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Abstract: The strategic modernization of SAP Order-to-Cash (O2C) and Electronic Data Interchange (EDI) processes in 

manufacturing circles is a significant part of the digital modernization challenge that is investigated in this in-depth analysis. The 

article analyses how the conventional methods of work (silo-ed systems, manual handoff, lack of visibility) cannot satisfy the 

requirements of the contemporary competitive environment, where real-time responsiveness and smooth integration are the hallmarks 

of the market leaders. It explores how EDI has passed through its lowly roots as an aid to simple document transfer to an advanced 

and strategic asset that can manage complex multi-organizational processes. The article explores the factors of business imperatives 

that have led to modernization, such as the changing customer expectations, the needs of operational efficiency, and challenges 
facing the global trading ecosystem. Technological enablers like cloud-solution-based SAP, intelligent automation, and integration 

architectures that use APIs have been further analyzed. The strategic advantages are operational efficiencies, customer experience, 

data-driven decision making, compliance, and scalable integration frameworks, which are studied in detail. The implementation 
considerations that ought to be critical to manufacturers pursuing such transformational projects are concluded in the paper. 

Keywords: Digital transformation, Order-to-Cash modernization, Electronic Data Interchange, Manufacturing technology, Supply 

chain integration. 

 

INTRODUCTION 
Global competition, demanding clients, and the 

web of the complicated supply chain is becoming 

an increasing strain to manufacturing firms 

worldwide. Such pressures have led to a scramble 

to modernize Order-to-Cash (O2C) and Electronic 

Data Interchange (EDI) solutions as important 

components to broader digital transformation 

initiatives. The head-on modernization addresses 

the changing market realities as seen in the 

demands made by customers, operational pressure, 

and competition across the globe, which make 

companies redesign all their established 

operations. 
 

The traditional systems of managing O2C in 

factories and plants, disconnected systems, hand-

offs of documents, and blind spots, just do not 

work when there is a need to produce a response in 

a fraction of a second and have everything 

connected. Manufacturing firms grappling with 

increasingly tangled global supply networks find 

their outdated O2C systems creating genuine 

business headaches: sluggish order processing, 

tied-up capital, and frustrated customers taking 

their business elsewhere. 
 

EDI has transformed from a mere technical 

checkbox for document sharing into a genuine 

strategic asset that lets manufacturers coordinate 

complex workflows across company boundaries. 

Modern EDI setups now serve as the digital 

foundation for sophisticated O2C processes, going 

far beyond simple transaction handling to deliver 

the real-time transparency and process integration 

that contemporary manufacturing absolutely 

requires. 
 

Industry experts have documented compelling 

business reasons for O2C upgrades in 

manufacturing settings. Zuora's in-depth research 

shows manufacturers who excel at O2C enjoy 

faster cash flow, slashed operational costs, and 

stronger customer loyalty (Zuora,). Studies in 

Applied Sciences reveal advanced EDI 

implementations deliver measurably better order 

accuracy, faster processing, and happier 

customers—creating advantages competitors 

struggle to match (Fortier, J. et al., 2025). 
 

Achieving O2C excellence forces manufacturers to 

tackle several thorny challenges simultaneously. 

Technical hurdles emerge when connecting 

systems across sprawling enterprise architectures. 

Process standardization must somehow 

accommodate manufacturing's inherent variability. 

Change management demands careful attention to 

ensure staff embrace rather than resist new 

capabilities. 
 

As factories and plants push further into 

digitalization, O2C modernization stands not as 

some technical side project but as a strategic 

necessity. Manufacturers who successfully 

transform these processes gain the ability to 

deliver exceptional customer experiences, achieve 

operational mastery, and optimize financial 

performance, creating advantages rivals find 
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increasingly difficult to overcome in today's digital 

manufacturing battlefield. 
 

THE EVOLVING O2C LANDSCAPE IN 
MANUFACTURING 
Order-to-Cash cycle encompasses all activities 

surrounding the first order made to the ultimate 

collection of payment. This is especially difficult 

to work out in the manufacturing world because of 

how many transactions there are to deal with, the 

extremely unpredictable customer requirements, 

and the international compliance nightmare. 

Customary methods are also often plagued by the 

manual startup, lack of insight, and inefficient 

feedback time, and can ruin consumer relations 

and the proficiency of the operation. 
 

The manufacturing companies are experiencing a 

more unsteady environment, in which 

manufacturing complexities collide with the 

customer needs in demand immediate reaction and 

total unconcealedness. The Order-to-Cash process 

sits precisely at this critical junction, functioning 

both as an operational necessity and a potential 

competitive weapon. Accenture's research on 

digital manufacturing reveals manufacturers 

radically rethinking how they approach O2C. This 

transformation is founded on the crash of real and 

digital existence caused by innovation, such as 

digital twins, that enable the end-to-end value 

chain manufacturers to produce digital replicas of 

the whole value chain, to which O2C processes are 

not an exception. Using these digital models, 

businesses can test changes to the processes, 

identify bottlenecks and workflow optimization 

without putting the real world at risk to the highest 

possible extent and accelerating the change 

process. The digital twin approaches are 

particularly effective in the case of manufacturers 

producing complex, configurable goods, in which 

the order specifications directly affect not only the 

production plan but also the materials required and 

the delivery times (Satyavolu, P. 2025). 
 

The manufacturing O2C landscape shows 

increasing integration between previously siloed 

departments. It is reported that smart 

manufacturers are also implementing end-to-end 

digital platforms that directly interface systems 

exposed to customers with production and form 

uninterrupted information channels all the way 

through to order receipt, delivery, and invoicing 

(Accenture). The integration provides the 

customers with tremendous visibility of the status 

of their orders, stock levels, and delivery times 

unheard of in the business, and they have been 

regarded as commodities no longer as a 

differentiating factor in the manufacturing 

industries. The research further demonstrates how 

manufacturers utilizing these integrated platforms 

achieve dramatically better order accuracy, 

processing speed, and customer satisfaction, 

creating measurable advantages in increasingly 

crowded markets (Satyavolu, P. 2025). 
 

The technical foundation supporting 

manufacturing O2C has undergone dramatic 

evolution lately. Phasio's analysis of 

manufacturing order management systems shows 

progression from rigid ERP-centric approaches 

toward flexible, modular architectures allowing 

quick adaptation to changing business needs. This 

architectural shift typically means abandoning 

monolithic systems for composable business 

applications, leveraging standardized APIs and 

microservices for seamless process integration. 

The research reveals that leading manufacturers 

now implement order management systems that 

function as orchestration layers connecting diverse 

business applications rather than standalone 

transaction processors. Such modern systems let 

manufacturing organizations quickly adapt O2C 

processes to accommodate new business models, 

market requirements, and customer expectations 

without expensive system overhauls (Phasio, 

2025). 
 

Modern order management systems impact 

manufacturing O2C well beyond technology 

considerations, fundamentally reshaping business 

capabilities. According to Phasio's research, 

manufacturers implementing advanced order 

management systems gain substantial benefits 

across multiple operational fronts. Benefits include 

better inventory visibility, enabling more accurate 

order promises, tighter production planning 

integration, slashing fulfillment times, and 

automated compliance checks ensuring regulatory 

requirements are met throughout the order 

lifecycle. Perhaps most significantly, these systems 

let manufacturers deploy sophisticated rules 

engines that automatically route orders based on 

product characteristics, customer requirements, 

and production constraints—dramatically cutting 

manual work while simultaneously improving 

order accuracy and delivery speed (Phasio, 2025). 
 

Manufacturing O2C evolution reflects broader 

industry shifts toward customer obsession. 

Accenture highlights how digital manufacturing 

leaders completely reimagine O2C processes from 

the customer's viewpoint, designing seamless 
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experiences that transcend traditional company 

boundaries. This customer-centric approach 

creates capabilities like self-service order 

configuration, real-time delivery tracking, and 

automated status updates, keeping customers 

informed throughout order lifecycles. The research 

indicates that manufacturers achieving excellence 

in customer-facing O2C capabilities see 

measurable gains in satisfaction, retention, and 

wallet share—metrics directly influencing long-

term growth and profitability (Satyavolu, P. 2025). 
 

The governance and organizational aspects of 

manufacturing O2C have likewise transformed. 

According to the analysis by Phasio, the 

predominant trend among the leading 

manufacturers is to adopt a cross-functional model 

of governance that disbands the historic functional 

silos that have historically governed the company, 

as the O2C excellence requires the collective effort 

of sales, operations, financial, and IT departments. 

Such governance models are characterized by 

formalized measures of performance that are 

linked to strategic business objectives so that the 

process bottlenecks can be identified and repaired 

systematically. The research emphasizes 

comprehensive change management approaches 

addressing both technical and human dimensions 

of O2C transformation, ensuring process 

improvements deliver sustained performance gains 

rather than temporary efficiency bumps (Phasio, 

2025). 
 

As manufacturing companies navigate increasingly 

cutthroat competitive landscapes, O2C excellence 

grows ever more strategically vital. Accenture's 

research demonstrates that manufacturers in the 

top quartile of O2C performance consistently 

outshine industry peers across financial, 

operational, and customer experience measures. 

This performance gap creates a virtuous cycle of 

improved customer satisfaction, increased orders, 

and enhanced operational efficiency increasingly 

difficult for competitors to overcome. The research 

further shows that manufacturing organizations 

achieving O2C excellence gain a superior ability to 

weather market disruptions, launch new business 

models, and seize emerging opportunities, creating 

strategic agility extending far beyond mere 

transactional efficiency (Satyavolu, P. 2025). 
 

ELECTRONIC DATA INTERCHANGE: 
THE DIGITAL BACKBONE 
EDI is the digital spine supporting the 

contemporary O2C processes and is a mechanism 

for exchanging standardized business documents 

and automating the sharing or exchange between 

trading partners. The most important EDI trade 

that runs the manufacturing O2C is Purchase 

Orders (EDI 850 / ORDERS), Order 

Confirmations (EDI 855 / ORDRSP), Shipping 

Notices (EDI 856 / DESADV or SHPMNT), 

Invoices (EDI 810 / INVOIC), and Payment 

Remittance (EDI 820 / REMADV). Such unified 

templates produce smooth transactions of trade 

between consumers and the suppliers, reducing 

tedious data input and the subsequent errors by a 

staggering percentage, and exponentially 

improving processing rates. 
 

The EDI developments in the manufacturing arena 

reflect more overall trends in industry to greater 

levels of digitalization and process integration. 

HubBroker's analysis of manufacturing EDI 

implementations reveals modern manufacturers 

leveraging EDI as a strategic asset extending far 

beyond basic document exchange. The research 

shows EDI becoming increasingly central to 

manufacturing competitiveness, enabling 

companies to meet escalating customer 

expectations for transaction visibility, process 

automation, and lightning-fast responses. 

Manufacturing firms implementing comprehensive 

EDI solutions experience dramatic reductions in 

order processing times, vastly improved data 

accuracy, and stronger trading partner 

relationships, directly contributing to competitive 

advantage. As manufacturing operations spread 

across global networks, EDI provides standardized 

communication frameworks that let diverse 

organizations exchange critical business 

information despite differences in internal systems, 

processes, and geographic locations (HubBroker,). 
 

EDI strategic importance extends beyond mere 

transactional efficiency to enable fundamental 

business capabilities directly influencing market 

position. Research from Cleo shows EDI serving 

as an essential foundation for advanced 

manufacturing practices, including lean 

production, demand-driven fulfillment, and 

integrated supply chain management. These 

capabilities depend on the timely, accurate 

exchange of structured business documents 

between manufacturing organizations and trading 

partners—precisely what modern EDI delivers. 

The research demonstrates that manufacturing 

organizations with mature EDI capabilities achieve 

measurable advantages in inventory optimization, 

production planning, and cash flow management 

compared to competitors relying on manual or 

semi-automated document exchange. These 
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advantages prove particularly significant in 

manufacturing sectors featuring high transaction 

volumes, complex product configurations, and 

strict delivery requirements where manual 

processes simply cannot deliver the necessary 

speed and accuracy (Keeports, A.). 
 

The technical underpinnings of manufacturing EDI 

implementations have likewise evolved to handle 

increasing business complexity. Cleo's analysis 

shows leading manufacturers now implementing 

EDI solutions extending well beyond basic 

document translation to include sophisticated 

integration capabilities, business process 

orchestration, and transaction analytics. These 

advanced platforms enable manufacturing 

organizations not just to exchange documents 

electronically but also to monitor transaction 

flows, spot exceptions, and proactively fix 

potential issues before they disrupt operations. The 

research highlights cloud-based EDI solutions 

becoming particularly valuable for manufacturing 

organizations, delivering scalability, flexibility, 

and partner connectivity that traditional on-

premise implementations simply cannot match in 

today's dynamic business environments (Keeports, 

A.).

 

 
Fig 1: EDI: The Digital Backbone of Modern Manufacturing (HubBroker; Keeports, A.) 

 

DRIVERS PROPELLING 
MODERNIZATION INITIATIVES 
Business Imperatives 

Various business imperatives pressure the 

manufacturing organizations relentlessly to 

modernize the O2C and EDI capabilities. The 

changing customer demands in, which require 

instant visibility of order status, inventory balance, 

as well as delivery time, have entirely changed the 

manufacturing scene, as customers may want to 

know what is happening to their orders without 

any delay. The market pressures of operations 

efficiency have also increased exponentially, and 

quicker order processing with reduced micro-

interactions and errors is now the only viable way 

to stay competitive. Additionally, as supply chains 

stretch globally, manufacturers must navigate 

byzantine compliance requirements and diverse 

trading partner standards within expanding global 

trading ecosystems. 
 

PwC's analysis of digital manufacturing operations 

reveals changing customer dynamics 

fundamentally reshaping O2C requirements across 

manufacturing sectors. The study finds that 

suppliers are being judged more relative to 

manufacturing customers based on the ability of 

the supplier to manage orders, provide flexibility 

of fulfillment, and transparency of information 

with relevance to the quality and price of products. 

These changing expectations leave manufacturing 

organizations under incredible pressure to 

modernize O2C processes because the 

conventional means of doing so is no longer 

tenable due to the speed, visibility, and 

personalization that customers expect in the 

modern day. The study indicates that 

manufacturers successfully transforming O2C 

processes to meet these expectations gain 

substantial competitive advantages through 

improved customer satisfaction, increased order 

volumes, and stronger market position (PwC,). 
 

The operational efficiency imperative likewise 

drives O2C modernization as manufacturers battle 

in increasingly competitive global markets. SCW's 

comprehensive analysis of manufacturing digital 

transformation shows organizations facing 

constant pressure to boost productivity while 

simultaneously enhancing quality and 
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responsiveness. This challenge defies incremental 

improvements to existing processes, instead 

demanding fundamental reimagination of 

workflow orchestration through digital 

technologies. The research highlights how leading 

manufacturers leverage O2C modernization to 

simultaneously slash costs and improve customer 

experience, outcomes previously thought 

contradictory. These dual benefits create 

compelling business cases for transformation 

investments, with most organizations seeing 

substantial returns within 12-18 months of 

implementation (Gencer, G. 2024). 
 

Technological Enablers 

In addition to these commercial imperatives, a few 

technology innovations make O2C and EDI 

processes modernisation possible. SAP solutions 

offered on the cloud, especially the migration to 

SAP S/4HANA Cloud, are endowed with greater 

potential in automating O2C processes and also 

automating their integration processes where 

manufacturers are concerned. Advanced 

automation helps, which is characterized by 

predictive analytics and autonomous decisions 

based on intelligent automation technologies such 

as Robotic Process Automation (RPA), Artificial 

Intelligence (AI), and Machine Learning (ML). 

Also, the integration architectures based on API 

establish smooth integrations with SAP systems, 

EDI systems, and trading partner networks. PwC's 

research demonstrates that cloud-based ERP 

platforms are becoming essential enablers for 

manufacturing O2C modernization. Migration to 

SAP S/4HANA Cloud specifically gives 

manufacturers capabilities that directly enhance 

O2C performance, including real-time analytics, 

process automation, and simplified data models. 

These capabilities let manufacturing organizations 

implement advanced order management processes 

impossible in legacy environments, creating 

substantial competitive differentiation. The 

research further highlights how cloud platforms 

deliver the scalability and flexibility necessary to 

adapt O2C processes to changing business 

requirements without extensive technical 

modifications (PwC,). 

 

 
Fig 2: Drivers Propelling O2C and EDI Modernization in Manufacturing (PwC,; Gencer, G. 2024) 

 

STRATEGIC BENEFITS OF O2C AND 
EDI MODERNIZATION 
Factories that overhaul their O2C and EDI systems 

gain serious competitive muscle. These advantages 

go way beyond cost-cutting to fundamentally 

change market position. 
 

Operational Efficiencies 

Ditching paperwork and manual entry cuts labor 

costs while killing error rates. Smart validation 

catches mistakes before they snake through supply 

chains, preventing expensive fixes later. McKinsey 

found plants using modern O2C and EDI 

experiencing massive workflow gains. Top 

performers slash manual processing by half 

through automation, freeing skilled workers from 

mind-numbing data entry. Quality jumps 

dramatically too, with automated systems cutting 

errors by up to 95% versus manual methods. 

Together, these improvements deliver real 

competitive edges through faster processing, on-

time deliveries, and delighted customers—directly 

pumping up the bottom line (Allgood, K. and 

Perez, F. 2024). 
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Enhanced Customer Experience 

Faster order handling and real-time updates 

dramatically boost customer loyalty. Modern O2C 

lets manufacturers offer self-service portals where 

customers track and manage orders themselves. 

Capgemini's research discovered that O2C 

improvements directly shape customer perception 

and repeat business. Their comprehensive study 

shows manufacturers modernizing O2C typically 

see 15-25 point jumps in Net Promoter Scores 

(NPS). 
 

This substantial NPS improvement represents a 

transformative shift in customer sentiment and 

loyalty metrics that warrants deeper examination. 

According to Capgemini's analysis, this 15-25 

point NPS increase translates to meaningful 

business outcomes: manufacturers achieving these 

improvements typically experience 20-30% higher 

customer retention rates and 10-15% increases in 

share-of-wallet among existing customers 

(Renascence, 2024). The magnitude of this NPS 

jump is particularly significant when 

contextualized within industry benchmarks—

manufacturing companies typically struggle to 

move NPS by even 5-10 points through 

conventional customer experience initiatives. 
 

The dramatic NPS improvements stem from 

several customer experience enhancements made 

possible through O2C modernization. First, 

modernized systems enable order confirmation 

times to decrease from days to minutes, satisfying 

the growing customer expectation for immediate 

transaction acknowledgment. Second, real-time 

order tracking capabilities eliminate the 

information gaps that historically frustrated 

manufacturing customers, replacing uncertainty 

with continuous visibility throughout fulfillment 

processes. Third, proactive exception management 

allows manufacturers to identify and address 

potential disruptions before they impact customers, 

transforming the reactive problem resolution 

typical in manufacturing into proactive customer 

care. 
 

Perhaps most significantly, modern O2C systems 

provide self-service capabilities that fundamentally 

reshape how customers interact with 

manufacturers. Capgemini's research indicates that 

B2B buyers increasingly prefer digital self-service 

over traditional interaction models, with over 70% 

of procurement professionals citing self-service 

capabilities as "very important" or "critical" when 

selecting manufacturing partners (Renascence, 

2024). These self-service portals let customers 

place orders, track fulfillment, access 

documentation, and manage accounts without 

phone calls or emails—matching the digital 

experiences buyers increasingly expect from their 

personal purchasing experiences. 
 

The NPS improvements driven by O2C 

modernization prove particularly valuable as 

manufacturing markets evolve. As product 

differentiation becomes increasingly difficult to 

maintain, customer experience emerges as a 

primary competitive battlefield. Manufacturers that 

can deliver exceptional ordering experiences gain 

significant advantages in customer retention, share 

expansion, and new customer acquisition through 

positive referrals—all outcomes directly linked to 

the 15-25 point NPS improvements documented in 

Capgemini's research. 
 

Data-Driven Decision Making 

O2C real-time visibility facilitates cleverness in 

inventory, production, and cash management. 

Cutting-edge analytics prevents issues that harm 

customers. McKinsey demonstrates how 

modernization of O2C is revolutionizing the 

analytical muscle of the manufacturers who are not 

only content to turn transaction data into strategic 

gold but are also content with processing 

paperwork. This leap between primitive reporting 

and predictive analytics is an advanced way to 

provide actionable business insight in various 

business areas. The total benefits of large O2C 

analytics factories are often improvements on 

performance aspects such as 15-20 inventory costs, 

10-15 percent improvement in production 

planning, and 20-25 percent cash management. 

Such benefits are possible due to the identification 

of trends, predicting issues, and solving difficulties 

before they derail the activities, which translates 

into true competitive advantages in turbulent 

markets (Allgood, K. and Perez, F. 2024). 
 

Compliance and Partner Management 

Modern EDI helps manufacturers meet strict 

partner requirements and complex regulations. 

This proves especially crucial in heavily regulated 

industries requiring exhaustive documentation and 

traceability. Capgemini found EDI modernization 

directly boosts the ability to navigate complex 

compliance across global markets. Leading 

manufacturers use modern EDI to implement 

sophisticated validation, ensuring compliance 

while streamlining operations. These capabilities 

deliver exceptional value in automotive, aerospace, 

and pharmaceuticals, where documentation 

directly affects market access and customer 
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relationships. The research shows manufacturers 

with mature EDI capabilities consistently 

outperforming competitors in compliance metrics, 

including on-time document submission, 

information accuracy, and audit readiness—factors 

directly influencing trading relationships and 

regulatory standing (Renascence, 2024). 
 

Scalable Integration Framework 
Modern EDI lets manufacturers quickly add 

trading partners, expand business networks 

efficiently, and seize market opportunities faster. 

McKinsey highlights how EDI modernization 

transforms partner integration, enabling 

connections with new trading partners in days 

instead of months. This speed comes from 

standardized frameworks, pre-configured 

templates, and cloud connectivity that drastically 

simplify partner onboarding. Manufacturers 

implementing these capabilities gain substantial 

advantages through faster market entry, flexible 

supply chains, and stronger partner relationships. 

The research indicates companies with mature EDI 

capabilities stand better positioned to grab 

emerging opportunities, implement new supply 

models, and adapt to changing markets, creating 

strategic flexibility beyond simple transaction 

processing (Allgood, K. and Perez, F. 2024).

 

Table 1: Strategic Benefits of O2C and EDI Modernization: Performance Metrics (Allgood, K. and Perez, F. 

2024; Renascence, 2024) 

Benefit Category Key Performance Indicator Improvement Range 

 

Operational Efficiency 

Manual Processing Reduction 50% 

Error Rate Reduction Up to 95% 

Customer Experience Net Promoter Score Improvement 15-25 points 

Data-Driven Decision Making 

 

Inventory Cost Reduction 15-20% 

Production Planning Accuracy 10-15% 

Cash Management Improvement 20-25% 

Compliance 
Document Submission Timeliness Significant Improvement 

Information Accuracy Significant Improvement 

Scalable Integration Partner Onboarding Time Days vs. Months 
 

IMPLEMENTATION CONSIDERATIONS 
FOR MANUFACTURERS 
When tackling O2C and EDI modernization, 

manufacturing companies must address several 

key factors to ensure success. 
 

Current State Assessment 

A thorough examination of existing O2C 

processes, EDI capabilities, and integration points 

proves essential before making changes. Research 

in Procedia Computer Science emphasizes that 

successful digital transformation demands a deep 

understanding of current processes before 

implementation. The study shows that companies 

conducting structured assessments are significantly 

more likely to achieve modernization goals 

compared to those skipping this step. Effective 

assessments should use multiple methodologies, 

including process mapping, capability evaluation, 

and architecture analysis, to develop a complete 

understanding of current operations. This approach 

helps identify both technical limitations and 

process bottlenecks that potentially derail 

modernization. The research reveals that 

companies investing in comprehensive 

assessments typically experience fewer delays, 

better resource forecasting, and higher project 

success rates compared to those rushing to solution 

selection (Albukhitan, S. 2020). 
 

Technology Stack Evaluation 

Manufacturers must carefully evaluate their SAP 

landscape, EDI software, and integration 

middleware to determine whether these systems 

can support modernized processes or need 

replacement. Aptean's analysis highlights 

systematic technology evaluation as critical to 

success. This evaluation should assess not just 

technical features but also vendor stability, 

implementation requirements, and total costs to 

ensure alignment with business goals. The research 

shows that effective evaluation requires 

participation from multiple departments to ensure 

both technical and business requirements receive 

proper consideration. Leading manufacturers 

typically develop structured frameworks using 

measurable metrics rather than relying on vendor 

presentations or feature lists. This approach 

enables objective decisions based on business 

value rather than technical specs, significantly 

improving chances of selecting solutions 

delivering lasting competitive advantage (Aptean, 

2025). 
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Change Management Strategy 

Successful modernization requires not just new 

technology but organizational adaptation. Clear 

communication, hands-on training, and 

stakeholder buy-in prove critical. According to 

Procedia Computer Science, change management 

represents the primary determinant of digital 

transformation success in manufacturing. The 

study reveals that technical implementation 

accounts for only a third of project success, with 

people and organizational factors making up the 

rest.  
 

Leadership alignment, which research has 

identified as accounting for approximately two-

thirds of success factors in digital transformation 

initiatives, stands as the cornerstone of effective 

change management for O2C and EDI 

modernization. This critical element involves 

ensuring executives and department leaders share a 

unified vision of transformation goals, understand 

the business case for change, and actively 

champion the initiative throughout the 

organization. Effective leadership alignment 

means more than passive approval—it requires 

active sponsorship where leaders visibly 

participate in the change process, communicate 

consistent messages about priorities, and make 

resource allocation decisions that support 

modernization efforts. 
 

Research from Procedia Computer Science 

demonstrates that manufacturing organizations 

with strong leadership alignment achieve 

transformational outcomes at nearly three times 

the rate of those without it (Albukhitan, S. 2020). 

This advantage stems from several key 

mechanisms: aligned leadership teams create 

organizational clarity by consistently articulating 

transformation goals across departments; they 

break down traditional silos that might otherwise 

impede cross-functional process improvements; 

they establish clear accountability frameworks 

with defined roles and responsibilities; and they 

model the behavioral changes necessary for new 

processes to take root. Additionally, aligned 

leadership teams more effectively address 

resistance by framing change in terms of strategic 

imperatives rather than departmental preferences, 

helping employees understand the "why" behind 

transformation initiatives. 

 

Manufacturing organizations implementing SAP 

O2C and EDI modernization should establish 

formal leadership alignment structures, including 

executive steering committees with representation 

from affected business units, regular leadership 

forums to address emerging challenges, and 

performance metrics directly linking 

modernization outcomes to leadership objectives. 

These structures help ensure that leadership 

support remains consistent throughout 

implementation phases, particularly when 

competing priorities inevitably emerge. 
 

Effective change management also encompasses 

stakeholder engagement, communication planning, 

and skill development. The research shows that 

companies implementing structured change 

management are substantially more likely to 

achieve adoption targets, realize benefits, and 

sustain improvements compared to those focusing 

primarily on technical implementation. This 

finding proves particularly significant for O2C 

modernization, affecting multiple departments and 

requiring substantial workflow changes 

(Albukhitan, S. 2020). 
 

Phased Implementation Approach 

Rather than attempting massive overhauls, many 

manufacturers succeed with stepped approaches, 

starting with high-impact, low-risk processes 

before tackling complex scenarios. Aptean's 

research confirms the advantages of incremental 

implementation for manufacturing technology 

initiatives. This approach lets organizations deliver 

visible wins quickly while managing risks and 

organizational change capacity. The research 

indicates that manufacturers using phased 

approaches typically achieve higher success rates, 

more consistent benefits, and better stakeholder 

satisfaction compared to big-bang 

implementations. Leading organizations typically 

sequence implementations based on business 

value, complexity, and process dependencies, 

creating momentum through early successes that 

pave the way for subsequent phases. This approach 

proves particularly valuable for O2C 

modernization spanning multiple departments and 

requiring significant process changes (Aptean, 

2025).
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Table 2: O2C and EDI Modernization: Implementation Success Factors (Albukhitan, S. 2020; Aptean, 2025) 

Implementation Factor Key Component Impact on Success 

Current State Assessment Process Mapping Reduces Implementation Delays 

Capability Evaluation Improves Resource Forecasting 

Architecture Analysis Increases Project Success Rates 

Technology Stack Evaluation Cross-Departmental Participation Ensures Requirements Alignment 

Measurable Metrics Framework Improves Solution Selection 

Change Management Leadership Alignment Critical (⅔ of Success Factors) 

Stakeholder Engagement Increases Adoption Rates 

Skill Development Sustains Improvements 

Implementation Approach Phased Rollout Higher Success Rates 

Value-Based Sequencing Better Stakeholder Satisfaction 
 

CONCLUSION 
SAP Order-to-Cash and EDI modernization can be 

considered as a strategic necessity in the context of 

a manufacturing organization that wants to 

increase the efficiency of its operations and boost 

customer satisfaction, and stay competitive in the 

competitive environment that goes more and more 

digital environment. This transformation process is 

not limited just to the implementation of 

technology, but moves further to the enhancement 

of basic business capability, which directly affects 

the competitive positioning. With the power of 

cloud-based SAP solutions, intelligent automation 

technologies, and contemporary integration 

architectures, manufacturers can convert their O2C 

processes into potential sources of business growth 

and customer retention that, in turn, offer strategic 

differentiation. The list of multi-dimensional 

advantages ( some of them are operational 

efficiencies, better customer experiences, decision 

making based on data, excellence in compliance, 

and integration into the ecosystems) all form 

sustainable competitive advantages, immoning to 

copy by competitors. With the further 

digitalization of the manufacturing industry, 

companies that strategically modernize both O2C 

and EDI will be able to deal with the fluctuating 

conditions in the market, will be able to fulfill the 

growing demands of their clients, and will be able 

to manage their supply chain in the most efficient 

way in the evolving and dynamic business 

environment. 
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