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About Us

ALL About Collaboration is a lean, fiercely independent platform founded by LaShonda Rahming in 2010 that is dedicated to providing useful information using an open innovation platform. ALL About Collaboration has worked with each of these authors to create content that would be useful to anyone that is on an SAP Project team, on a production support team, or is looking to implement the SAP Human Capital Management module. If you have not already registered to be a part of our exciting platform, please do so at http://www.allaboutcollaboration.com and learn more about us.

The Website—An Extension of this book

This book and its website, http://www.allaboutcollaboration.com, have been designed to work together to organize and present useful information that extends the material of this book. More importantly, the website is an effective way to experience and share information among our community of readers. Here is what you will find there:


	A growing and ever-expanding list of certified and non certified third party solutions where you can add your opinion and see opinions from others.

	A Polling Center where you can share your opinions and see the opinions of others on various topics related to the SAP Solutions, Professional Services and your favorite consultants.

	An event calendar to keep you up to date with our face to face SAP Professional networking events. These events include parties at SAP events such as SAPPHIRE and ASUG, Insider conferences, local gatherings, and even an annual family friendly networking cruise.
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Introduction

Brutally Honest

As you might guess from the name of the book, our Lessons Learned book is a look at functionality, project management, change management and even third party software solutions from very experienced consultants. We will tell you exactly what we’d tell a good friend if she/he called us and asked what we really thought. We do believe, that in a world of advertorials and user generated review websites, consumers deserve a hard-nosed advocate that can deliver the unvarnished truth. We hope to help you avoid some of the pitfalls that we have experienced with SAP customers all over the world.

If you consult for or manage SAP projects of any kind, this book is for you. If you collaborate with co-workers to solve SAP problems or create systems, devices, or SAP products, this book is for you. If becoming a leader in your industry by improving your ability to ask the right questions and document the answers is important to you, this book is for you.

This book is a comprehensive guide that outlines lessons that have been learned from many experts in the SAP Human Capital Management field. We hope you can use this book to accomplish three goals:


	Improve your knowledge of the SAP Human Capital Management solutions

	Help you to improve your production support plan

	Ensure that you and your end-users have a resource to be innovative and effective long after your SAP solution has been implemented







Chapter 1

Lessons Learned about Bandwidth

By Scott Burton

Introduction

Supporting SAP HR operations can be challenging for IT and business professionals alike. Many factors contribute to the complexity of supporting SAP HR—some that are controllable and some that are not.

Human Resource business processes are always changing; they are far from being static. Keeping up with changing business requirements is a continuous challenge. Some of these changes can be planned in advance, but in many cases HR is given little advance notice for even major changes like re-organizations and acquisitions.

Additionally HR is very much a cyclical business. Annual events like payroll year-end processing, benefits open enrollment, and performance management cycles bring with them increased support workload for an operations staff already functioning at full capacity. Add to this changing regulatory and compliance dictates, and you begin to see the hectic nature of supporting SAP HR.

There is yet another side to the complexity of supporting SAP HR. The system itself is continuously changing and constantly being enhanced. Bug fixes are provided through OSS notes and enhancement packs are released periodically to deliver new functionality for standard processes. Further issues that complicate HR support operations include unrealistic expectations from the users, and their ever-changing requirements.

So where does it all start? Most companies face an uphill battle from the beginning. In most cases SAP HR is implemented by external consultants with some internal resources assigned to the project to “learn SAP” during the project phase. In the majority of cases this knowledge transfer typically never takes place. Documentation slides to the end of the project and most often times is never completed. Additionally, most implementation projects go live with outstanding open issues that often linger for months and sometimes years.

Most HR IT support organizations are measured by responsiveness, accuracy, system stability, and the business value of their work. To score well, these organizations must deal with many challenges. Key challenges typically experienced by organizations supporting SAP HR include bandwidth, resource training, managing turnover, and ultimately creating true business value. In this chapter we’ll explore these top four challenges faced by organizations supporting SAP HR and ways to overcome them.

Bandwidth

Bandwidth is one of the most common challenges in supporting SAP HR. Bandwidth is usually measured in terms of the number of available resources. However, there is much more to it than that. Bandwidth is having enough resources at the right time with the right skills to keep pace with business requirements.

Consider payroll support as an example. At least one person is needed for this function because payroll requires specialized skills. Under normal circumstances, this person can provide the required ‘bandwidth’ needed to support payroll operations. However, normal is not always the case. Perhaps it’s year-end or unanswered payroll issues that have stacked up. If there are eighty hours of payroll issues to resolve and only three days to resolve those issues, having the right resource is not enough. In this case, more resources are needed at this specific time. Again, bandwidth is having enough resources at the right time with the right skills.

Most bandwidth challenges stem from budget constraints, extended absences like vacation, FMLA, and sick time, as well a mounting issue backlog and the arrival of multiple critical business requirements arriving at the same time. Bandwidth challenges tend to show themselves even more during critical HR operations cycles like Payroll Year-end, Benefits Open Enrollment, and Performance and Compensation review periods. One thing for certain is these events will occur at some point in time during the month, the quarter, or the year.

Bandwidth limitations can have a serious impact to the organization, particularly when issues take a long time to resolve, or worse do not get resolved. Too often is the case that issues have been open for extended periods and often for more than six months. As new critical issues arise, existing issues are eventually reprioritized downward or put on hold. Lost in the mix is that these reprioritized issues still remain very important to some part of the organization but continue to be unresolved. This is when satisfaction levels begin to erode.

Another issue is quality. As bandwidth constraints lead to time constraints, certain aspects of issue resolution are side-stepped or not performed thoroughly. Unit testing and documentation are prime examples. Sometimes these time constraints lead to rushed work which produces errors. In other cases workarounds are used to save time, only to add additional cost later because the root cause of the problem is never resolved and the problem resurfaces. An example is struggling to get payroll issues resolved prior to the weekly deadlines. The shortcut may be to lock employees out of the payroll system, which has the ripple effect of later forcing off-cycle checks which then incurs additional processing and additional printing fees of $250 for each check. All this and more results in a weakened business partner relationship between HR and IT departments.

So how are the issues surrounding bandwidth combated? The first thing to do is take a proactive approach to planning projects, maintenance, and support around the natural peaks and valleys of HR operations. Secondly, cross-train team members to provide more flexibility in staff assignments. This will provide the ability of shifting resources during peak periods or when emergencies might arise.

Recognize trends and specific areas of SAP HR that seem to be the bottleneck and focus on those areas for cross-training. For example, if a team is consistently falling short in the area of Time Management, focus on the specific areas where the help is most needed. If the need happens to be work schedule creation, invest time in cross-training a resource in that area. This will help build up “talent reserves” in key areas to provide more coverage.

Map out peaks and valleys. These periods of alternating intense requirements and minimal activity should be factored in, reviewed, and anticipated on an annual basis. Plan accordingly. Implementing new functionality in Payroll that involves resources from the business for testing during the month of December is probably a bad idea.

Set realistic expectations around due dates. Allow more time for non-critical changes to provide a buffer for the unforeseen crises. It’s also a good idea to have weekly meetings with the business to prioritize what’s being worked on. This is an effective way to manage expectations and build working relationships.

Also consider using SAP HR consulting firms that specialize in production support. They can provide the variable bandwidth needed. The key for making this work is picking the right vendor. While there are many consulting companies to choose from, few are specialists in this area.

Resource Training

It is not realistic to expect one person to know everything. The rule of thumb is if anyone tells you they are an expert in every area of SAP HR, it is very possible they are exaggerating their abilities. So do not expect any one individual to know it all. This being the case, a best practice is to invest time in training resources. There are various ways to obtain training including standard SAP training courses, either at a physical location or online. There are self-study methods available via books and manuals, cross-training using internal team members, and custom training in your own system from an outside vendor.

Due diligence is required for selecting training sources. There are a lot of organizations that offer training but most of the training is high level and cannot be applied to a production support environment. Production support requires more than just SAP skills. Diagnostic and analytical skills are needed as well as an understanding of the underlying business processes. Effective production support requires not only the ability to work with the system, but also the ability to work with people.

Standard SAP training is comprehensive, but much of the material may not apply to your organization. For example, if you are not using standard posting to accounting in payroll, there is no need to be trained on this function. Your processes may change in the future, but when they do two years after the training, retaining will be required.

Conferences are not the best source of training, although they may sound appealing. SAP HR conferences are great for exploring other ways of doing things in the system, learning from the mistakes of others, and getting updates about the latest and greatest functionality. Conferences, however, don’t get into the level of detail really needed, like learning how to configure garnishments. You may get some tips and tricks which is good information to have, but it is not enough information for analysts to effectively provide real-world production support. There is no concrete data that can be taught or understood in an informational session that is sixty minutes long minus fifteen minutes for questions.

Limited staff time and limited travel budgets always get in the way of having a comprehensive training program. This, however, doesn’t negate the importance of training. It is hard to stay up to speed on the latest functionality when only viewing your current system every day. At the same time, it is difficult to gain efficiency with rarely used skill sets.

The best training you can get is in your own system. This allows you to focus on the functionality that your organization uses within SAP HR and also focus on the recurring maintenance activities. This is an area where a production support partner can make significant contributions. A qualified partner will have the resources and expertise to develop a custom training plan based on your organization’s specific needs, current situations, or planned upcoming events. For example, rather than providing generic Payroll Schema training, your outside partner can develop the course in a way that uses your schema rules during the training instead of using a generic schema that may not fit your scenario. This training is much more effective because the analysts apply the lessons to real issues.

Another great source of training is your own team. This includes creating a comprehensive cross training plan. Create reusable training materials so if you do have new resources on the team in the future, you don’t have to rebuild the wheel. Shadowing and mentoring is another great way to get team members up to speed.

“On the project” training is another method we recommend. This involves getting your team members actively involved in projects that are deploying new functionality. The key term is “actively involved.” This takes effort from all parties involved. If you have a third party implementing the new functionality, they must be a true partner and embrace their role in resources development. Additionally, management has to free up the resource from their day-to-day assignments in order to work on the project. An effective model is assigning internal resources as dedicated full time project team members and using your production support partner to backfill routine day-to-day production support activities. The goal is that after implementation, internal resources will have the skills needed to support the new functionality.

One final area of resource training often overlooked is end-user training. A large amount of production support issues arise from incorrect use of the system. It is best practice to provide regular end-user training, especially when there are either new users or key processes are involved.

Managing Turnover

There are a number of reasons people leave an SAP HR support organization, including stress, transition to consulting jobs, retirement, or job dissatisfaction. Whether it’s leaving the company or an internal transfer, employee turnover can easily disrupt service levels when it comes to supporting SAP HR.

Unplanned turnover places a burden on existing resources that are required to pick up the slack until a replacement is found. Planned turnover may in some cases avoid this burden with proper foresight, but whether unplanned or planned, employee turnover impacts the ability of the organization to meet service level requirements.

In some cases the structure of your IT department may be a catalyst that accelerates turnover. Employees in break/fix roles may feel like they are stuck in dead-end jobs with little hope for advancement. One of the keys for reducing turnover is keeping your team challenged.

Consider the true story of a former colleague who took an in-house support position to get off the road from her consulting travel. Within six months this person resigned and went back to her independent consulting job. The consultant was not challenged in the support position and felt she was caught in the trap of putting out fires. The final straw was when the business wanted to implement e-Recruiting and denied her the opportunity to work on the project because they could not afford her to be away from the day-to-day support job. Her only option was to sit back and watch outside consultants do the “fun and challenging” work, or resign from the position.

The reality is IT turnover is a fact of life. The reality also is that it can cripple an IT organization responsible for supporting SAP HR. All too often organizations rely heavily on that one superhero who knows the system inside and out. When that person leaves, the organization has a problem; they have to start from scratch while delivery suffers.

In recent years some unusual trends have taken shape. Prior to the recession when there were a lot of new SAP HR implementations underway, an increased number of internal IT resources were leaving stable corporate jobs to venture out into the consulting world. As time progressed many “road warrior” senior consultants were out of work due to the recession and with hat in hand, they accepted “in house” jobs to stay employed. When the economy and job market for SAP HR picked back up, they began returning to the consulting world. This again leaves a huge gap in several organizations’ HR IT departments.

This brings us to topic of SAP I.P., or Intellectual Property; this is the knowledge your analysts have of your business users, technical details of your SAP HR system, and an understanding of the SAP HR related business processes. Unfortunately, most organizations do not have much of these areas clearly documented, which increases their vulnerability when turnover does occur. The more customized the SAP HR environment is, the more serious the vulnerability becomes.

Production support is an area where documentation is critically important. Documentation is not restricted to the initial system blueprint and configuration. True SAP I.P. evolves with the documentation of each issue and maintenance task. The problem is it’s difficult to get analysts to document their own work; human nature just makes it that way. Yet, without documentation organizations and consultants will ultimately find themselves in deep trouble at the worst possible time. Good documentation doesn’t only speed issue analysis and troubleshooting. It will also reduce issue resolution time and enable routine tasks to be offloaded to other resources, thus reducing the dependence on that “superhero” always being available.

Cross training is vital. It takes time to become an expert in any specific area of SAP HR. Knowledge sharing sessions, training, and good documentation are effective ways of building and spreading that expertise throughout your staff. This is yet another way of reducing turnover vulnerability. A good rule to follow is never have only one person with needed expertise; always think in terms of backup when it comes to production support.

Consider supplementing your internal team with an external support partner. When done correctly, several things can happen to reduce turnover vulnerability. First, variable resources from the support partner can be used to backfill some of the routine but time consuming production support tasks, which allows your internal resources time to work on projects. This serves to broaden internal staff experience while at the same time making their jobs more self-fulfilling.

Second, if you use resources from your support partner to implement new modules and add new functionality to the system, let your internal resources team with these experts and learn from them as they work side by side. This on-the-job training will ultimately make on-going production support easier for your in-house team.

A third way an external support partner can reduce turnover vulnerability is by documenting the knowledge transfer that takes place as they become operational in your support model. This knowledge repository then becomes a part of your formalized SAP Intellectual Property.

Creating True Business Value

Production support has two dimensions. One dimension involves issue resolution and keeping new system releases and updates current. This is commonly referred to as Break/Fix and Routine Maintenance and is primarily reactive in nature. It’s pretty straightforward; something breaks in the system, meaning a business process is not able to be completed or erroneous results are being produced, or SAP has issued changes that need to be implemented in the system. This work is very important but these efforts get very little recognition from the business.

The second dimension deals with projects, major change requests, and process improvements. These efforts include implementing new functionality within SAP HR. They also deal with enhancing the current system to provide process automation and efficiency for the users. This work, more proactive in nature, is also very important and gets the highest recognition from the business.

Most organizations, however, spend most of their time dealing with break/fix issues and routine maintenance. While this is a necessary evil, most HR users want to see higher value results, usually in the form of adding new functionality and enhancements. The key to shifting the balance from reactive to proactive services is stabilizing your production support environment, which will reduce the occurrence of break/fix issues. This then frees up the resources with the most knowledge of your business, processes, and users to work on higher value process improvements.

Just think about it. Business users don’t go off to major SAP HR conferences every year and come back saying “I can’t wait for my IT department to fix something” or “I can’t wait for them to generate next year’s holiday calendars.” They want the latest and greatest SAP HR functionality to make them more competitive in the HR space. They want to see ways of making their jobs easier.

Creating more business value begins with stabilizing the SAP HR system to reduce the number of problems and to reduce the amount of time spent on reactive support issues. From there, proactively work to build a true business partner relationship with HR. This involves getting involved in the formulation of HR IT strategy instead of waiting for new projects and functionality to be dictated. Offer fit/gap analysis for adding new modules or new functionality to modules that are already installed.

Conduct root-cause analysis of issues and recommend process improvements that impact the usability of the system. Provide insight on inefficient processes and look for ways to reinforce best practices. There is an upfront investment in time but it will pay off in the long run with reduced break/fix issues.

End-user training is a chance to kill two birds with one stone when it comes to increasing IT value to the business. It’s a simple way to help business users to do their jobs more efficiently and to increase adoption of the system within the organization. End-user training also helps reduce issues that arise from not using the system correctly. Analyzing trends from break/fix root-cause analysis is a good place to identify training requirements. For example, the issues from incorrect Payroll Year-end Processing can linger for a long time. Analyzing what went wrong and why will pave the way for you to proactively train your users on the right way to do things, eliminating future problems.

Tracking the amount of time spent on break/fix and routine maintenance compared to time spend on projects will tell you a lot. Once you have a baseline set of data representing a three to six-month period, analyze what was actually done in both categories. This will tell you where attention should be focused to reduce break-fix issues as well as highlight any skill gaps you may have. You’ll then be in a position where you can set goals, implement changes, and track progress.

Key Learnings


	The complexity of supporting SAP HR stems from the cyclical nature of human resource business processes and ever changing business, regulatory, and compliance requirements.

	Production support issues generally fall into four categories: Bandwidth, training, turnover, and value creation.

	Bandwidth refers to having enough resources at the right time with the right skills. Proper planning and setting realistic expectations are important. Using a variable resource model will help when dealing with peaks and valleys in support requirements.

	Training is an on-going process. Outside training is valuable but it is not a substitute for on-the-job training. Training should include both IT and end-users.

	Turnover can’t be eliminated but it can be controlled. Keeping staff engaged with ‘fun and challenging’ work is a must. Leveraging external support partners is an effective way to eliminate turnover vulnerability.

	Increasing business value of IT means reducing time spent on break/fix issues and increasing time spent on enhancements and business process improvements.

	Ongoing prioritization around open work between IT and HR manages expectations and allows for better resource planning and budget forecasting.

	To add value, IT must have a business outlook. Support analysts must be given opportunities to learn both technical skills and business operations.

	Be proactive.








End of sample
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