy system and the new replacement 
system. There are typically four areas  
of investment: infrastructure, software, 
implementation, and ongoing personnel costs. 
 

1. Capture your ERP infrastructure costs – over time 

2. Identify your ERP software costs 

Infrastructure – Initial Hardware 

Infrastructure – Ongoing Upgrades and 
Maintenance 

System Software

System Software – Upgrades and Maintenance

Networking – Equipment and Fees

User Devices

Infrastructure Facilities Fees

Subtotal Infrastructure 

Total 5-Year Difference (Legacy System – New System)

Infrastructure Costs

Legacy System 5-Year DifferenceNew System

Year 2-5 5-Year TotalYear 1 Year 2-5 5-Year TotalYear 1

Perpetual License Fee – Initial Cost

Software Costs

Legacy System 5-Year DifferenceNew System

Year 2-5 5-Year TotalYear 1 Year 2-5 5-Year TotalYear 1

Perpectual License – Ongoing Annual Fee

Annual Subscription (SaaS)

Annual Maintenance Fees (SaaS)

Subtotal Software 

Total 5-Year Difference (Legacy System – New System)
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Staff Project Team

Implementation Costs

Legacy System 5-Year DifferenceNew System

Year 2-5 5-Year TotalYear 1 Year 2-5 5-Year TotalYear 1

Consultants Fees

Data Conversion, Input, and Testing

User Training and Education

Subtotal Implementation 

Total 5-Year Difference (Legacy System – New System)

3. List your ERP implementation costs 

4. Determine your ongoing ERP personnel costs 

Infrastructure Support Costs

Backup and Disaster Recover

Network and Devices Support

Periodic Bug Fixes

Software Integration

Software Modifications

User’s Mobile Device Support

Subtotal Ongoing Personnel 

Total 5-Year Difference (Legacy System – New System)

Ongoing Personnel Costs

Legacy System 5-Year DifferenceNew System

Year 2-5 5-Year TotalYear 1 Year 2-5 5-Year TotalYear 1
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2. Estimate the ERP benefits 
 
Identify the direct and indirect benefits for each 
department. Copy and paste this table into your 
worksheet for each department in your organization. 

Process to be improved

Department: <Insert Department Name>

Direct Annual Benefit 

Totals

Strategic Benefit 5-Year TotalIndirect Annual Benefit  

Determine the total cost of legacy ERP vs  
new ERP system 
 
From the four cost tables above, transfer the total 
for each area of investment, as well as the subtotals 
of the new system costs, to the table below. You will 
now be able to see the total savings or additional costs 
of going to a new system. Expect a mix of negative and 
positive subtotals for the “5-year difference.”  

Infrastructure Costs Total 

Software Costs Total 

Implementation Costs Total 

Ongoing personnel Costs Total 

From the four tables above 

New System’s 5-Year Costs Total 5-Year Difference 

Totals
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Once all the areas of improvement have been 
considered, add the sum of the five-year totals from 
each department to determine the total benefit. 

1.

2. 

3.

4. 

Department Total 5-Year Benefit 

5.

6. 

Total Project ERP Benefits 

3. Calculate the ERP ROI 
 
At this point, you should have all the information you 
need to calculate the ROI on your ERP investment: 
  

 

 

Learn about the benefits of 
SAP’s modern ERP system: 
SAP S/4HANA

ROI =    ____________________ 

                            

Benefits - Investment  

Investment  

 Here’s where you find the information: 

•  “The “Investment” is the “Total New System’s 5-Year 
Costs,” which is the total from the Summary of ERP 
Costs table above.

•  “The “Benefits” is the “Total Project ERP Benefits” 
from the Summary of ERP Benefits table above.

In most cases the benefit will be larger than the 
investment and you will end up with a ratio,  
greater than 1. 

Multiply that ratio by 100 to get the ROI percentage  
that results from upgrading your ERP system. 

http://www.sap.com/s4hana
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No part of this publication may be reproduced or transmitted in any form or for any 
purpose without the express permission of SAP SE or an SAP affiliate company.

The information contained herein may be changed without prior notice. Some software 
products marketed by SAP SE and its distributors contain proprietary software 
components of other software vendors. National product specifications may vary.

These materials are provided by SAP SE or an SAP affiliate company for informational 
purposes only, without representation or warranty of any kind, and SAP or its affiliated 
companies shall not be liable for errors or omissions with respect to the materials. The only 
warranties for SAP or SAP affiliate company products and services are those that are set 
forth in the express warranty statements accompanying such products and services, if any. 
Nothing herein should be construed as constituting an additional warranty. 

In particular, SAP SE or its affiliated companies have no obligation to pursue any course 
of business outlined in this document or any related presentation, or to develop or release 

any functionality mentioned therein. This document, or any related presentation, and SAP 
SE’s or its affiliated companies’ strategy and possible future developments, products, 
and/or platforms, directions, and functionality are all subject to change and may be 
changed by SAP SE or its affiliated companies at any time for any reason without notice. 
The information in this document is not a commitment, promise, or legal obligation to 
deliver any material, code, or functionality. All forward-looking statements are subject to 
various risks and uncertainties that could cause actual results to differ materially from 
expectations. Readers are cautioned not to place undue reliance on these forward-looking 
statements, and they should not be relied upon in making purchasing decisions.

SAP and other SAP products and services mentioned herein as well as their respective 
logos are trademarks or registered trademarks of SAP SE (or an SAP affiliate company) 
in Germany and other countries. All other product and service names mentioned are the 
trademarks of their respective companies. See www.sap.com/copyright for additional 
trademark information and notices.

© 2020 SAP SE or an SAP affiliate company. All rights reserved.


