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Project Overview

The main objective of this project S :
was the implementation of the SAP f\-’i : Sl B s T
S/4 system at the SUANFARMA £ S R i

production plant located in Italy, after
changing ownership from Novartis.

ua Rasll>

The second main objective of this S l- %
project was the implementation of SAP i fﬁ!‘«lt:f—" : |
: |

FIORI technology so that users do not

access SAP GUI under any
circumstances.

ﬁfg; Production Planning

Using Fiori Library apps, made possible Quality Management

to add alternative apps to perform the

oax—

business processes. Plant Maintenance
Thanks to SAP FIORI technology

implementation, users have adapted @ Sales

faster to the new system, feeling

comfortable using it in their daily routine, A

increasing their productivity in business s==i Distribution

processes and reporting tasks.

Under SAP Pharmaceutical Best Practices
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Business Needs

When planning the digitalization and modernization of our current systems, we thought of implementing
SAP S/4 following SAP Pharmaceutical Best Practices. Using these guidelines helped us incorporate
all applications needed to meet most of the business requirements right from the start.

We implemented SAP S/4 after considering its own powerful database with improved performance cross
searches.

SAP FIORI integration enables a company like ours several important benefits:

N
agility in operations and management processes

S

v

2

quick data retrieval from database which is critical to us because we need real-time data and

=
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forecasting and effectiveness across different departments in the company

B ~rvs  Home v Q &
< latch Search Strategy Batch itoring  Batch Sort Sequence Management  Batch-Specific Unit Valuati Billing Dy Bl > Ef
S/4 HANA based on FIORI
and Embedded Analytics
Billing Documents

have provided the
techn0|oglca| |nnovat|0n Crca.xc Billing Docu- Manu‘gcstlhngtmo Cwa':caﬂbng[)o(w Chan{:chlhngDoo o\sp(a_-,-smmgm C«ca‘lc Billing Docu-
initially required, enabling all
intermediate controls in each
area, user-customizable
dashboards that have

replaced and improved the
previous functionality

provided by SAP BW.

31173

Billing Due List Items

Billing Scheduling
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Key Success Criteria

/,‘\ Due to COVID-19 restrictions and Novartis setting January 1%,
2, 2021, as the cut-off date for accessing its syst I originall
(o155 , g ystems, all originally

planned activities had to be managed entirely remotely

% The system was validated in accordance with

) the GAMP and 21 CFR Part 11 compliance
DR 100 users were affected by the transformation project, different
( @ ) communication tools and methodologies for remote project management
@_® were established in an agile way ensuring a right development of the project

$ Microsoft Teams application was established by both
teams for meetings, consultations, training, etc.

Stratesys introduced Sentient for Project

Insights, an innovative tool to facilitate project
follow-up with which to analyze data almost in
real time, favoring better decision-making
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Business Requirements

During the meetings at the initial phase of the Project, every single requirement was detailed
and classified by functional area and stored in the BBP document, which were developed in

collaboration with both teams for each business area. A responsible person was identified in
each area to help Stratesys consultants to develop, deploy and test the processes that were
being implemented in the new system.

Using BBPs documents as a reference, the GAPs of the new system that needed to be
developed for the accomplishment of the daily tasks of the users began to be identified. These
GAPs were stored in an Excel file shared between the two teams, in which the control and
monitoring of their development was carried out.

Our company was actively involved in the development of the system, collaborating as much

as possible with the Stratesys team despite the difficulties caused by COVID restrictions.
Suanfarma’s IT director was also involved in the project on an ongoing basis, attending project
management committees, refocusing the project path if needed, or helping solve technical
problems, among other activities.

Stratesys executed a three phase SAP Methodological framework, which covers the full project
life cycle:

Design 0 Construction o Test o Implementation 0 Maintenance o Support
of the SAP
information systems

@ Stratesys Technology Solutions & Suanfarma - All Rights Reserved
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Project Methodology

The Project Management and the Delivery Model (Strate-MTH) methodologies are structured as a top-down
format, where each phase of the project is detailed, and each phase is broken down into the tasks to perform.
For every activity there is a detailed breakdown, describing the relevant tasks and marking key parameters as
‘must-do’ or recommended (attending to project dimension), functions, role matrix or key delivery products to
perform on each task. Stratesys Methodological Model Strate-MTH is divided into 6 phases (3 for Delivery
and 3 for Management), which are broken down into different activity flow charts.

Each activity is described through a detailed card, that includes all the tasks to be performed and supervised.
© General Phase Description

© Activities Flow-Charts + Activities Definition (1 Card per Activity)

© Inventory of Activities/Deliveries

© Description of Key Deliveries
© Roles and Activities Matrix

The most innovative feature we want to highlight was the activation by Stratesys' expert consultants of the
Embedded Analytics solution integrated into SAP S/4 HANA as standard. Following the delivery of
detailed manuals and the completion and recording of training sessions to key users, users were able to use
this tool efficiently, verifying the benefits achieved compared to the solution available in the previous system.
The most significant improvements achieved are as follows:

}

—|

Availability of system information in real time, allowing to improve the decision-making
process such as breakdowns in stock management caused by product quality problems that affect
delivery times to the customer.

|=
N—1

o

ﬁ Increased number of users with access to high-value information. Since in the previous
0900 system they did not have access, nowadays the access to the current information of the
Cﬂ:ﬂ) company’s processes has been increased and made easier, improving the operational situation.
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Governance Model

Every internal work team designated a SPOC to act as the point of contact with Stratesys. These resources participated in the follow-up meetings, data
requirement analysis, BBP validation and other activities together with external consultants from Stratesys.

During the first phase of the project, Stratesys consultants explained every SAP module and the corresponding standard functionalities to key users of each area
to meet the company business processes and identify the GAPs to be covered by the SAP S/4 solution. Their extensive knowledge facilitated the understanding
of the different processes to implement and develop the process flows in SAP to meet business requirements.

The internal areas of the company that have participated in the project are the following:

. W

P

IT Department

SUANFARMA Key-users from each
Management team business area
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PROJECT
COMMITEEs

© Proper progress project management
according to the agreed scope and
milestones

© Closely monitoring the work performed
by the assigned teams

© Approval of final deliverables
© Analyzing key decisions

0 |dentifying potential risks and other
project needs

© Open issues monitoring - solution
proposal

© Report about the contingencies and
project progress.
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GOVERNANCE
MODEL

Detailed Planning -
Project Launching

Time Management -
Resources Management

Scope Management

Supervision and
Status Report

Thanks to the mechanisms proposed by
Stratesys to monitor and control the
progress of the project, we were able to
reduce the negative impact of
inconveniences that often arise in
projects of this type and complexity.

),

©
'\

STATUS
REPORTS

© Global progress (project status and
progress)

© Time and product advance rate
(incurred / planned / estimated to
complete)

© Budget status
© Taken actions

© Generated and delivered products —
Deliverable approval

© Next steps (next period activities)

© Potential Risks, open issues and
decision-making
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Scheduled deliverables for each phase of the project

This proposal was aligned with the designed project planning and kept full consistency with the proposed methodological approach.

PROJECT
MANAGEMENT

© Project Planning
© Kickoff Meeting
© Monitoring and Control

© Change of Scope
Document

o Follow-up Report
© Project Closure Report
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ANALYZE
& DESIGN

© Requirements Analysis
© GAP Analysis

© Functional Specification
© Roles and Authorizations

© Components to Develop
Inventory

0 Interfaces and Integration
Points Inventory

=2

PROTOTYPE

DEVELOPMENT
& TESTING

© Detailed Design and
Development

O Test Planning

© Test Execution

© Master Data loading plan
© Functional Specifications

© Testing Plan

o CHANGE
MANAGEMENT

0 Planning & Strategy -
Training Actions

© End-User Material (User
Guides and Training
Video Recordings)
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Time Delivery MGthOdOlogy | 'éthodology follows 1SO

We decided to follow Strate-MTH methodol b iti ially designed t rt th t and EEEEsCCmpliance rules,

e decided to follow Strate- methodology because it is specially designed to support the management an

delivery phases in SAP implementation projects and Stratesys has shown that this methodology has helped to and_ SAP (ASAP) MethquI,Ogy to

ensure that a large number of projects are carried out efficiently. achieve the different objectives of any
implementation project.

© TO-BE process model © Scope & definition — prototype

© GAP Analysis © Interfaces & integration points inventory A TOVReniand” A|:plus AFpIUS
© GAP Inventory © Conversion data strategy Isor:;:yﬁ;h;]s ISO/IEC 27001 ISO/IEC 33000
© Functional specifications — design © Technical design

© Authorization model © Test plan

s

v

KICK-OFF

WORKSHOPS / INFORMATION GATHERING

VALIDATION

DELIVERABLES APPROVAL

FOLLOW UP
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People Management

OOOOO The internal project team were led by management team, IT area and for each SAP implementation business area one SUANFARMA key
= user. Thanks to the fact that the key users in each area are experts in their business processes and procedures, it was possible to implement the

RN new system in the simplest way and to solve the deficiencies of the replaced system developing customized functionalities.

Stratesys is an SAP leader company and their work team included Senior Consultants that have a lot of experience and knowledge in their
business area and using SAP Pharmaceutical Best Practices in the system (logistics and inventory management, sales and finances), SAP Basis

work team and SAP FIORI, S/4 Senior Consultants and Technical consultants with extensive experience who helped in the creation of each specific
development and the management team of the project.

Each consultant that participated in the project is certified in their corresponding business area or at least have worked in several
implementations similar to this project in the past, providing a high level of expertise and knowledge in the Pharmaceutical industry.

B

N
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Key areas in order to ensure the project’s
quality and minimize risks:

GOVERNANCE MODEL

? o Detailed Planning -
Project Launching

© Time Management -
Resources Management

© Supervision and Status Report

QUALITY & RISK MANAGEMENT
= . .
© Project Quality Plan
© Quality Assurance

© Risk Management

Ek

@ DOCUMENT MANAGEMENT

© Deliverables -
Review and Approval

© Document Management

© Document Tools
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Quality Assurance Methodology

Quality management implies:

© Establishing the necessary mechanisms for the project management team to
coordinate, process and certificate the scope changing application appeared
along the project development.

© Reporting the status and effectiveness of changes to the project committee.

© Documentation, inventory, and evaluation of changes of scope.

Stratesys has implemented an internal procedure to audit projects effectively
and ensuring projects according to certifications.

Another important issue in quality terms, is the mechanism for monitoring and
validating deliverable documents, in terms of compliance with the scope and
quality to be accredited.

A previous content verification by Stratesys and SUANFARMA team (ie. the
project manager) is suggested as necessary in every deliverable, to continue
with the following reception-validation-approval process.

Stratesys proposed to generate the following quality and management
documentation, in order to meet the SUANFARMA expectations for this project:

© Status Report Model

© Detailed Planning

© Kick-Off Presentation

© Scope Change Document
© Quality Plan

© Transfer Plan

© Project Close Report

@ Stratesys Technology Solutions & Suanfarma - All Rights Reserved



Risk Management

According to Strate-MTH methodology, risk management is an essential activity to properly manage our technologic projects.

At the beginning of the project (Preparation Phase) an initial Risk Matrix was designed to identify, classify, evaluate, and
manage the different key success factors. A mitigation action was defined for every risk to prevent or correct it.

The Risk Matrix was continuously being updated according to the requirements of each phase of the project.
In addition, several committees were performed between both companies to mitigate the identified risks.

Risks management implies:
© Risk identification, classification, and evaluation.

o o

© Verifying deliverables meet the quality standards. It requires obtaining approval and sharing different visions.

© Planning the documentation of deliverables and ensuring that products are generated according to the
methodological approach and nomenclature rules, coding, documentation, etc. established and approved.

Internal work team follow-up meetings were held every week to validate the project execution, adopt new decisions by the
project team, director and client, planning, etc. to identify as soon as possible the risks that could arise and taking the needed
decisions in the right moment.

The main risks of this project that were identified and mitigated are the following:
© Geographic dispersion and language
© Coronavirus restrictions

© Delayed data extraction from the older system

suaNZIITY | stratesys

© System and control definition to minimize risks.
ﬁ fgﬁ © Allowing taking decisions that mitigate risks, as well as identifying contingency plans for non-controllable risks.
o
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Best Practices

In this project we used the perspective of a GLOBAL TEMPLATE at starting point, we have created an extension
methodology to guide the delivery and governance of SAP S/4 HANA Corporate implementation projects, that will provide
support for the deployment of business processes in various locations.

o\

%

The corporate template (or Global Template) was developed under the project and was based on how SUANFARMA
implemented a global process in the SAP S/4 HANA Corporate, ensuring the alignment of processes in all locations,
generating standards and definitions in the processes set and uniform support to the business requirements of the
various Divisions / Countries according to a common definition. The definition phase of the Global Template covered all
business requirements of all locations except the specific legal and fiscal issues 2021 SAP Quality Awards

The principal key aspect for a good global template was the design based on SAP Pharmaceutical Best Practices and
F{ the SAP S/4 standard functionality. We requested some specific developments because as a Pharmaceutical and
& international company we need to fulfill some industry-specific rules. Some of these developments were also requested
to adapt the standard process offered by SAP to the processes defined in SUANFARMA previously in order to increase
the efficiency and productivity of users.

| o= All developments not covered by the standard functionality were stored in an inventory by Stratesys. In this file, the
developments were coded to facilitate their identification and different values were indicated such as approval date,

estimated effort, observations, status or delivery date.

The SUANFARMA team ranked these developments according to their priority and it was decided to divide their
implementation into 2 phases to efficiently distribute the work of the Stratesys functional and technical team.
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Production Readiness

Stratesys testing methodology framework (Strate-TEST) controls all the designed activities to assess the system ‘s functional and
technical quality, as well as its performance before moving into a production environment. Stratesys testing services framework
methodology covered the design and execution of all necessary testing scenarios to verify that all requirements have been
adequately covered and the system was properly implemented.

Strate-TEST testing methodology framework:

© Component Test: This is the first validation in the system. It ensures that each application component is properly implemented
and the configuration and that programming work units have implemented the appropriated technical design specifications.

© Assembly Test: Ensures that individual components which have been component tested work together in a logical group of
functions. Assembly test was focused on implemented or modified processes

© Product Test: Designed to test the system and associated systems (also the interfaces) taking the requirements into account.

© Three cycles: cycles 2 and 3 to solve possible cycle 1 errors.

© User Acceptance Test: As a proof that the application runs as expected and meets all customer requirements.

© Performance Test: |dentifies and fixes system performance issues before the system go live.

After Test Phase was completed, we passed to Training phase that included an initial training to key users based on these

parameters: g »

© Preliminary design of the strategy (training approach) and training plan in accordance with the identified training requirements. -

© Development of material to support training session (including user manual).

© Initial Training of a group of key users of each module or system (project team training to users’ trainees)

© Deployment of training sessions program. '

© Monitoring of the training actions and assessment of the quality of training.

>

Focusing on planning, training materials and manuals, deployment and assessment of the actions and training sessions are
being delivered.

To ensure the proper skill set for the technical staff and support team, the Stratesys project team carried out a knowledge transfer
with the support team to provide the project documentation and project-specific information to enable a transition with minimum
user impact and maximum maintenance efficiency.
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Change Management

The implementation of a new IT solution or a Change Management Program
business model usually implies a bigger

impact and complexity than the one G

expected by an organization. @ @ 9!9%

IT Implementation projects cannot be usually ('®@®) g@g
~——7

reduced to a “simple” installation of a new IT

tool, in terms of impact to end-users. In fact, Communication Training Post Go-Live Support
they mgy represent a qeep cultural change. to inform, motivate and } in the new systems, to solve and follow-up on
ACC,Ord'“g to our experlence, somg human commit all parties applications, and questions, issues or requests
capital aspects that might appear in projects involved processes demanded by end- users

like this one, and can imply risks, are the

following:

Based on our experience in similar projects, we understand that the design and implementation of a
communication plan or set of actions to promote the launch of the new system can bring great value to

© geographic dispersion, . . o : . . - . . :
the project, especially through activities aimed at informing, motivating and involving the end-user’s

© cultural and / or language diversity, community and other stakeholders.
© need to develop new and complex skills in The Communication Plan was designed in the early stages of the project and will be run along it,
employees, synchronizing communication actions with milestones and project phases.
© adoption of new ways of working, The principal issue here was that we worked with a simple system and a lot of processes were based
in Excel files, and now we can work with all processes unified into a robust and modern system using
© resistance to change the latest technology, we can do all our daily processes with a mobile or a tabiet if we want.

)¢
A 7
)
,
,
,
4 -
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Change Management

stratesys

Sentient for Project Insights provided the data needed to visualize dashboards
to measure the team’s perception of project status and risks. This data could be
consulted by all Suanfarma and Stratesys staff, or any other stakeholder who had
access to it. Sentient helped us to interact between both teams in a much more
efficient way. The goals achieved by this tool are the following:

© Provide sentiment insights on how the users are perceiving the activities made
by the Stratesys Team (Meetings, Deliverables)

© Collect objective data to measure quality of the team performance )

Thanks to Sentient, there was a continuous evaluation in the project
management committees by both parties, allowing visibility of users'
feelings, regarding the unavailability of the consultants in person and
effectively managing the changes caused by the development of the
project.

Retribucise Work Experience

89.26% 83.59%

81.32%

General Compromiso

82.16% 47.06%

Detalle clima por dimensién

Los empleados sienten satisfaccidn —
con el dima laboral. Se recomienda ST,
investigar en detalle los factores de "’ WA
dlima laboral, localizar posibles e
puntos débiles y llevar a cabo
acciones para mantener el nivel de
clima lsboral y mejorarlo s es
posible.

Ay
ADN Empleados \ i

V. 4
o

To increase visibility of the status of the project, the project manager
assigned by Stratesys, set up a weekly communication every Friday,
in which he informed project managers and key users of the tasks
completed, those that were experiencing delays and the tasks to be
completed the following week. In addition, follow-up meetings were
held with project managers and leaders on a fortnightly basis.

Como sabes, tu participacion es muy
importante porque nos ayudard a mejorar el
entomno laboral y tu experiencia en el trabajo.
Nos encantaria saber tu opinion sobre la
nueva pregunta que hemos lanzado
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Desarrello Profesionai

DELAYED

Clima Uneal Evolutivo Comparaciones Dimensiones [0}

Clima General

Repuracion

61.26%

NNNNNNN Liderargo
SO 61 % 92.60%

Estado de dnimo Participacién

54.88% 82%

® Retribucién ' 89.26
® Work Experience 8359
Desarrolio 81.32
Reputacién 61.26
® Pertenencia

® Uderazgo

CONCERN

—

Project Status
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Implementation time and costs Reduction

SAP Pharmaceutical Best Practices and
standard functionality in as many business
processes as possible.

This reduced the costs of implementing this
project and of future system changes, as well
as a simpler and more stable system.

This project was divided into two
implementation phases that allowed us to
reduce costs and time in the different

phases of the project.

Workers had the least possible impact on
their daily work and reduced considerably
the risks and the efficiency of the internal
work processes in the company.
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Key challenges

COVID-19 and all
regulatory constraints

Increased efforts,
highlighting Stratesys’ total
availability and dedication

Q@

yy y

Lack of knowledge on Platform change
SAP S/4 and FIORI management
Lol Minimized impact
No one in the organization had and organized for
prior experience the project success

With the help of Stratesys consultants, we started to work immediately without major
problems after material master data was loaded in the system and we started creating
purchase orders, sales processes, financial balances, etc.
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Success Factors

Contributors
to Success

Team involvement
and dedication

Communication
between both teams

@

Project development
into 2 phases
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Actual Business Benefits - KPls

INTEGRATION
80% .'?IESEPONSE 60% | MPROVEMENT
REDUCTION WITH EXTERNAL
SYSTEMS
0 0 o
\75_) 50% 22%
WORKERS SALES ORDER SALES DOCUMENT
EFFORT CREATION TIME FILL-IN FIELDS

REDUCTION REDUCTION REDUCTION

Stratesys Technology Solutions & Suanfarma - All Rights Reserved
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Project Innovation Technology Single platform to exscute Real-time .
; . ransactions and reporting operational reporting
Main Benefits

Embedded Analytics component Insights for immediate
included in the SAP S/4 HANA decision taking
standard solution.

Its operational reporting on live transactional

data to analyze real-time data using only SAP
FIORI applications.

Role-based
user experience

Preset and customizable

Mobility
data models

0T ~~vs  Péagina inicial v

< Jnsolidation for Product Data  Master Data Administration  Product Master  Production Engineering  Purchase Order Processing QM Analytics
QM Analytics
Visualizar resulta- Visualizar evalua- Historial result.cali- Inspection Lot Inspection Lot Detailed Analytics Characteristic

dos de inspeccién ciones de QM gene- bracién Analytics On Lots with Usage Decision in Last 365 Days Analytics

Para lote de inspecadn rales Para equipo de test UDs Made n Last 36.

Embedded Analytics has contributed to _
improve the daily work of our S ] P

employees in terms of productivity and
Conven IenCe With the mai n WO rk tool Results Recorded in Last 365 Days S Defects Created in Last 365 Days

Cucta de rechazo 097 Defectos con avisos

3 82 , Cucts de siip (en . 657 7 N° regiatro dedecto
’ mil
n = ha 0 min ~ha O min

Characteristic Detailed Analytics Nonconformance Nonconformance Detailed Anatytics
Analytics

Unicaces dedec

hace 10 mi
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Project improvement areas identified

% % Data migration and
other data issues

Testing

U

Technical performance,
integration, and interfaces

i
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