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BEFORE THE WASHINGTON UTILITIES AND TRANSPORTATION COMMISSION 
 

Dockets UE-260005 & UG-260006 
Puget Sound Energy 

2026 General Rate Case 
 
 

WUTC STAFF DATA REQUEST NO. 088: 
REQUESTED BY: Paul Koenig 
 
RE: SAP S/4 HANA Migration Project 
 
In regard to the Direct Testimony of Diane E. Perry, page 41, when is the migration to 
the SAP S/4 HANA planned to be complete? And how long will this new ERP platform 
be expected to last for? 
 
 
Response: 
 
The SAP S/4 HANA Migration Project has several meaningful completion milestones 
reflecting the scale and scope of the migration: 
 

1. Current Status: Planning and Preparatory Phase (2024–2026). As 
described on page 41, lines 20-23, to page 42, line 1, of the Prefiled Direct 
Testimony of Diane E. Perry, Exh. DEP-1T: 

 
Project planning began in 2024, supported by 
independent consulting firms with expertise in SAP 
implementations and utility-sector ERP transitions. 
These assessments evaluated platform alternatives, 
conducted cost-benefit analyses, and identified 
prerequisite activities — such as data readiness, 
archival work, and system rationalization — that must 
be completed before full implementation. 

 
As described on page 42, lines 2-4, of the Prefiled Direct Testimony 
of Diane E. Perry, Exh. DEP-1T, "PSE is also negotiating 
contractual terms with SAP and preparing a Request for Proposal 
to select a system integrator, with those efforts expected to 
conclude in 2026." 

 
2. Primary Production Go-Live and In-Service Cutover: June 30, 

2028. The Estimated In-Service Date reflected in the Corporate 
Spending Authorization CSA0227 is June 30, 2028. See the 
Seventh Exhibit to the Prefiled Direct Testimony of Diane E. Perry, 
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Exh. DEP-8. This is the principal single-date answer to when the 
migration is "complete" in the sense of replacing SAP ECC 6.0 with 
SAP S/4 HANA as PSE's operating Enterprise Resource Planning 
platform. Approximately $169.2 million of the project's capital 
investment is expected to be placed in service in Rate Year 2, 
corresponding to this in-service milestone, as stated at page 43, 
lines 13-15, of the Prefiled Direct Testimony of Diane E. Perry, 
Exh. DEP-1T. 

 
3. Continuing In-Service Additions: Rate Year 3. Approximately 

$78.7 million of additional capital is expected to be placed in 
service in Rate Year 3, as stated at page 43, lines 13-14, of the 
Prefiled Direct Testimony of Diane E. Perry, Exh. DEP-1T. This 
reflects the phased nature of an ERP migration of this scale; 
subsequent modules, integrations, reports, and analytics 
migrations, and post-go-live capability enhancements are typically 
placed in service incrementally following the primary production 
cutover. 

 
4. Post-Multi-Year-Rate-Plan Project Activity: 2030 and Beyond. 

As expressly stated at page 43, lines 14-15, of the Prefiled Direct 
Testimony of Diane E. Perry, Exh. DEP-1T, "Due to its scale, 
portions of the project will extend beyond the multiyear rate plan 
period." CSA0227 reflects fiscal year 2030 project spend of 
approximately $33.7 million, consistent with continuing post-Multi-
Year Rate Plan project activity. The post-Multi-Year Rate Plan 
activity typically includes (a) completion of deferred-priority modules 
or capabilities, (b) post-implementation stabilization and hypercare, 
(c) completion of reporting, analytics, and ancillary-system 
transitions, and (d) ongoing "continuous modernization" activities 
consistent with the "clean core" framework described at page 41, 
lines 14-18, of the Prefiled Direct Testimony of Diane E. Perry, 
Exh. DEP-1T. The FY2030 capital spend of approximately $33.7 
million is not part of the cost-recovery request in this proceeding 
and would be addressed in a subsequent general rate case as and 
when those amounts are placed in service. 

 
5. Supporting Organizational Transition. ERP migrations of this 

scale typically involve a multi-year post-go-live period during which 
PSE's business processes, user training, reports and analytics, and 
integration ecosystem continue to stabilize and optimize around the 
new platform. This organizational transition activity is distinct from 
the capital investment portion of the project and is expected to 
continue into 2029 and beyond. 
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The single-date answer to the request (i.e., June 30, 2028, the Estimated In-Service 
Date of CSA0227) accordingly represents the primary production cutover but not the 
completion of all project-related activity. 
 
The expected useful life of PSE's SAP S/4 HANA platform is best understood through 
several lenses: the vendor's published support roadmap, the platform's financial 
accounting useful life, the strategic architectural approach being applied during the 
migration, and industry-standard ERP platform lifecycles. 
 

1. SAP Vendor-Published Support Roadmap. SAP has publicly 
committed to mainstream maintenance of SAP S/4 HANA through 
2040, with extended maintenance available through 2045, 
consistent with SAP's ERP platform lifecycle commitments. By 
comparison, PSE's current SAP ECC 6.0 platform, which SAP has 
announced will exit mainstream support in 2027 (approximately 
20 years after its 2005 release), reflects a comparable vendor-
support horizon of approximately 22 years from initial release. 
SAP's S/4 HANA support horizon through 2040 (nominally; subject 
to SAP's future commercial decisions) provides for approximately 
12 years of mainstream vendor support from PSE's planned 2028 
production go-live, consistent with the vendor-support horizons 
customarily contemplated in major ERP investments. 

 
2. Financial-Accounting Useful Life. For financial accounting and 

ratemaking purposes, the useful life of the capitalized SAP S/4 
HANA Migration investment is determined in accordance with 
PSE's standard capitalization policies and depreciation conventions 
for internal-use software and related implementation costs. The 
specific depreciation schedule and useful-life assumption applied to 
the SAP S/4 HANA Migration capitalized amounts are reflected in 
PSE's revenue-requirement workpapers and are consistent with 
PSE's treatment of similar large-scale IT-investment capitalizations. 
Typical utility-industry depreciation lives for major ERP platform 
implementations range from approximately 10 to 15 years for the 
capitalized implementation investment. However, the useful life of 
the underlying ERP platform (as a strategic information-technology 
asset) extends beyond the depreciation schedule. 

 
3. "Clean Core" Architectural Approach and Extended Platform 

Life. As described on page 41, lines 14-18, of the Prefiled Direct 
Testimony of Diane E. Perry, Exh. DEP-1T, 

 
A foundational component of the project is the 
implementation of a 'clean core' framework, which 
reduces custom code and aligns configurations with 
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SAP best practices. This approach decouples PSE-
specific customizations from the underlying ERP 
software, making future upgrades faster, less 
expensive, and less disruptive. 

 
The clean-core architectural approach is specifically designed to 
extend the effective life of the SAP S/4 HANA platform by 
(a) enabling PSE to accept periodic SAP upgrades and new 
releases with substantially less re-integration effort than was 
required for the current ECC 6.0 platform (which over time has 
accumulated substantial customization and technical debt), 
(b) reducing the accumulation of "technical debt" that ultimately 
shortens the useful life of ERP platforms, and (c) positioning PSE 
for ongoing "continuous modernization" rather than another large-
scale replacement migration at end-of-platform-life. 

 
4. Deployment Model: SAP RISE Private Cloud Edition. As 

described on page 42, lines 8-17, of the Prefiled Direct Testimony 
of Diane E. Perry, Exh. DEP-1T, PSE selected the SAP RISE 
Private Cloud Edition ("RISE PCE") deployment model for the new 
platform. The RISE PCE deployment model is a subscription-based 
private-cloud service hosted by SAP that provides several platform-
lifecycle benefits, including continuous vendor-delivered patching 
and updates, periodic feature releases, and a contractual 
relationship with SAP covering platform hosting, security, and 
availability. 

 
5. Strategic-Investment Horizon. ERP platforms at utilities of PSE's 

size and complexity are typically operated as strategic, long-term 
investments with expected strategic-use horizons of 15–25 years 
from initial go-live. PSE's current SAP ECC 6.0 platform, which will 
be retired in connection with the S/4 HANA Migration, was 
implemented approximately 15–20 years before the planned 2028 
cutover and supports this industry-standard strategic-investment 
horizon. PSE's expectation for SAP S/4 HANA is consistent with 
this strategic horizon, subject to (a) SAP's continued vendor-
support commitments, (b) evolution of enterprise technology more 
broadly, (c) PSE's own evolving business needs, (d) regulatory and 
compliance developments, and (e) the successful execution of the 
clean-core architectural approach described above. 

 
6. Comparison to Current Platform. By way of reference, PSE 

implemented the SAP solution in 1998. The current SAP ECC 6.0 
platform was originally released by SAP in 2005 and has been 
PSE's operating ERP platform for approximately 15–20 years. 
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SAP’s announcement of 2027 end of mainstream maintenance for 
ECC 6.0 corresponds to approximately 22 years of vendor-
supported platform life from ECC 6.0's initial release. PSE expects 
that SAP S/4 HANA will provide at least a comparable vendor-
supported platform life from the 2028 go-live, consistent with SAP's 
published roadmap through 2040 for mainstream maintenance. 

 
In sum, the primary SAP S/4 HANA production go-live is expected on or about June 30, 
2028, per CSA0227, with in-service capital additions continuing through Rate Year 3 
and post-Multi-Year Rate plan project activity extending into 2030 and beyond. The 
expected strategic-use life of the SAP S/4 HANA platform is approximately 15–25 years 
from go-live, consistent with industry-standard ERP-platform horizons, supported by 
SAP's published mainstream-maintenance roadmap through 2040 (approximately 12 
years from go-live) and by the clean-core architectural approach designed to extend the 
effective life of the platform through continuous modernization rather than another large-
scale replacement migration. 
 
Please see PSE’s Responses to WUTC Staff Data Requests No. 087, 090, and 095. 
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