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SAP Integration Is the ERP Modernization
Decision Most Teams Defer Too Long

SAP integration decides whether ERP
modernization succeeds. Gartner expects
70% of ERP initiatives to miss their goals

by 2027. Here is how to plan it. | D APPscCONNECT
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surrounding systems is where it most
often breaks. The fix starts in planning,
not procurement.

SAP integration is the part of ERP

modernization most often underestimated, and it decides whether the rest of the program
succeeds. Gartner reports that by 2027, more than 70% of recently implemented ERP initiatives
will fail to fully meet their original business case goals. The systems work. The connections
between them are where modernization quietly breaks.

This is a planning problem before it is a technology problem. Most modernization budgets fund
the new platform and treat integration as a line item to sort out later. That sequence is
backwards. How SAP connects to commerce, CRM, finance, and warehouse systems shapes
whether real-time data, clean reporting, and automation are achievable at all.

Modernization Hinges on the Connection Layer

ERP modernization is not one project. It spans cloud transition, composable architecture, Al
enablement, and data harmonization. Each layer assumes data can move cleanly between SAP
and everything around it. When integration is weak, every layer above it inherits the weakness.

Writing in CIO, enterprise architects describe the same shift: the systems that once promised
control now stifle flexibility and pile up technical debt. The fix is architectural, not cosmetic. A
modernized ERP that cannot share data across functions in real time is a faster version of the old
problem.
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This is why SAP integration belongs at the front of planning. It is the layer that determines
whether modernization delivers connected operations or just a new license cost.

Complex Flows and Legacy Workflows

SAP rarely operates alone. It sits among commerce platforms, marketplaces, CRMs, third-party
logistics, and finance tools, each with its own data model and update cycle. The work is
reconciling order, inventory, customer, and financial data across systems that were never
designed to agree.

A Gartner analysis of manufacturing technical debt describes it precisely: a system from 2011
that cannot talk to an ERP installed in 2018, which in turn does not connect to a data lake added
later. These patchwork architectures are the norm, built through acquisitions, one-off projects,
and integrations bolted on under deadline.

Legacy workflows make it harder. Processes built around manual exports and overnight batch
jobs carry forward as unstated requirements. Modernization that ignores them produces a clean
core surrounded by the same manual workarounds.

How Integration Debt Builds

Integration debt is the accumulated cost of connections built fast and never revisited. It builds
quietly, then sets the ceiling on what modernization can achieve.

The pattern is consistent. A point-to-point connection is built to hit a deadline. Another follows
for the next system. None are documented as architecture. Within a few years the business runs
on connections no one fully owns. Gartner notes that engineering teams then spend significant
additional time fixing and refactoring these links instead of building new value.

The downstream effects are practical. Reporting lags because data arrives in batches. Staff re-key
information between systems. Errors surface at month-end when records do not reconcile. Each
is @a symptom of integration treated as plumbing rather than infrastructure.

The financial weight is real. Industry research shows custom point-to-point integrations carry
ongoing maintenance of 20 to 35% of build cost every year, and SAP implementations frequently
exceed budgets once integration and data migration are fully counted. Integration debt is not a
technical inconvenience. It is a recurring line on the P&L.

What SAP Integration Actually Costs and Takes

Buyers ask two questions vendors often avoid: how much, and how long. Honest ranges help
planning more than precision promises.



For SAP Business One, connecting a single system such as eCommerce, CRM, or a marketplace
typically runs a few thousand to mid five figures per integration, depending on complexity and
APl readiness, according to SAP implementation cost guides. Timelines for the integration layer
usually run weeks, not the months a full ERP rollout takes, when pre-built connectors exist.
Custom development moves both numbers sharply upward and adds the annual maintenance
noted above.

The planning lesson is not to chase the lowest number. It is to count the full cost: build,
maintenance, and the manual-process cost that accrues while systems stay disconnected. For a
deeper view of methods and trade-offs, APPSeCONNECT maintains a guide to SAP integration
best practices, tools, and methods. That total, not the initial quote, is the real basis for a decision.

Planning Questions Leaders Resolve First

Strong SAP integration starts with questions answered before tools are chosen. These separate
programs that modernize from programs that overrun.

Which data must move in real time, and which can run in batches? Not everything needs instant
sync, and pretending otherwise inflates cost. Define this first.

What does each connected system own? Decide where the source of truth lives for customers,
orders, inventory, and pricing before connecting anything. Most reconciliation failures trace to
skipping this.

Are connections pre-built or custom? Pre-built connectors for common SAP scenarios cut cost,
time, and long-term maintenance. Custom work is justified only where the process is genuinely

unique.

Who owns integration after go-live? Connections without an owner become tomorrow’s debt.
Name the owner during planning.

How will this scale? An integration that fits today but breaks at double the order volume is a
deferred cost. Plan for the trajectory, not the snapshot.

Leaders who resolve these early treat integration as architecture. Those who defer them inherit
integration debt and join the majority of ERP programs that miss their goals.

The Bet You Cannot Wing

SAP integration is the modernization decision most exposed to wishful planning. It is rarely the
most visible line in the budget and almost always the one that determines the outcome. The



organizations that get modernization right plan the connection layer first, count its full cost, and
assign it an owner. The rest discover too late that a modern ERP wired to its surroundings with
improvised connections is not modernized at all.
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