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Cutover Planning for S/4HANA: The
Narrowing Window Before 2027
The calendar of workable cutover weekends keeps shrinking as December 31, 2027
gets closer, squeezed by fiscal-year freeze periods and a thinning pool of consultants
who still know ECC well. Planning cutover early, and rehearsing it hard, is what keeps
a migration off that narrowing runway, with AI-assisted sequencing as one more tool
that helps tighten it.
7 min read | Orpington Technologies Insights

SAP's mainstream maintenance for ECC ends December 31, 2027. After that date, ECC customers
move to extended maintenance, at extra cost and with a narrower scope of fixes, while the broader
support market built up around ECC thins out alongside it: consultancies wind down their ECC
practices, staff who know the older codebase move on to newer projects, and third-party tools built for
ECC lose the vendor attention that kept them current. None of that happens overnight, but it happens
steadily enough that waiting has a real cost attached to it.

That deadline pressure lands hardest on cutover planning specifically. Every program eventually funnels
into the same few days: the legacy system is frozen, final data loads run, validation checks execute, and
the business switches over to the new environment. As 2027 approaches, the number of calendar
weekends still available for that switch keeps shrinking, competing with fiscal year-end closes, peak
trading periods, and every other program racing toward the same cutoff. What follows immediately after
is measured in weeks or months of hypercare, watching closely for problems that only show up under
full production load. AI-assisted tooling is starting to show up in how that weekend gets sequenced and
monitored, but it remains a secondary factor in a process still governed mostly by rehearsal discipline
and program management.
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Why the Cutover Window Keeps Getting Less Forgiving
Tolerance for downtime has shrunk steadily even as the technical scope of a cutover window has
grown. The financial stakes make that pressure concrete. DataFlowMapper's analysis of unplanned
downtime costs puts the range at roughly $137 to $427 per minute for a small company, and $5,600 to
$9,000 or more per minute for a mid-size or large enterprise, with costs running even higher in sectors
like finance, e-commerce, and healthcare. A cutover that overruns its planned window by even a few
hours isn't a scheduling inconvenience at that point. It's a specific, calculable cost the business absorbs
in real time.

That pressure collides with a planning process that, in most programs, is still largely manual. The
cutover plan itself is a master runbook of hundreds of interdependent tasks, each with an estimated
duration based on how long it took in the last rehearsal, assembled into a critical path by a program
manager working in a spreadsheet or a specialized but still hand-maintained cutover-management tool.

That squeeze is compounding as the 2027 deadline gets closer. Programs converging on the same final
stretch are competing for the same fiscal-quarter-end freeze periods, the same limited number of
weekends when transaction volume dips low enough to attempt a full data load, and increasingly for the
same shrinking pool of consultants who still know how to run one. Waiting to lock a cutover date doesn't
just risk missing the deadline. It risks losing the date entirely to whichever program claims it first.

Tightening the Runbook Itself
Getting that sequencing right is mostly a discipline problem, not a technology one: which tasks can
genuinely run in parallel, where a dependency is hard rather than assumed, and how much buffer a
given task actually needs based on its performance in prior rehearsals rather than a program manager's
guess. Programs that write this down carefully, task by task, and keep revising it after every rehearsal
tend to hold their cutover window. Programs that treat the runbook as a document written once and
defended after the fact usually don't.
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A botched cutover rarely traces back to one dramatic failure. More often it's an accumulation of small
ones: a task that ran twenty minutes longer than planned, a dependency that was assumed rather than
verified, a fallback step nobody had actually rehearsed. Genuine, well-instrumented mock cutovers are
what catch those problems before the real weekend does, which is why programs that treat rehearsal as
a box-ticking exercise tend to be the ones that overrun.

Some programs now use machine learning models to help with that sequencing, flagging where a plan's
buffer is thinnest based on historical variance rather than a single-point estimate, and comparing
real-time progress against expected pace once the weekend starts. That can shave real hours off a
well-run cutover, but only on top of good rehearsal data. A model has nothing to learn from a program
that hasn't tested its own runbook honestly.

What Happens After Cutover: The Hypercare Tail
Cutover itself is measured in hours or days. What follows is measured in weeks or months, and it varies
enormously by project type. That's hypercare: the stabilization period where the program watches
closely for issues that only show up under full production load. PerfecTwin's analysis of SAP hypercare
patterns finds that a full ECC-to-S/4HANA migration typically runs a hypercare period of two to four
months, the longest of any SAP project type, compared to two to four weeks for a more contained
S/4HANA version upgrade.

That gap exists largely because a full migration carries more unknowns than a contained upgrade:
custom code behaving unexpectedly under load, data issues that only surface against real transaction
volume, integration touchpoints nobody fully load-tested. Monitoring tools, some of them AI-assisted,
help by comparing system behavior and defect-inflow rates against expected patterns instead of waiting
for a support ticket to surface a problem days later, but most of the hypercare tail still comes down to the
support team's own judgment about what's normal and what isn't.

2–4 months is the typical hypercare period for a full ECC-to-S/4HANA migration,
roughly four times longer than a contained S/4HANA version upgrade.
(PerfecTwin)

Typical hypercare duration by SAP project type.
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The Decision No Tool Makes For You
No amount of sequencing optimization or real-time monitoring changes who makes the go/no-go call at
each cutover checkpoint. That decision, whether to proceed, pause, or invoke a fallback plan, carries
business consequences a model isn't positioned to weigh: customer commitments, regulatory reporting
deadlines, board-level visibility. AI-assisted cutover tooling earns its keep by feeding better, faster
information to the people making that call. It's not a substitute for the command-center discipline a
cutover weekend still requires.

Where This Leaves You
Cutover rehearsal quality and command-center readiness are two of the areas Orpington Technologies
checks most closely in its pre-go-live diagnostic work, because problems there are usually still fixable if
caught early enough. With the 2027 deadline narrowing the calendar every quarter, locking a cutover
date and rehearsing it properly is the surest way to avoid a scramble. Orpington brings deep
ECC-to-S/4HANA migration experience to that planning, with AI-assisted sequencing as one part of a
broader toolkit. Learn more about Orpington's approach at orpingtontech.com.
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