ESPRESSO
TUTORIALS

» Complete guide to SAP S/4HANA » Global template
roll-out projects

» Choosing the right approach » Implementation
for your organization guidelines



TABLE OF CONTENTS

Table of Contents

Preface

1 Why are we doing this?
1.1 The importance of understanding why
1.2 Recognizing the need for change
1.3 Defining a Target Operating Model (TOM)
1.4 Defining the key principles of the program
1.5 Wrapping it all up in a clear vision, mission, and guiding
principles cheat sheet

2 How are you going to do this?
2.1 ERP rollout strategies — your options
2.2 Defining template, global, and global template
2.3 Creating a global template
2.4 Rolling out a global template
2.5 Implementation toolkit

3 Guiding principles for requirements
3.1 Principle 1: Best practices
3.2 Principle 2: Harmonizing and standardizing
3.3 Principle 3: Keep to standard SAP

4 Managing the program
4.1 Global template organization
4.2 Program governance and organization
4.3 Project methodology

5 Leading the change
5.1 Components of Change Leadership
5.2 Key roles and responsibilities
5.3 Stakeholder engagement — Get your key players on board
5.4 Business readiness
5.5 Communications
5.6 Business engagement

13
13
14
14
19

20

21
21
26
28
32
37

43
43
46
55

59
59
68
77

83
83
84
87
93
97
103



TABLE OF CONTENTS

5.7
5.8
5.9

6 Imple
6.1
6.2
6.3
6.4
6.5
6.6
6.7
6.8

6.9

Training and capability development
Organizational readiness
Benefit realization

menting and going live

Project life cycle

Before you start the project work
Project preparation phase
Solution design phase
Realization phase

Preparation to deploy phase
Go-live and hypercare phase

Managing live countries on a global template
environment during rollouts

Engaging global delivery

7 Supporting and maintaining

7.1
7.2
7.3

Global support model
Managing changes to a global solution
Managing releases

A About the Authors

B Index

C Bibliography

D Disclaimer

111
112
116

125
125
133
136
139
141
143
144

147
148

151
151
161
169

174

176

179

180



2 How are you going to do this?

Now that you have a clear vision, TOM, mission, and program prin-
ciples, you need to work out the complex question of how you are
going to implement the changes.

2.1 ERP rollout strategies - your options

When it comes to an ERP deployment across multiple local entities, organi-
zations have three main approaches to choose from. They differ in terms of
the degree of flexibility offered and the associated risks and costs.

1. Global template with local rollouts
2. Individual projects

3. Consolidation layer

The first approach, a global template with local rollout, uses a predefined
template containing a set of business processes, TOM, application models,
as well as project management and Change Management toolkits. This is
a common practice among large implementations, as it reduces implemen-
tation costs and standardizes business processes across business units.
For local entities, rolling out a predefined TOM might mean changing their
ways of working. However, it is commonly preferred since the overall im-
plementation costs are low, and it standardizes global operations across
the local entities.

! Global template requires a clear TOM

To use the global template with local rollouts approach, it is key that
there is a clear Target Operating Model, and the distinction between a
global process and what can be modified as a local process is defined
(see Section 1.3.2).

The second approach, individual projects, offers more flexibility to account
for diversified business processes across geographies and autonomous
local entities, where rolling out a rigid template can be highly risky. In this
case, companies might opt for more flexible template rollout approaches,
in which the initial template is created based on the standard SAP func-
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tionality and SAP Best Practices as a starting position and then template
adjustments are made based on the needs of local entities as it is rolled
out. In this case, each rollout is basically a new deployment where only a
starting point (a template) is the same.

The third approach, consolidation layer, is an approach that might be
chosen by organizations that successfully operate in an autonomous way
with different business models. Due to various reasons, an organization
might not want to embark on harmonizing operations down to the country-
regional level. Organizations can decide to implement a consolidation layer
by consolidating at the general ledger (G/L) level, building and rolling out
an enterprise data hub, or implementing SAP S/4HANA consolidation mod-
ules, depending on the goals.

& SAP S/4HANA Central Finance

Explore SAP S/4HANA Central Finance capabilities which bring finan-
cial transactions from legacy ERPs — SAP or third-party systems — into
the SAP S/4HANA table with a common data format. Harmonizing the
finance data set is often the first step in digital finance transformation
journeys. By enabling a phased implementation of SAP S/4HANA, the
solution can help you avoid disruption and reduce risk.

Based on our experience, global homogeneous organizations, who either
have standardized operations across different local entities or are running
as a strong centralized corporation, typically have a low risk and fewer
challenges while implementing the global template. Examples of such or-
ganizations are Switzerland-based multinational food and drink processing
conglomerate, Nestlé; American multinational consumer products compa-
ny, Colgate-Palmolive Company; and multinational brewing and beverage
company, SABMiller (acquired in 2016 by AB Inbev).

On the other hand, organizations that are operating as stand-alone, au-
tonomous local entities (e. g., where the business is grown through ac-
quisitions), will have a challenge adopting company-wide standardized
processes and structures. Strong and clear vision and strong business
Change Management are extremely important elements in making this im-
plementation a success. There is a key focus on business transformation
that requires strong, respected business leadership.

The functional and process scopes of the program are also very important
when choosing the right approach. Imagine implementing a global SAP so-
lution in the manufacturing industry, where you have factories operating in
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a quite autonomous way. Standardizing processes and data across these
entities requires tailoring manufacturing operations and machines, while a
rollout of a template in core process areas (likely to be centralized, such as
human resources and finance) can be achieved with less risk and impact to
country operations.

Now look at some pros and cons of different rollout strategies described.

2.1.1 Rollout strategies — Assessment of Pros and Cons

Below are some features of different rollout strategies:

Global and local templates

Pros
>

vV v v Vv

Cons

Easier to drive best practice, harmonization, common processes,
data standards, and system usage after the deployment and has
more visibility of the global operations

Processes and functions can be copied and transferred
Process model forms the basis of the template
Only legal requirements are modified in rolling out the template

Processes are difficult to change once they have been established,
pro in terms of managing governance

|"

Best approach for having a “global” instance, and all operations on
one system; increased visibility in one place

Delivering lower-cost transaction processing with less administra-
tion, which enables support functions to partner for commercial
value creation

Harmonized IT landscape, dealing with fewer IT systems and inter-
faces; optimization of support model (less cost to maintain)

Mergers and acquisitions — more efficient integration of new coun-
tries or businesses into existing operating model

Upfront work required to define what is global and local; can be per-
ceived as slowing down the progress, but if done well, will speed up
the development and deployment further down the line
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>

>

Clear sequence of build and deployment required to complete the
global template first and implement in an appropriate place

Strong governance is required to ensure adherence to standards

Comments

>

2.1.2

Pros

Global templates are generally used as the standard for global, in-
ternational SAP rollouts

For this type of implementation, it is important that you have a clear
and agreed to Target Operating Model

Individual projects

Can be quick to set up
Projects can be run in parallel

Easy to carve out a business as part of a divestiture

The template is used as a suggestion and can be difficult to ensure
the global TOM is being rolled out

Functionality cannot be easily copied from one project to another

Many discussions with the local entities are necessary during the
rollout

To avoid the redundancy of business requirements, the local enti-
ties are charged for the costs of extra functionality

Will not be possible consolidate business results and visibility
across the different projects

Increased costs and an absence of standardized ways of working

Comments

>
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» There is a high risk that each project will take its own path on what
the common processes should be

» It will be difficult to ensure best practices are implemented across
the different projects without very strong governance and validation

2.1.3 Consolidation layer

Pros
» A good addition to individual projects, to allow consolidation of
business results and visibility across the different projects

» See pros of Individual projects

Cons
» Cost of implementation and management of a consolidation layer

» See Cons of Individual projects

Obviously, organizations might use a combination of these strategies to
different degrees. For example, an approach where an initial template is
developed at the onset of the project but evolved by minimal adjustments
during the project provides a trade-off between the two extremes.

However, the predefined global template approach still seems to be the
most commonly used strategy since the organizations can benefit from
the low cost of implementation and visibility across the local entities after
go-live.

& Deciding on the approach

When deciding which approach is best suited for your organization, as-
sess the following factors from the TOM, as they will influence the im-
plementation:

» How diversified is the organization?
» How autonomous are local entities?

» Scope and industry

25



INDEX

B Index

Benefit Management Strategy 118

Benefit realization 116

Benefit Realization 84

Best Practices 28, 44
SAP Best Practice 45

Business As Usual 122

Business Engagement 84, 103
Plan 107

Business Partner

Business Partner Segmentation
101
Communication Plan 102
Engagement Matrix 102
Business Process
Commodity processes 45
Competitive advantage 45
Value added processes 45
Business Process Management 61,
66
Business Process Master List 15,
93
Business Readiness 84, 93
Business Readiness Assessment
(BRA) 93
Change Action Planning (CAP) 93
Change Impact Analysis 93
Business Readiness Assessment
103

C

Change categories
Major / Projects/Major Enhance-
ment
162
Normal / Minor Enhancements
162

176

Standard / Pre-authorized
changes
161

Change Impact Analysis 109
Change Leadership 83
Change Leadership roles 84
Change Management key roles 167
Change Network 96, 104
Change Requestor 167
CoE

Center of Competence 158

Center of Excellence 158

Centers of Expertise 158
Communications 84
Country roll-outs 130

D

Deployment 67,130

Deployment Program Management
72

Deployment Support 62

Deployment Teams 72

Design Authority 163, 168

Development and Configuration
guidelines 34

E

Enterprise Architecture 47
ERP Implementation 87

G

Global Attributes 28

Global Business Process Owner
168

Global Delivery 149

Global Program Management 72

Global Solution Architect 168



INDEX

Global Solution changes 161
Global Template 27
Global Template Organization 63
Global template project 127
GTO
Business Process Management
Team 60

Deployment Support Team 60
Global Template Organization 59
Local IT Teams 61

Solution Development Team 60

H
Harmonization and standardization
46
Business processes 48
Harmonization and Standardization
Data 50
Technical environment 53

Implementation Toolkit 37
Deployment Accelerators 40
Implementation methodology 38
Standards & Guidelines 39
Strategy Documents 39
Toolkit content 41

In-Country deployment activities 63

Industry standard 44

ITIL practices 158

K
Key Roles and Responsibilities 72

L

Leadership

Organizational Readiness 84
Live Country Hypercare 148
Localization 33

Local Applications 33

Other enhancements 34
Tax, legal, statutory 33

Local/ Regional Process custodian
167

o

Organizational change 112
Organizational Model 15
Organizational Readiness 96, 114
Organization Structure 69

P

Post Go-Live support 148
Program Management Office
(PMO) 76
Program Organization Structure 71
3-tier model 65
Program roles
Business Program Manager 70
Business Program owner 71
Implementation Resources 69
IT Program Manager 70
IT Program owner 71
Program Manager 69, 70
Program Sponsor 69
Project Methodology 77
Project phases
Discover phase 133
Hypercare phase 145
Prepare phase 136
Pre-Prepare phase 135
Realize phase 141
Solution Design 139

R

Regional organization 66
Regression tests 148
RICEFW 129, 143

RICEFW log (register) 147
Rollout 32

177



INDEX

Rollout plan 35
Clustering Criteria 36
Pilot Selection Criteria 36
Sequencing Criteria 37

Rollout Strategy 21, 34
Pros and Cons of different rollout
strategies 23

S

SAP Activate 126
SAP implementation approach 125
SAP Standard 55
Keep the Core Clean 56
Service Delivery 151
Service Delivery manager 167
Service Delivery Model 151
multi-tier service delivery model
152
Service Delivery Organization 152
Global Service Delivery function
152
Service Delivery processes 152,
159
Service Transition 156
Service transition approach 156
Solution Development 62, 67
Solution Development Team 157
Solution Readiness 96
Stakeholder assessment 89
Stakeholder Engagement 84, 88
Stakeholder Engagement Plan 91
Stakeholder map 96
Stakeholder mapping principles 92
Stakeholders 87
Super User 110
Super User role 153
Super Users 155
Support
Business support 153
Global support 154
Level 3 support 157
Local IT support 154

178

Product support 154

Self-service support 156
System Impact Analysis 147
System roadmap 15

T

Target Operating Model 15, 31
Target Operating Model 114
Template
Full template build 29
Incremental template build 29
Training 111
Training and Capability Devel-
opment 84
Transition Readiness 96

\'

Value Management 118
A Value Driver 119
Benchmarking 118

Key Performance Indicators
(KPIs). 120

W
Work Streams 130



	_GoBack
	_Ref56947782
	_Ref56947793
	_Ref57547045
	_Ref57547047
	_Ref58755574
	_Ref69397378
	_Ref54455709
	_Ref54455712
	_Ref54510719
	_Ref55731559
	_Ref35689876
	_Ref54452194
	_Ref53648311
	_Ref41919422
	_Ref68429731
	_Ref54455636
	_Ref58755075
	_Ref35804137
	_Ref35689902
	_Ref66218679
	_Ref64132890
	_Ref64132901
	_Ref64132937
	_Hlk37501481
	_Ref64132934
	_Ref58755486
	_Ref68429823
	_Hlk41920903
	_Hlk54546966
	_Ref41920985
	_Hlk64121589
	_Ref57547090
	_Ref57547094
	_Ref58755773
	_Ref58755764
	_Ref51492322
	_Ref51492326
	_Ref63881124
	_Ref63881130
	_Ref63881139
	_Ref58755802
	_Ref43229164
	_Ref57469186
	_Ref58755820
	_Ref43223426
	_Ref58755844
	_Ref43223455
	_Ref68431500
	_Hlk43210001
	_Ref35463242
	_Ref43227768
	_Ref64130366
	_Ref64130460
	_Hlk43222329
	_Ref66205395
	_Ref64320429
	_Ref64320487
	_Ref54459863
	_Ref54459865
	_Hlk58756200
	_Ref68432235
	_Ref68432275
	_Ref66203757
	_Ref68432475
	_Ref68432774
	_Ref66213352
	_Ref56947672
	_Ref57546750
	_Ref57546166
	_Ref56799301
	_Ref57537049
	_Ref68433506
	_Ref68433891
	_Ref66217504
	_Ref66216994
	_Ref57548046
	_Hlk55675801
	_Ref68435473
	_Ref68436117
	_Ref66218153
	_Ref66218186
	_Ref68436181
	_Ref37500291
	_Ref68436208
	_Ref64126942
	_Ref68436513
	_Ref66218398
	_Ref58831106
	_Ref58831847
	_Ref49619774
	_Ref49619781
	_Ref51420220
	_Ref58832337
	_Ref49620684
	_Ref63880844
	_Ref68437004
	_Ref52617096
	_Ref52617099
	_Ref57572312
	_Ref57572316
	_Ref58832482
	_Ref68437088
	_Ref58832555
	_Ref57574053
	_Ref58832878
	_Ref52011039
	_Ref63881367
	_Ref52094166
	_Ref52090868
	_Ref52107783
	_Ref58834651
	Preface
	1	Why are we doing this?
	1.1	The importance of understanding why
	1.2	Recognizing the need for change
	1.3	Defining a Target Operating Model (TOM)
	1.4	Defining the key principles of the program 
	1.5	Wrapping it all up in a clear vision, mission, and guiding principles cheat sheet

	2	How are you going to do this? 
	2.1	ERP rollout strategies – your options
	2.2	Defining template, global, and global template
	2.3	Creating a global template 
	2.4	Rolling out a global template
	2.5	Implementation toolkit

	3	Guiding principles for requirements 
	3.1	Principle 1: Best practices
	3.2	Principle 2: Harmonizing and standardizing
	3.3	Principle 3: Keep to standard SAP

	4	Managing the program
	4.1	Global template organization
	4.2	Program governance and organization
	4.3	Project methodology

	5	Leading the change 
	5.1	Components of Change Leadership
	5.2	Key roles and responsibilities
	5.3	Stakeholder engagement – Get your key players on board
	5.4	Business readiness
	5.5	Communications
	5.6	Business engagement
	5.7	Training and capability development
	5.8	Organizational readiness
	5.9	Benefit realization 

	6	Implementing and going live
	6.1	Project life cycle
	6.2	Before you start the project work
	6.3	Project preparation phase
	6.4	Solution design phase
	6.5	Realization phase
	6.6	Preparation to deploy phase
	6.7	Go-live and hypercare phase
	6.8	Managing live countries on a global template environment during rollouts
	6.9	Engaging global delivery 

	7	Supporting and maintaining
	7.1	Global support model
	7.2	Managing changes to a global solution
	7.3	Managing releases

	A	About the Authors
	B	Index
	C	Bibliography
	D	Disclaimer

