
  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Background  
 

Signa Sports United (SSU) are a global retailer who have grown rapidly through M&A and 
consequently amassed sprawling and siloed tech stacks owned by different parts of the 
business. With various overlapping technologies, several legacy and bespoke applications, and 
no joined-up integration strategy staff productivity was being limited to the point where they 
had to work double shifts and weekends to compensate, to manually compile financial 
reports. 
 

They invested in S/4HANA and MuleSoft to modernise their operations and needed to 
partner with a company who had extensive SAP and MuleSoft knowledge. Pace Integration 
has significant proven experience with both, which led SSU to select them to define a new 
integration strategy for the business and deliver the full integration required for a successful 
S/4HANA migration. 
 

The key business outcomes achieved were: 
• Successful migration to S/4HANA in just 18 months. 
• Significant increase in productivity with staff no longer forced to work weekends to 

achieve timely financial reporting. 
• 99% reduction in service incidents by retiring their legacy accounting system that was 

no longer fit-for-purpose and replacing the point-to-point integration code around it 
with reusable integrations in MuleSoft. 

• Improved business agility by leveraging the MuleSoft platform to create APIs as 
products that drive a composable architecture, rather than point-to-point 
connectivity. 

 

 

 

 

Case Study 
 

Combining their SAP and MuleSoft expertise, Pace 
Integration designed and implemented a new integration 
strategy for Signa Sports United that enabled them to 
migrate to S/4HANA in just 18 months. 
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The client 
 

SSU is a specialist online sports retail company based in Germany that owns companies and 
brands in various sports including bikes, tennis, outdoor and team sports. They sell equipment 
and apparel via their 100 own online stores, collaborate with 500+ independent brick and 
mortar shops, and partner with over 1,000 sports brands. Together they have served over 7 
million customers around the world. 
 

An important part of their strategy is to maintain each individual brand’s identity after their 
acquisition, whilst taking over internal operations and providing enhanced e-commerce 
capabilities to grow their customer base. 
 

 

The Challenges 
 

Legacy technology and brittle integration bottlenecking business operations. 
 

Nobody wants to be forced to work double shifts or over the weekends. Especially not when 
it’s because technology is letting you down, running so slowly that you must wait, and wait, 
and wait, and implement manual workarounds just to get your job done. 
 

This is the situation SSU was in. Accurate and timely financial reporting was impossible. End 
of year deadlines were being missed, even with staff working overtime. And as a global retailer 
with operations across Europe and America this came with significant consequences. 
 

• As with many companies, SSU had grown predominantly through M&A and had 
multiple business units, each operating in a silo with their own tech stack. Each had 
their own ERP, finance, and management systems, and was managing their own 
integrations with banks and payment service providers, causing high cost and 
complexity. 

 

• With no group-wide integration strategy the current landscape had grown into a 
spaghetti mess, with a huge sprawl of technologies like BizTalk, SAP CPI, and Azure 
Service Bus used in pockets as well as countless custom scripts. They had already 
invested in MuleSoft to modernise and reduce the complexity of their integrations but 
had not yet found the right partner to kick-off its adoption. 
 

• To relieve the burning pain and enable timely financial reporting without relying on 
staff to work overtime, SSU was embarking on a programme to replace their legacy 
accounting system, followed by Microsoft Navision, SAP Business One, and the many 
bespoke ERP systems used across the group, with a single, global, S/4HANA instance. 
To do this successfully required a complete rework of the integration. 
 

• Of course, SSU had the option of using SAP for integration as well as for their new 
ERP platform. However, they wanted to avoid vendor lock-in: in addition to the fact 
SAP BTP did not meet their technical requirements, they would lose agility if they 
couldn’t easily swap out ERP or integration tooling independently of each other as 
needs evolved without facing significant cost or legal restrictions. Retaining 
negotiation power with each vendor independently and being fully in control of their 
own landscape rather than beholden to a single vendor across all of it gave them the 
freedom to make the right choices for their business. 

 



  

The Goals 
 

Delivering a successful S/4HANA migration whilst modernising integration across the business. 
 

• Integrating S/4HANA with the rest of the business 

For timely and accurate financial reporting without employees working weekends, SSU 
needed to migrate all business units from using their own legacy or bespoke 
accounting systems and ERPs to a single, global platform: S/4HANA. 
 

• Consolidation of legacy integration technologies onto MuleSoft 

To reduce integration costs and increase reuse, they needed to replace the multitude 
of point-to-point code and legacy integration technologies with one modern platform 
that could handle all integration use cases: MuleSoft. 

 

• Define a new integration strategy 

For faster and cheaper company growth through M&A, SSU also needed to adopt a 
new integration strategy built on the principles of reuse over rebuild. 

 

 

What Pace Integration did 
 

Combining a passion for MuleSoft and SAP to modernise integration during an S/4HANA migration. 
 

Picking the right partner 

SSU had three key requirements from their integration partner:  
✓ To understand MuleSoft 

✓ To understand SAP  
✓ To facilitate an organisation-wide shift from point-to-point integration to strategic 

connectivity 

 

Pace Integration’s proven expertise and passion in these three areas uniquely positioned them 
to be the chosen integration partner throughout SSU’s transformation journey. 
 

 



  

 

 

 

 

 

 

 

 

Pace was initially engaged on a short-term basis to deliver a QuickStart, in which their focus 
was setting up SSU’s unused MuleSoft instance and delivering a small number of scoped APIs: 
the first foundational APIs for their S/4HANA migration. 
 

 

 

 

 

 

Soon, however, the partnership turned into a larger programme of work.  The Pace Integration 
team is passionate about doing the right thing to make sure integration delivers long term 
value to their clients, rather than just taking shortcuts to deliver a project quickly, and after a 
few weeks of working together SSU asked Pace to deliver and provide production support for 
the full S/4HANA integration programme in MuleSoft. 
 

They did so in 18 months via their Integration Managed Service, successfully delivering and 
then supporting in production the full S/4HANA integration, as well as a new integration 
strategy and roadmap for the organisation. 
 

 

 

 

 

 

 

Pace Integration continually drove the project forwards by running daily and weekly 
touchpoints with SSU in Germany, their UK-based external hosting provider, and their 
external SAP consultant in Germany setting up the S/4HANA instance itself; whilst educating 
the broader SSU team on MuleSoft, and integration and architecture best practices for their 
ongoing success. 
 

Building connectivity with S/4HANA itself 

There are a huge number of different protocols and connectivity types to support for 
business-ready integration with S/4HANA. There are the SAP-specific objects and interfaces: 
iDoc, RFC, and BAPIs to support; as well as the variety of open standards SAP also uses for 
integration, including OData, REST, SOAP, and (S)FTP; and different synchronous and 
asynchronous, API, and event-driven integration patterns required for different use cases. 
 

To integrate with SSU’s S/4HANA instance Pace Integration leveraged their smart iDoc and 
File API Accelerators, which enhance SAP’s native integration functionality with extra fail 
safes, more user-friendly responses, and increased reusability across every part of the 
business. Pace Integration also implemented a variety of other integration protocols in 
MuleSoft needed by S/4HANA, such as SFTP, and built an event-driven integration layer in 
Solace.    

Unlike other potential partners, Pace were extremely valuable to us 
because of both their MuleSoft and SAP experience, and the way 

they helped us as an integration team to understand best practices 
and shift the mindset of the company on integration. 

 

Leonard Kreutzberg – Head of CTO Office at SSU 
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QuickStart is an 8 to 10 week engagement to deliver an SAP 
project in line with business goals, such as unlocking Material 
Master Data and building the associated foundational APIs. 

Integration Managed Service is a flexible 6 to 24 month 
subscription in which we partner with the client to successfully 
scope, plan, and deliver a larger-scale integration project or 
transformation. 
 



  

 

 

 

 

 

 

 

 

 

 

 

Handling the complex and unfriendly S/4HANA data types 

Working with the complex and proprietary (and in some cases brand new) S/4HANA data 
types is a challenge faced by every business using it. Internal structures aren’t business 
friendly, such as long and unwieldy XML-based iDocs with sometimes confusing field names 
(such as “-KUNNR” and “E101BUS_EI_HEADER”) that only SAP experts understand, and 
there are multiple situations in which different business objects end up collapsed down into 
one object type internally in S/4HANA. 
 

One example is financial documents, like Invoices, Sales Orders, and Purchase Orders, which 
are all represented in S/4HANA as an Accounting Document iDoc with different fields to fill 
out depending on the document type. 
 

The risk of building or understanding these objects incorrectly without SAP expertise is high; 
and the consequences of getting this core financial data wrong are even worse. 
 

To solve this problem for SSU, Pace Integration leveraged their Data Model Transformation 
Accelerators which translate between SAP’s proprietary formats to industry-standard finance, 
customer, vendor, warehousing, and article master data models. By abstracting the complexity 
of SAP’s internal data structures away from the domain-specific needs of each business unit 
at SSU, they unlocked the data that would otherwise have been trapped inside it. Each one 
can now follow consistent data governance best practice, and without the business domains 
needing to understand data models in S/4HANA integration has become simpler and faster. 
 

Plugging S/4HANA into the rest of the ecosystem 

Installing and configuring S/4HANA is a mammoth task in itself but until it has been plugged 
into the rest of the business and fed with the data it needs to carry out those critical 
processes, it cannot provide any value – and vice versa, if the data remains trapped in 
S/4HANA and inaccessible to the rest of the ecosystem then the business cannot operate. 
 

As with every business, SSU’s systems range from legacy to modern, cloud to on-premises, 
bespoke to SaaS, and proprietary to built on open standards, which meant a huge variety of 
different integration protocols and patterns needed to be implemented to plug S/4HANA into 
their ecosystem. 
 

To overcome this challenge, Pace Integration used their Ecosystem Accelerators to rapidly 
plug the non-SAP systems into S/4HANA through reusable, best practice services in 
MuleSoft. This included their large number of retail systems, marketplaces, and webshops 
such as Salesforce Commerce Cloud, Adyen, TradeByte, and EVA, as well as integrating with 
over 10 international banks. 
 

 

Our partnership with Pace Integration has been characterised by 
open and transparent communication. They were always well-

prepared, delivered on communicated timelines, and effectively 
resolved challenges with internal parties. Pace also ensured proper 

testing before the go-live, including hundreds of APIs, enabling a 
successful and secure implementation process. 

 

Leonard Kreutzberg – Head of CTO Office at SSU 
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Results 
 

A connected company powered by technology not overtime. 
 

• Improved productivity 

After a successful migration to S/4HANA, the value of SSU’s investment in SAP can 
now be realised. Integrating the new ERP with the key external systems used across 
the different brands and business domains has enabled accurate on-demand financial 
reporting for the first time across the group, removing the need for staff to work 
double shifts and weekends just to get their jobs done. 
 

• Improved reliability 

No longer sitting on the shelf unused, MuleSoft has modernised integration across the 
business and become SSU’s strategic integration platform, delivering reliable 
synchronous and asynchronous connectivity through reusable APIs and data 
transformations, SFTP, and the variety of protocols required for S/4HANA and 
external systems. As well as connecting the business, this has reduced spend on other 
integration tooling and enabled a drastic reduction in service incidents by 99%. 
 

• Shift to integration as a business enabler 
Overall agility has been increased and operating costs reduced by defining and 
implementing a new integration strategy. By replacing point-to-point connections 
running in legacy tools and custom code with reusable APIs and services the overall 
estate is simpler, and using MuleSoft to transform complex and proprietary data 
models into those that are business-ready has reduced the need for SAP-specific 
knowledge everywhere the data goes. The new set of discoverable and documented 
APIs enable a plug-and-play approach to onboarding new business units, accelerating 
and reducing the cost of future growth and acquisitions. 

 

Enabled by Pace Integration, the mindset across SSU has also shifted from thinking of 
integration as development work to understanding the strategic role it should play in 
long-term business growth. New integration projects can now be tackled more 
efficiently, with delivery accelerated through the reuse of existing components and 
any newly built integrations set up for reuse in future projects. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

Without the help of Pace, we would not have convinced the 
organisation to change. Their professionalism, ability to answer every 

question, and delivering every project on time – every time – built 
trust that what we were doing was the right way forwards. 

 

Adrian Strahlke – Head of Integration at SSU 
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About Pace Integration  
 

Pace Integration is an independent specialist integration technology consultancy that believes 
in doing the right thing, the right way. Their team of integration specialists operates fully 
onshore in the UK and has proven experience solving numerous challenges for enterprises 
throughout the integration lifecycle, via advisory, strategy, and delivery services, and 24/7 
operations. 
 

The SAP ecosystem is complex, but Pace Integration’s deep understanding of SAP interfaces 
and best practices can help unlock your SAP data. Leveraging our 20+ years of experience 
working with multiple SAP systems, we’ve driven successful SAP transformations across large 
enterprises and built numerous integrations between SAP and non-SAP products. 
 

If you would like to partner with Pace Integration today and deliver sustainable 
success for your business, we would love to hear from you.  
 

Contact us through connect@paceintegration.com or click here to connect! 

mailto:connect@paceintegration.com
https://www.paceintegration.com/contact-pace/

