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Leading businesses today rightly 
focus on value and outcomes. They 
rely on digital technology solutions 
to help them innovate and deliver. 
BCG research shows that more 
than 80% of companies plan to 
accelerate their digital transfor
mations – and with good reason.1 
There is overwhelming evidence 
that successful transformations 
drive performance and sustained 
competitive advantage. They  propel 
companies forward by combining 
technological and human capabili
ties to create bionic superhuman 
strength.

BCG is pleased to collaborate on 
the technology solutions that help 
our clients put in place the critical 
enablers that make digital trans
formations successful. We know 
from our research that digital lead
ers achieve earnings growth that  
is 1.8 times higher than digital lag
gards – and 100% greater growth 
in total enterprise value. Successful 
transformations also set compa
nies up for sustained success as 
they master continuous innovation. 
As we continue to work with a host 
of leading providers, it’s an exciting 
future.

The enormous potential of technology 
to enhance business performance is 
undisputed. Nevertheless, this poten
tial often goes unrealized. There is 
consensus that implementation fail
ure rates stand high at 70% or more.  
A 2020 research report by MIT Sloan 
Management Review finds, for example, 
only 10% of companies reporting sig
nificant return on their AI investments.

Herein lies the opportunity for tech
nology leaders to make a real contri
bution, by helping customers realize 
the true potential of technology 
investments. To achieve this goal, 
technology leaders can utilize a value 
mindset.2 This is the “soft” service 
that uses a holistic understanding of 
the customer’s business context,  
and identifies: (1) necessary changes 
in the customer’s legacy business  
processes to derive value from the 
specific technology, and (2) lessons 
from implementation failures and  
successes at other companies. 

Technology leaders who devote needed 
resources to determine these lessons 
will not only avoid wasted resources 
but also contribute to the business 
community, creating a model for long
term partnerships between companies 
and their clients, and business per
formance success for all.3

The Best Run SAP is the foundation 
of our identity; it embodies the excel
lence of our customers and SAP’s 
commitment to help them run their 
best. Our Intelligent Enterprise solu
tions are now more than ever enabling 
our customers to improve their oper
ational business performance, solve 
strategic problems, achieve opera
tional excellence, and generate 
 tangible value for shareholders. 

I see these positive impacts on our 
customers’ business performance 
every day. However, I was also 
inspired by the thought leadership 
from the likes of BCG and MIT and 
suggested we explore its empirical 
validity at SAP on a macro scale by 
conducting an objective datadriven 
assessment. Do “The Best” really run 
SAP? Our customers who are truly 
committing to digital transformation 
and embracing the Intelligent Enter
prise, are they having better business 
outcomes? So, we enlisted a team  
of data scientists from SAP to objec
tively explore these questions.  

We’re very excited to share the results 
with you. For SAP, it resulted in a  
dramatic impact on our strategy  
to best serve our customers in the 
future and ensure they continue to 
run their best for years to come.

1. BCG, Flipping the Odds of Digital Transformation Success, 2020
2. deLeon & Chatterjee, B2B relationship calculus: quantifying resource effects in service-dominant logic, 2017
3. The views expressed by Dr. Sharmila Chatterjee, PHD are hers and do not reflect those of MIT

© 2021 SAP SE or an SAP affiliate company. All rights reserved.

https://www.bcg.com/en-us/publications/2020/increasing-odds-of-success-in-digital-transformation
https://link.springer.com/content/pdf/10.1007/s11747-015-0467-0.pdf
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Amidst a time of drastic change, business   
leaders are increasing their investments in 
 technology to improve business performance, 
solve problems, achieve operational excellence, 
and generate shareholder value. 

These leaders see the potential to unlock 
 $100 trillion of value but without a clear  
strategy, they are struggling to achieve their 
goals and experiencing varying returns on  
their investments.

Digital Transformation –  
The opportunity and the challenge
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Digital transformation  
can unlock

$100 trillion
of value for business and  
society over the next  
decade4

Digital leaders achieve  
earnings growth that is 

1.8x higher 
than digital laggards6 

80% 
of companies plan to  
accelerate their digital  
transformations, but  
only 30% succeed in  
achieving their objectives5 

4. World Economic Forum, Digital Transformation Initiative, 2018
5. BCG, Flipping the Odds of Digital Transformation Success, 2020
6. BCG, Flipping the Odds of Digital Transformation Success, 2020

© 2021 SAP SE or an SAP affiliate company. All rights reserved.

http://reports.weforum.org/digital-transformation/wp-content/blogs.dir/94/mp/files/pages/files/dti-executive-summary-20180510.pdf
https://www.bcg.com/en-us/publications/2020/increasing-odds-of-success-in-digital-transformation
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We see the positive impacts of our technology  
on our customers’ business performance every 
day, but we wanted to explore this empirically  
on a macro scale. With the help of S&P Global 
Market Intelligence’s7 repository of annual 
 financial statements we analyzed 11,000 publicly 
traded companies representing US$53 trillion  
in global  commerce. We conducted an objective 
datadriven assessment of our customer base 
and its business performance over time –  
analyzing and comparing SAP customers to  
nonSAP customers, SAP customers amongst 
themselves based on their digital maturity, and 
SAP customers amongst their industry peers  
as defined by S&P Global Market Intelligence’s 
Global Industry Classification Standard (GICS®). 
With SAP customers representing $46 trillion  
of total global commerce (87%) for the public 
companies in the statistically significant sample 
size, SAP can provide valuable insights of tech
nology’s impact on  business performance and 
value creation to the market. 

We chose three businesscritical operational 
metrics to evaluate business performance that 
also have financial implications for key stake
holders and shareholders: Finance’s cash con
version cycle,8 supply chain’s days inventory  
outstanding,9 and procurement’s cost (as a %  
of revenue).10 

THE BUSINESS IMPACT OF OPERATIONAL 
EXCELLENCE
So, what do these operational KPI improvements 
mean to the business?

Operational  
improvement

Per unit  
of business

The business 
impact

A 1day improve
ment in the cash 
conversion cycle 
(CCC)

Per $1B  
in revenue

Can represent 
$2.7M in work
ing capital

A 1day improve
ment in days  
inventory out
standing (DIO)

Per $1B  
in inventory

Can represent 
$2.7M in work
ing capital

A 1% reduction  
in cost

Per $1B  
in spend

Can represent 
$10M in cost 
savings

According to AlphaSense,11 Csuite business 
leaders are increasingly updating shareholders 
on business performance in these areas and  
the digitalization of their enterprise. 

Research methodology
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7. S&P Global Market Intelligence, 2019
8. The cash conversion cycle is the amount of time capital is tied up in the buying (DPO), production (DIO), and sales (DSO) process 

before it’s converted to cash inflow. CCC = DSO + DIO – DPO. Reducing the CCC improves working capital and cash flow
9. DIO is a financial ratio that indicates the average time in days that a company takes to turn its raw materials into finished goods  

and ultimately sales
10. Cost (as a % of revenue) = COGS + SG&A ÷ Revenue
11. AlphaSense Keyword Trend Score of earnings call transcripts 2015 average vs. 2019 average 

© 2021 SAP SE or an SAP affiliate company. All rights reserved.

https://www.spglobal.com/marketintelligence/en/solutions/sp-capital-iq-platform
https://www.alpha-sense.com/


Companies Going Digital Are Running Their Best

6 / 14

Figure 1: Earnings transcript insights and trends powered by AlphaSense 
Csuite Business Leaders Are Increasingly Updating Shareholders on Business Performance  
in These Areas and the Digitalization of Their Enterprise
  

*AlphaSense keyword Trend Score 2015 average vs. 2019 average 

Finance
30% increase in mentions of “cash conversion cycle”*

Supply Chain
17% increase in mentions of “supply chain”*

Procurement
0% change in mentions of “cost”*

Technology Investment
66% increase in mentions of “digital”*
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SAP CUSTOMERS WITH HIGH DIGITAL  
MATURITY OUTPERFORM PEERS
The analytical assessment evaluated business 
performance amongst SAP customers them
selves, comparing SAP customers more digitally 
mature – those adopting SAP’s latest intelligent 
enterprise technologies – to those less mature.

SAP’s Intelligent Enterprise index objectively 
measures the extent to which a customer is 
adopting SAP’s latest technology, such as  
SAP S/4HANA, SAP Cloud portfolio, and SAP 
Analytics solutions, and automatically assigns  
a score of 0–10 through a statistical algorithm. 

This statistical algorithm measures the following: 
 • Technologies: the number of intelligent enter
prise products in the landscape

 • Share: the percent of technologies in a com
pany’s landscape that are intelligent enterprise 
solutions

 • Speed: the rate at which a company is adopting 
new intelligent enterprise solutions

 • Process integration: the number of integration 
points across intelligent enterprise solutions

These are then grouped into low (0–5, n: 4, 965), 
medium (6–8, n: 1, 167), and high (9–10, n: 129) 
adopters. S&P Global Market Intelligence12  
business performance data over the past five 
years were analyzed and compared between  
the groups.
 

Findings and results
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7 / 14

Figure 2: # of SAP customers by digital maturity 
(Intelligent Enterprise index score)

Low 
4965 
79%

Med 
1167 
19%

High 
129 
2%

12. S&P Global Market Intelligence, 2019 compared to 2015

© 2021 SAP SE or an SAP affiliate company. All rights reserved.

https://www.spglobal.com/marketintelligence/en/solutions/sp-capital-iq-platform?utm_source=google&utm_medium=cpc&utm_campaign=Brand_SP_Capital_IQ_Search_Google&utm_term=capital%20iq&utm_content=426399258132&_bt=426399258132&_bk=capital%20iq&_bm=e&_bn=g&_bg=59501542026&gclid=Cj0KCQiA0-6ABhDMARIsAFVdQv9aq2r-QKn52xPia-u-KrXnyhP6PJ0knV2twfmWZz1b9iAbYXhKlWUaAl3yEALw_wcB


Figure 3: SAP customers truly embracing digitalization and the Intelligent Enterprise run better
SAP customers only

The data assessment indicates SAP customers 
with high digital maturity, or those scoring high  
in SAP’s Intelligent Enterprise index, realized 
better business outcomes compared to low  
and medium digitally mature SAP customers. 

SAP customers with high digital maturity experi
enced the following improvements over the past 
five years compared to SAP customers with low 
and medium maturity.  

Companies Going Digital Are Running Their Best  
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Low 
4965 
79%

Med 
1167 
19%

Finance
65–200% better cash 
conversion cycle . . .

Supply Chain
25% better days  
inventory outstanding . . .

Procurement
100% better cost . . . 

. . . improvement over the past five 
years compared to the low and medium 
adopters

SAP customers with high 
Intelligent Enterprise 
index scores have better 
business performance 
improvement over the 
past 5 years (% change 
of metric, 2019 v. 2015)

High 
129 
2%

200%  
better cash  
conversion cycle13  
improvement

25%   
better days inven-
tory outstanding14   
improvement

100%   
better cost  
(as a % of revenue)15 
improvement

13. The cash conversion cycle is the amount of time capital is tied up in the buying (DPO), production (DIO), and sales (DSO) process 
before it’s converted to cash inflow. CCC = DSO + DIO – DPO. Reducing the CCC improves working capital and cash flow

14. DIO is a financial ratio that indicates the average time in days that a company takes to turn its raw materials into finished goods  
and ultimately sales

15. Cost (as a % of revenue) = COGS + SG&A ÷ Revenue

© 2021 SAP SE or an SAP affiliate company. All rights reserved.
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These improvements resulted in better cash flow and profitability  
through operational excellence with the average financial benefit  
per digitally mature SAP customer of: 

$107M   
working capital 
improvement

$49M    
of which comes 
from supply chain 
improvements

$108M    
cost savings

Figure 4: SAP customers truly embracing digitalization and the Intelligent Enterprise run better
SAP customers only

Finance
SAP customers with high digital  

maturity have improved their finance 
performance

5%
Average cash conversion cycle % change 2015 
vs. 2019 by SAP’s Intelligent Enterprise index

Supply Chain
Supply chain performance has  

deteriorated for digitally mature customers 
but not as bad as peers

–3%
Average DIO % Change 2015 vs. 2019 by SAP’s 

Intelligent Enterprise index

Procurement
SAP customers with high digital maturity 

have improved their procurement 
performance  

2%
Average cost % change 2015 vs. 2019 by SAP’s 

Intelligent Enterprise index

1. Low 2. Med 3. High

Data Sources: S&P Global Market Intelligence and SAP’s Innovation Review Dashboard
Positive values are good for all metrics and the high the better.  Global, all industries, n: 6,261 ~ $46T in annual revenue

1. Low 2. Med 3. High 1. Low 2. Med 3. High

  Improvement    Slight improvement    Deterioration

–5%

3%

5%

–4% –4%
–3%

1% 1%
2%

© 2021 SAP SE or an SAP affiliate company. All rights reserved.



SAP CUSTOMERS WITH HIGH DIGITAL MATU-
RITY RUN BETTER THAN INDUSTRY PEERS  
Furthermore, when comparing these low, medium, 
and high digitally mature SAP cus tomers to their 
industry peers as defined by S&P Global Market 

Intelligence’s Global Industry Classification  
Standard (CIGS®), the SAP customers with  
high digital maturity impressively outperformed 
low and medium adopters as well.  

Companies Going Digital Are Running Their Best  
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400%  
better cash  
conversion cycle16  
improvement

600%   
better days inven-
tory outstanding17 
improvement

100%   
better cost  
(as a % of revenue)18 
improvement

16. The cash conversion cycle is the amount of time capital is tied up in the buying (DPO), production (DIO), and sales (DSO) process 
before it’s converted to cash inflow. CCC = DSO + DIO – DPO. Reducing the CCC improves working capital and cash flow

17. DIO is a financial ratio that indicates the average time in days that a company takes to turn its raw materials into finished goods  
and ultimately sales

18. Cost (as a % of revenue) = COGS + SG&A ÷ Revenue

Figure 5: SAP customers truly embracing digitalization and the Intelligent Enterprise run better  
than peers in their industry

Finance
SAP customers with high digital  

maturity have improved their finance 
performance

4%
compared to the peers within their industry

Supply Chain
SAP customers with high digital  

maturity have improved their supply  
chain performance

12%
compared to the peers within their industry

Procurement
SAP customers with high digital  

maturity have improved their  
procurement performance  

1%
compared to the peers within their industry

1. Low 2. Med 3. High

0% 0%
1%

1. Low 2. Med 3. High

0%
1%

4%

1. Low 2. Med 3. High

12%

2%

4%

Data Sources: S&P Global Market Intelligence and SAP’s Innovation Review Dashboard
Positive values are good for all metrics and the high the better.  Global, all industries, n: 6,261 ~ $46T in annual revenue

  Improvement    Slight improvement    Deterioration

© 2021 SAP SE or an SAP affiliate company. All rights reserved.



SAP CUSTOMERS OUTPERFORM PEERS 
Lastly and most broadly, the outcomes for SAP 
customers are clear: They outperform nonSAP 
customers in all three areas of business perfor
mance measured: Finance, supply chain, and 
procurement. 

In finance, SAP customers experienced 
7% better cash conversion cycles19  
vs. non-SAP customers

In supply chain, SAP customers  
experienced 6% better days inventory 
outstanding20 vs. non-SAP customers

In procurement, SAP customers  
experienced 3% better cost (as a %  
of revenue)21 vs. non-SAP customers

Figure 6 shows SAP customers have experienced 
shorter cash conversion cycles (i.e., 73 days 
 average for SAP customers, vs. 78 days for non
SAP customers in 2019); better days inventory 
outstanding (i.e., 78 days average for SAP cus
tomers, vs. 83 days for nonSAP customers in 
2019); and better costs as percentage of reve
nues (i.e., 83% average for SAP customers,   
vs. 86% for nonSAP customers in 2019).

No matter how you look at it, SAP customers are 
running their best. There is a compelling  correlation 
between SAP technology adoption and business 
performance. SAP solutions help customers 
improve their operational per formance, solve 
business problems, achieve operational excel
lence, and generate shareholder value.

Companies Going Digital Are Running Their Best  
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Figure 6: Five-year analysis of SAP customers vs. non-SAP customers in the three areas of business 
performance measured: Finance, supply chain, and procurement

Finance
SAP customers have 7%  
better cash conversion cycle  
vs. nonSAP customers*

*In 2019, S&P Global Market Intelligence, 11,246 Companies with publicly available data, all industries, 
global ~ representing $53T in annual revenue in 2019,   6,459 SAP Customers ~ $46T in annual revenue   

Supply Chain
SAP customers have 6% better 
days inventory outstanding vs. 
nonSAP customers*

Procurement
SAP customers have 3% better 
cost (as % rev) vs. nonSAP 
customers*

  SAP customer (average)
  NonSAP customers (average)

 2015  2015  2015 2016  2016  2016 2017  2017  2017 2018  2018  2018 2019  2019  2019

78

72

80

73

79

71

78

72

78

73

86

77

85

79
82

77

82

77

83

78

88

85

87

84

86

83 83 83

86 86

19. The cash conversion cycle is the amount of time capital is tied up in the buying (DPO), production (DIO), and sales (DSO) process 
before it’s converted to cash inflow. CCC = DSO + DIO – DPO. Reducing the CCC improves working capital and cash flow

20. DIO is a financial ratio that indicates the average time in days that a company takes to turn its raw materials into finished goods  
and ultimately sales

21. Cost (as a % of revenue) = COGS + SG&A ÷ Revenue

© 2021 SAP SE or an SAP affiliate company. All rights reserved.



While the results of SAP’s Best Run Intelligence 
analytical assessment clearly illustrate from a 
macro perspective, and from multiple angles, the 
best really do run SAP, not every company saw 
positive results from their digital investments. 
Digitally transforming into an intelligent enter
prise is challenging and doesn’t happen with  
the flip of a golive switch. 

As BCG points out in its research,22 successful 
digital transformations are rare with the odds of 
success at 30%. But BCG also found companies 
getting six factors right can flip these odds to 
80%. Interestingly, the majority of these factors 
are not technical in nature, but a foundation of 
change management applicable to any corporate 
transformation initiative. 

How to run better and become  
an Intelligent Enterprise 

Companies Going Digital Are Running Their Best  
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22. BCG, Flipping the Odds of Digital Transformation Success, 2020

The six essential success factors are:

An integrated strategy with 
clear transformation goals
The strategy describes the why, 
the what, and the how, which  
are tied to specific, quantified  
business outcomes.

An agile governance mindset  
that drives broader adoption
Leaders address roadblocks 
quickly, adapt to changing con
texts, and drive crossfunctional, 
missionoriented, “failfastlearn” 
behavioral change into the wider 
orga nization. They deal with indi
vidual challenges without losing 
sight of the broader goals.

Leadership commitment from 
CEO through middle management
The company has high leadership 
engagement and alignment, includ
ing oftenoverlooked middleman
agement  ownership and 
accountability.

Effective monitoring of progress 
toward defined outcomes
The company establishes clear 
 metrics and targets around  
processes and outcomes, with  
sufficient data availability and 
quality.

Deploying high-caliber talent
Management identifies and frees 
up the most capable resources 
to drive the transformation 
program.

Business-led modular 
 technology and data platform
The company implements a fit
forpurpose, modern technology 
architecture driven by business 
needs to enable secure, scalable 
performance, rapid change 
deployment, and seamless  
ecosystem integration.

© 2021 SAP SE or an SAP affiliate company. All rights reserved.
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MOTIVATE THE MINDS THAT MATTER
The first and perhaps most important step in  
any change effort is developing the business 
case, or as BCG puts it: Quantified business  
outcomes. 

Building the business case can increase the 
buyin and likelihood of success for any business 
transformation effort by:

 • Clearly defining the current state, gaps to best 
practice, and areas of opportunity.

 • Quantifying the potential financial benefits  
and business outcomes.

 • Speaking the executive’s language.
 • Increasing appreciation for the possible.
 • Making the transformation tangible.
 • Improving alignment, bringing all key stake
holders together for a common goal.

To build an effective business case, consider  
the following best practices: 

 • The business case contains an executive 
 summary, problem statement, assessment, 
solution, value proposition, costbenefit 
 analysis, timeline, and recommendations.

 • All functional areas that will be involved in  
the implementation and affected by planned 
changes are included in the process of pre
paring or reviewing the business case.

 • The organization creates detailed quantitative 
business cases for all major implementations, 
including all benefit areas with proposed  
operational changes and impacts.

 • There is a clear and documented linkage 
between the organization’s strategic objectives 
and the business case.

 • Business cases incorporate financial outcomes 
into the annual operating plan or budget.

 • Business cases follow a clear, consistent, 
 standard, companydefined format.

 • Business cases include external benchmarks 
and thought leadership to bring in outside 
perspectives.

Call to action

Companies Going Digital Are Running Their Best  
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“Customers with a clear, quantified  
business case are typically more successful  
in their digital transformation journey.”
Jeffrey Harvey, SAP, Industries and Customer Advisory CCO

© 2021 SAP SE or an SAP affiliate company. All rights reserved.



BENCHMARK YOUR COMPANY’S BUSINESS PERFORMANCE  
AND DIGITAL MATURITY 
SAP is here to support you in your journey to becoming an intelligent 
enterprise and a best run company. Start the journey by:

Requesting a Best Run Intelligence industry  
peer benchmark of your business performance  
in finance, supply chain, and procurement. 
SAP’s industry peer benchmark will compare 
your company’s cash conversion cycle, days 
inventory outstanding, and cost (as a % of reve
nue) to your industry peer average and top quar
tile as defined by S&P Global Market Intelligence. 
This no cost and no effort complimentary analysis 
calculates the potential cash flow and profitability 
oppor tunities of closing these operational gaps. 
The Best Run Intelligence assessment also 
includes a report of your SAP digital maturity 
based on SAP’s Intelligent Enterprise index. 

Assessing your intelligent enterprise maturity  
in more detail across 10 critical business areas 
with a short and interactive Intelligent Enterprise 
assessment survey designed to pinpoint your 
business’s strengths, weaknesses, and action
able next steps towards transformation. The 
assessment is just 12 questions and the result 
will be a personalized report that we’ll instantly 
email to you. 

We look forward to speaking with you –  
and helping your company be best run!

Companies Going Digital Are Running Their Best  
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Figure 7: Example of best run intelligence peer benchmark

1. 2.

© 2021 SAP SE or an SAP affiliate company. All rights reserved.

mailto:focusaccountsprogram%40sap.com?subject=I%27m%20interested%20in%20a%20BRI%20benchmark%20for%20my%20company
https://discover.sap.com/intelligententerpriseassessment/en-us/title.html
https://discover.sap.com/intelligententerpriseassessment/en-us/title.html
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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 
affi  liate 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 specifi cations may vary.

These materials are provided by SAP SE or an SAP affi  liate company for 
informational purposes only, without representation or warranty of any 
kind, and SAP or its affi  liated companies shall not be liable for errors or 
omissions with respect to the materials. The only warranties for SAP or 
SAP affi  liate 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 affi  liated 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 affi  liated 
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 affi  liated 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 forwardlooking statements are subject to various risks 
and uncertainties that could cause actual results to diff er materially from 
expectations. Readers are cautioned not to place undue reliance on these 
forwardlooking 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 affi  liate company) in Germany and other countries. 
All other product and service names mentioned are the trademarks of 
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