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There it is! The Validation of your bu-
siness case! The official go ahead to im-
plement your dream HR solution in all the
countries where your company is doing
business.

mc2i x SEPHORA | 10 idées (généralement) fausses sur un projet SIRH international !



Without doubt, you have selected the best solution on the
market: a SaaS solution covering the whole scope of HR
processes, from recruitment to talent management, not
forgetting the Core HR module, which will soon gather and
store all the information about your jobs and your
employees in a unique system.

Obviously, you have some great ideas, SaaS will help you to
make important decisions to start your project.

Alas, 10 of the most popular concepts related to HRIS
implementation are usually wrong.
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10 MISCONCEPTIONS

BUSINESS CASE WHITE LIES

Our new HRIS will give us a decisive comparative advantage
respective to our competitors

We will reduce our HR headcount

We will not require more technical resources

This is an all-inclusive solution! No extra costs!

DEAD-END IMPLEMENTATION OPTIONS

0o

=
o

Only applying the standard processes proposed by the vendor
Is an option

The more test iterations we run, the better the system we get

HRs will be sponsor of the new solution

We must start with a pilot phase

We have to implement Core HR first and then, in a second
wave, the other modules

France should be kept for the last wave of implementation
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1. OUR BRAND-NEW GLOBAL SAAS HRIS
WILL GIVE US A DECISIVE COMPARATIVE
ADVANTAGE RESPECTIVETO
OUR COMPETITORS

In other words: a classic of business case:
You invest in a expensive HRIS, on the other
hand, this will give your company a decisive
comparative advantage on your competitors in
order to (tick the box according to your context):
e Attract your future talents on competitive job
market.
e Retain your high potentials to secure the
pipeline of your future leaders,
e Strengthen your employer branding to
increase the engagement of your employees
e etc.

>




1. Our new HRIS will give us a decisive comparative advantage respective to our competitors

WHY THAT MAY NOT NECESSARILY BE TRUE

You are investing in a system already used by thousands of companies, so no comparative
advantage to be expected.

It is then very likely that, in the best situation, you will only reach the
current standard of your competitors, as they are most certainly using
already a similar solution. Or maybe even the same solution! (After all,
the offer is quite limited).

OURADVICE

Back to the notion of comparative advantage, the battle has now moved to new, smaller
players.

In the end, setting up your HR Saa$S system, even if it is very expensive, represents only the
foundations of your HR strategy. To be truly specific and to create a comparative advantage
vis-a-vis the competition, you must aim at add-ons, small solutions developed specifically

for you, to meet a crucial need identified by you, and that you can plug in your Saa$S system.

Let's take an example. You are a Retail company and the reduction of the time to fill a posi-
tion really is what can make the difference compared to your competitors. A good solution
would be to look for start-ups working on artificial intelligence and develop with them,
specifically for you, a module to accelerate recruitment, plugged directly in your "standard"
recruitment module.
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2. IMPLEMENTING THIS NEW HR SYS-
TEM WILL ALLOW US TO REDUCE OUR
HR HEADCOUNT

In other words: this is often the Faustian
deal you make with your Finance department:
let’s pay for this very expensive solution and
save a lot in the long term on the HR workforce
through efficiency gains in all processes.




2. We will reduce our HR headcount

WHY THAT MAY NOT NECESSARILY BE TRUE

As long as robots will not be able to perform basic HR processes (it's coming, be prepared,
though that’s a different kind of project), HR tasks will have to be done by humans. Re-
ducing HR headcount thus means transferring the HR tasks to managers (is it more effi-
cient?) or outsourcing (is it less expensive?). Again, it is not exactly the same project as
implementing a HRIS.

It should first be noted that even the most efficient HR systems cannot simply revolutionize
HR processes. Managing a recruitment is always a matter of creating a job requisition, pos-
ting it, and managing candidates through various stages of selection. It is very difficult to
gain in efficiency on a single process simply by changing your system.

OURADVICE

3 situations could allow you to gain (a bit) in efficiency when implementing a new HRIS:

a) | gather previously sparse HR data into a single system and | can gain effi-
ciency on getting my reports from this single database (rather than having X
FTEs paid to consolidate Excel files).

b) Integrating different processes allows me to increase efficiency through a
shared data flow. For example, by integrating the onboarding and Core HR
modules: a future hired person fills his/her personal data in the onboarding
module, which pre-fills the personal data fields you need to complete to hire
this employee.

c) | transfer HR tasks to non-HR actors, external or internal (but in the latter
case, we will look in vain for efficiency gains for the company as a whole).
An example: in my Recruitment module, | allow external agencies to have
access to my system and push their candidates directly on my job requisi-
tions, which means less job for my recruiters.

These limited efficiency gains are all the more reduced since, on the other hand, the im-
plementation of a Saa$S system requires the development of a centralized HRIS team wit-
hin the HR function to manage the Run of this system. As a result, you often end up with
more HR staff than at the beginning of the project.
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3. THE SAAS MODEL IS EXPENSIVE, BUT MY
ROI WILL BE AWESOME AS | WILL NOT NEED
TECHNICAL RESOURCES ANYMORE

In other words: choosing a Saa$ is buying
a service, so no need for IT teams anymore
as your vendor will manage new develop-
ments, servers, data security, you name it.




3. We will not require more technical resources

WHY THAT MAY NOT NECESSARILY BE TRUE

Your HRIS (and data) will be hosted in the cloud and most certainly integrated with your
company'’s other systems. So, you will need your IT team.

If you consider your HRIS system alone, out of any connections, then moving from an
on-premise solution to a Saa$S solution shifts the weight of the project and maintenance on
HR teams rather than the IT ones. Indeed, it is more about designing and adjusting HR pro-
cesses than coding.

That being said, users are now expecting their systems to be ATAWAD and integrated. This
is why the IT department, and more specifically the IT infrastructure department, is more
important than ever.

OURADVICE

Your users would not understand why in 2020 they cannot have a secured access to sensi-
tive data from their personal smartphone, including when they are working from home or
from the airport.

This is why your IT competencies are key, and specifically the IT infrastructure compe-

tencies, and you should consider having them in-house, if you are still relying on external
providers to do that.
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4. | AM INVESTING A LOT IN THIS NEW
SAAS SOLUTION, BUT | WILL NOT NEED TO
INVEST IN ANY OTHER SYSTEMS OR ADD-ONS
IN THE FUTURE: THIS IS AN ALL-INCLUSIVE
SOLUTION!

In other words: it is another classic of
the business case (but usually there we
have a hidden agenda because we always
want to have add-ons to the core system). A
SaaS is a bit like these "all inclusive" tourist
destinations that we love so much, those
where you can have cheese nachos and a
caipirinha at any time of day and night. In
our specific HRIS domain, with the license
costs you give to your vendor, you expect to
benefit from a fully integrated, exhaustive,
responsive system you can access 24/24,
with regular releases.

>




4. This is an all-inclusive solution! No extra costs!

WHY THAT MAY NOT NECESSARILY BE TRUE

Implementing a Saa$ is expensive but running it as well. Moreover, how could you resist
adding new breakthrough functionalities once you have paid so much for the basics?

A better touristic comparison for a SaaS solution would then be an amusement park. You
have access to all the rides, but it makes you pay for snacks, souvenirs and even access to
the toilets. Here is a small list of extra costs not always anticipated when starting a SaaS
project...

The cost to run the solution. Beyond the fact that internal HRIS
staff will certainly be needed once the solution is implemented, full
internalization of the Run is not possible: many maintenance activi-
ties require actions from a certified external partner.

The cost to expand the functional coverage. An example with the purchase of a recruitment
solution: the career site is not always included, and it is difficult to imagine redesigning your
recruitment solution without making improvements to your career site, which is the show-
case of your company. You may also need additional features not covered, such as an elec-
tronic signature module or a video-interviewing module.

The cost of technical issues. As seen previously, the IT infrastructure quickly becomes cru-
cial for a SaaS deployment project, therefore IT costs can quickly increase. The update to
GDPR standards, to ensure the security of personal data, will also impose legal costs in
many countries. Furthermore, if you plan to deploy in Russia or China, it will be more addi-
tional costs to comply with local laws.

The cost of change management. "Virtual" communication and training tools exist to reach
a broader and less concerned (read: non-HR) target - digital adoption platform, webinars,
etc. - but their costs are usually not virtual at all.
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5. | MIGHT OPT FOR A LOW-COST
IMPLEMENTATION BY DECIDING NOT TO
CHALLENGE MY PROCESSES : MY SYSTEM

INTEGRATOR WOULD ONLY HAVE TO DO A «
TECHNICAL » IMPLEMENTATION OF THE NEW
HRIS, I.E. ONLY APPLYING THE STANDARD
PROCESSES PROPOSED BY THE VENDOR

In other words: if a redesign of your roles
and processes is on the map, the project
becomes much more complex and costs

run high: many workshops are needed with
a large number of HR actors who are not

always very familiar with what is an HRIS.

However, if you can just apply the standard
processes proposed by the vendor, you

only need an integrator to help you on
the project. Moreover, it will be easier to
implement the future releases if you are
sticking to the standard.

>




5. Only applying the standard processes proposed by the vendor is an option

WHY THAT MAY NOT NECESSARILY BE TRUE

There is no standard process in a Saa$S solution. If it were a plug-and-play,
implementations would take days instead of months, and the integration companies
would not be so flourishing.

The whole point of implementing a SaaS solution is to define who
should do what in this solution - roles and processes - in the
frame of features imposed by the vendor. This is why these projects
now involve HR teams more than IT teams. A complementary
support from a functional consulting team might also be a good
option to comfort HR teams in their decisions and assess the
impacts of the new processes on the existing organizations.

OURADVICE

That being said, how can you implement it at a lower cost, if that is your main goal?

You can decide to start with relatively simple processes and standard roles, and the

integrator will be able to propose all that. The work will then consists in measuring the gap >
between these standard processes and those existing in your company, thus evaluating the
cost(s) of change management (which will be high). This is the ideal option when the HR
processes in your different countries are very different.

Second "low cost" option, which makes a lot of sense when you have on the contrary
relatively harmonized HR processes among your countries (which is usually the case when
you replace an existing global solution or regional solutions): you can decide to stick to
what has been done in the company until then. This drastically reduces the costs of change
management, and since the processes are already well defined (or should be), the project
becomes essentially a system configuration job.
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6. | MIGHT DECIDE TO HAVE AS MANY
ITERATIONS AS NEEDED TO HAVE THE
PERFECT SOLUTION ON DAY 1

In other words: far from a "low cost"
project, you are now in a perspective of
"premium" implementation. You are about
to invest several millions in your new HRIS,
so the focus is on the success of the project
at all costs: you do not want to risk failure.
By multiplying the iterations before the go-
live, with the widest population of future
users, you will have sufficiently tested your
solution to be sure that there will be no
problem when you go live.

>




6. The more test iterations we run, the better the system we get

WHY THAT MAY NOT NECESSARILY BE TRUE

Multiplying the iterations, and thus mechanically the duration of the deployment, will
certainly increase the cost of the project. Is this the best way to guarantee the quality of
the product delivered in the end? Debatable, specifically for three main reasons:

First technical reason : a cut-over is a very manual process. If you
imagine you can move your Saa$ solution to production through fully
automated transfer of processes and data from the test environment,
think again. If this were the case, the cut-over times would be mea-
sured in seconds and not in days or weeks as is usually the case. The
more the complex manual adjustments you will need to reproduce in
your production base, the higher the risk of errors when you go live.

Second technical reason : the integration of the vendor’s releases in your project.
SuccessFactors and Workday now offer 2 releases per year.

If your project is running on 3 years, you will have at least 5 upgrades between your first
iteration and the final go-live.

e You may decide to incorporate these new releases as the project moves on (or at least
the most impactful new functionalities), but the complexity of handling iterations on
ever-changing configuration will drive you mad.

e On the other hand, you can decide to freeze the configuration for the duration of the
project, and pass them in bulk once you are live. Then again, why spend so much time
perfecting a configuration that will not last more than a few weeks?

The last reason is psychological, and very powerful You can motivate, threaten or beg, but
end-users only test in production. It is a fact.

OURADVICE

Therefore, it is often much more efficient to limit the test iterations and to devote addi-
tional resources to post-go-live user support.

Having your HRIS team ready to implement quickly a 1.1 version of the solution, based on
early post-go-live feedback, can also make a lot of sense.
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7. CHANGE MANAGEMENT IS KEY, BUT |
KNOW | CAN RELY ON THE HR TEAM: THERE
IS ABSOLUTELY NO QUESTION THEY WILL
BE SPONSORS OF THE IMPLEMENTATION OF
THIS NEW SOLUTION

In other words: implementing a new
HRIS should necessarily be good news
for HRs: they are relieved of part of their
activities, usually a not so strategic one,
and you demonstrate that the HR function
can become digital as well, which is good in
terms of HR marketing.




7. HRs will be sponsor of the new solution

WHY THAT MAY NOT NECESSARILY BE TRUE

HRs and especially operational HRs (workforce administrators, business partners, and
recruiters) will be the most resistant to change because they will be the only ones to have
something to lose, and whatever the possible cases...

Scenario #1 : You replace an old system with a brand new HRIS, more beautiful, more
ergonomic. How could HR not be with you?

Very sincerely, they probably have reasons not to support you: it is a
change of system, with potentially new processes, new roles, many
uncertainties, and therefore there’s resistance. So at this point, to
dispel the fears, you try your last card and communicate on the sacro-
sanct "less paperwork for more value-added tasks". However, are you
sure that all HRs, and especially those who have been managing quite
well administrative tasks for 20 years, feel capable of accomplishing
these famous activities with higher added value?

Scenario #2: You set up a system to replace Excel sheets and emails. It should be a no
brainer for HRs.

Except that, once again, HRs are the only one to lose: they had the
monopoly of information on employees, and suddenly managers have
access to this information without any intermediary. In the worst
situation (for HRs), managers might even have a view on ongoing
processes, for example having the possibility to check the candidates
screening for their job requests in real time. You thought to bring a
new digital era to HRs and it's 1984.

OURADVICE

You should not ignore the support from HR, but managers and employees could be the
sponsors you are looking for, even if they ultimately recover some of the administrative
tasks that were done by HR.

Remember that in the digital era we are living in, airlines companies make us queue for the
dubious privilege of checking our luggage by ourselves. In these conditions, asking a mana-
ger to prepare a recruitment request for his team or to finalize the hiring of one of his fu-
ture employees all by his lonesome could appear to him almost as a social achievement.
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8. THE FIRST PHASE OF A GLOBAL HRIS
IMPLEMENTATION IS NECESSARILY A PILOT
PHASE

In other words: today everyone does
POCs on everything, including projects

costing less than 10K €. Why couldn’t you
do a POC on your HRIS deployment project
that will cost you several million?




8. We must start with a pilot phase

WHY THAT MAY NOT NECESSARILY BE TRUE

If you think a pilot will allow you to backtrack, if it is not delivering what you are
expecting, think again: once you have launched the project, it is simply too big to
backtrack. If you only count on your pilot to adjust some implementation options, this is
what you will have to do anyway all along the project, and not only during the pilot phase.
This is what we call Agile methodology. So why bother with a pilot?

There are two ways to design a pilot phase. You can first imagine a pilot as a POC that
would test your solution in a geographical area before a broader deployment.

Though this will not work when you implement a Core HR, because backtracking is not
possible if the solution is not ultimately fully satisfying. You can only live with it and patch
it. Besides, the contractual elements have become so complex today that you just cannot
skip from one vendor to another.

You can also design a pilot as a test run on a small
perimeter, in order to challenge and validate your project
methods and change management.

From this perspective, a pilot makes a little more sense >
but it is not suited for Agile deployment methodology,

which assumes that we can adjust to new reality and

context at each iteration.

In the Agile methodology, each iteration is supposed to
be the pilot of the next iteration.

Nor is it suitable for an international deployment that has to take into account important
cultural differences between countries, and not only language differences. Take McDonald’s
for instance, it has a wide set of menus for the country it is implemented in. So do not be
fooled, your solution will have to adapt to the different processes may it be in Europe, Asia,
or America.
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8. We must start with a pilot phase

OURADVICE

More than a pilot, you need to draw a line as soon as possible between what is global and
what is local.

From the start, it is necessary to be able to anticipate the flexibility (or lack there is) that
countries will have to define their own roles, their own processes, their own change
management strategies.

If you want to leave a lot of flexibility to the local offices or level,
you will have to be very agile and a pilot is useless.

If you want to keep a lot of things at global level (and some very
centralized systems by design force you to be very top-down), you
can possibly test some things (process, training support, etc.) on a
pilot, but without real guarantees that the result of this pilot can be
exported to all the countries.

Last, it should be noted that some processes - more global by essence - are more suitable
than others to be implemented with a pilot phase: succession planning, for example, or
performance management.
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9. THE CORE HR MODULE IS THE
FOUNDATION STONE: YOU HAVETO
IMPLEMENT CORE HR FIRST AND, IN A
SECOND STEP, YOU CAN IMPLEMENT THE
OTHER MODULES

In other words: if you want to split your
project in manageable waves, you can have

waves by module (Core HR worldwide, then
recruitment worldwide, etc.), or by country
(Europe, then Asia, etc.). Since Core HR is
the foundation of all other modules, the
best choice is implementation by module,
starting with Core HR.




9. We have to implement Core HR first and then, in a second wave, the other modules

WHY THAT MAY NOT NECESSARILY BE TRUE

You have to start with Core HR, but implementing it alone is not a good option: you
should definitely consider implementing all your modules at the same time, including
Core HR. A split by geographical waves is the only viable option: it allows a much better
sponsorship of the project, which is an essential element to its success.

Core HR is a key module of your HR solution, but creating
enthusiasm among your project's stakeholders will force you to
deploy persuasive prowess as it is the least inspiring module of the
whole catalogue:

e Your HRD will not perceive this process as particularly strategic and will not feel very
engaged. As well as HR teams will not necessarily be sponsors (see the misconception
about this topic)

e Managers may also be unenthusiastic. Depending on your organization, you will find
two scenarios. If your managers are not very involved in administrative management
processes, then do not bother them more. Even if they are direct actors of Core HR pro-
cesses, they will hardly see the value of investing so much in a new system that does not
really bring them much.

e As for creating a craze among your leaders with the core HR module, it is just as deli- >
cate: it is difficult to do HR marketing on the basis of "social audit" reports.

OURADVICE

Implementing all modules at once has the great merit of maximizing your level of
sponsorship on the project. Your communication strategy becomes much simpler and
more efficient: you deploy a new talent management system, with the Core HR as a
stowaway who guarantees that you still put the bricks in the right order.

Your main contact in the country is no longer the payroll manager, but the head of recruit-
ment or talent development, under the high patronage of the HRD. You can much more ea-
sily sell to managers the need for them to go through tedious job creation process when you
can promote their future ability to manage more finely their time to fill for each vacancy.

Moreover, you can offer your leaders dashboards faster, built on the entire HR scope. The
icing on the cake, it is easier to maintain a country under tension during a given period than
on several waves of successive deployment, even if the resources mobilized locally are not
the same from one module to another.
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10. WITHOUT ANY DOUBT, FRANCE IS THE
MOST COMPLEX COUNTRY IN YOUR SCOPE
AND IT SHOULD BE KEPT FOR THE LAST WAVE
OF IMPLEMENTATION

In other words: for reasons which are
sometimes obscure (French spirit, culture of
contradiction, attachment to the tradition
and values of yesteryear) and sometimes
rational (complexity of local legislation,
time required for consultation of employees
representative bodies, poor ability to speak
English), the implementation of a project in
France is generally more complex than in
other countries. So it is easier to keep this
country for the end. That would allow you to
(try to) overcome the final resistance with a
final argument: "Please! Be realistic! It has
been rolled out this way everywhere else in
the world! | cannot create specific roles and
processes just for France! "

>




10. France should be kept for the last wave of implementation

WHY THAT MAY NOT NECESSARILY BE TRUE

Let’s face it: it's absolutely true.
And you will create specific roles and processes for France.
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