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Summary

Building and effectively managing a cohesive, motivated project team is key to the success of any project.
The more complex the project the more critical effectively building and nurturing the team becomes in
achieving “success”. This white paper discussed techniques for effectively building, maintaining, and
disbanding project teams.
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Introduction

The main goal of the implementation project is to deliver the SAP solution for the organization. This
is best achieved by:

« Bringing together a team composed of differing resources (that is business staff, internal technical
staff, external consultants, and so on), and requiring that they perform at the highest levels
immediately or in a very short period of time

« Maintaining the motivation and direction of the team over the course of the implementation

« Ensuring that the team is disbanded and the skills necessary to ensure a maximum benefit from the
investment are not lost to the company after going live

Establishing the Team

Establishing the team requires planning and impact analysis so that potential members can understand the
job (and its implications) that they are required to perform, be trained adequately in its skill requirements and
a mechanism set up for monitoring effectiveness. On projects to implement SAP solutions, internal staff are
taken out of their normal role, often to the degree that they are replaced in their previous roles. In some
cases, this might even include a geographic move. In other cases, they may still be expected to carry on with
their previous tasks in the same location while also contributing to the project. In all cases, there is a group of
employees and consultants who are suddenly expected to work together as a team. This can be particularly
challenging as team members can have very different backgrounds and knowledge. In many cases, they will
also have different mannerisms, working habits and interests. These factors can all contribute to potential
conflicts at work and impact the effectiveness and efficiency of the project.
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Typically there are two main organizational change management (OCM) activities that are associated
with establishing the project team:

o Team building
« Transition support for the project team

Team Building is a generic term. It is meant here to refer to workshops or offsite meetings for the entire
project team and other teams, aimed at reviewing project procedures, goals and activities and building or
improving informal and formal channels of working together towards a common goal. A second purpose for
team building is the celebration of activities. Celebration communicates a clear message to the team and the
organization, and its value should not be underestimated. In the ValueSAP methodology, team building is
listed as part of every phase. This task is recommended based on typical implementation project risks
associated with people not working together as well as they could. Under no circumstances should team
building occur without a clear purpose and communication thereof.

The need for OCM intervention on project team transition management depends on how well it has been
managed by the project management and the organization. Transition management goes beyond informing
the team members of their new role. It also involves assisting them with their move and managing their
concerns about the change in their role. These can be issues like relocation or leaving the social
environment of other likeminded employees. The difficulties of changing from the previous role and
accepting the new role can be addressed in discussion groups during the first set of team building activities.
In many cases, the people who raise concerns also have suggestions how these concerns can be
addressed. All concerns and recommended solutions should be recorded on the OCM plan. Transition
concerns may need addressing prior to finalizing the first OCM plan. In this case project management should
be made aware and the issues should be recorded on the business issues list and managed by project
management with support from local HR management.

Motivating and Maintaining the Team

As the project progresses, the initial energy levels often start to decline reflecting the fact that the project
team is now faced with a significant amount of work to be achieved usually against difficult deadlines. For
many internal staff not accustomed to operating in a project environment, this can represent a significant
culture change and needs to be managed appropriately. In addition, conflicts can and will arise due to
personality clashes and to differences in opinion regarding the best approach. A third factor is the influence
of the external consultants on the internal staff. The knowledge acquired on the SAP project, exposure to
consultants and the prospect perhaps of a better income or a more exciting career can invite valuable
resources to leave the project. This of course introduces another significant risk. An alternative manifestation
of this is where staff feels that, due to their newly acquired skills, they have grown out of their old jobs.

As well as maintaining the team building effort described above, the OCM team can provide support
in three key areas:
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« Retention planning — recognizing that knowledgeable business staff seconded to the project are
gaining additional skills. The quality and longevity of the resources selected to participate in the SAP
implementation program have also been found to have a direct impact on the success of the project.
Projects that develop and communicate an effective retention plan can reduce turnover and thereby
retain the valuable knowledge base of the program team members. It is recommended that a
retention plan be put in place to reduce this risk of a high project turnover. This retention plan may
involve an aspect of reward but should take into account other factors such as recognition, career
planning etc. It should preferably be done in consultation with the appropriate representative of the
project member’s functional management and local HR management.

« Skills development — the project will require the development of new skills. Some of these will be
technical e.g. configuration, ABAP Programming, while others may be softer for example providing
feedback, managing meetings, conflict resolution, consulting skills. The OCM team may need to
provide the relevant sessions to achieve this development.

« Skills transfer — The external consultants bring with them a set of skills that must be transferred to the
company in order to allow for ongoing support once the project is over and the consultants have left.
This is a critical element of the process if a Customer Competence Center is to be established. In
return the business resources bring with them critical business process knowledge. The skills
transfer must be a controlled process which identifies the skills to be transferred, the responsibilities
of the transferor and the transferee and how the process will be monitored.

Disbanding the Team

As the project comes to an end, the project team will need to be disbanded. This can happen in a managed
way or not. If the latter occurs the team members will start thinking about their future careers and may not
contribute to the project goal as they would otherwise. This could introduce a significant risk, especially at
such a critical point in the project life cycle. By having a managed transition off the project, this risk is
reduced. If the transition planning and skills transfer processes described above have been carried out
effectively the Transition program should be easier. The change management team is responsible for
ensuring that the transition process is managed.

Summary

A large part of team management is the responsibility of the program office and the team leads. In most
cases these individuals benefit from the advice, tools and techniques, the OCM team can provide. Some of
the help the OCM team can provide is:

Organizational Development
» Assisting with the organization of the project

« Facilitation of the Kick Off Meeting and other formal team events

SAP DEVELOPER NETWORK | sdn.sap.com BUSINESS PROCESS EXPERT COMMUNITY | bpx.sap.com

© 2007 SAP AG 4



Team Management (OCM) White Paper

« Providing guidance on Managing Meetings

« Conveying Feedback and Consultancy Skills

« Providing the assistance for Conflict Management

« Management of the Project’s Internal Communications activities

« Producing and disseminating the following documents:

(0]

(0]

(0]

(0]

Project Standards

Reporting requirements
Project Organization

Project progress

Stakeholder Communications
Briefing Notes

Sponsors’ Scripts

Human Resources Management

« Recruiting staff to the project

« Ensuring an effective Transition Management (on and off the project)

« Creating and executing the Retention Strategy for project staff

« Managing the skills transfer process
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Copyright
© Copyright 2007 SAP AG. All rights reserved.

No part of this publication may be reproduced or transmitted in any form or for any purpose without the express permission of SAP AG.
The information contained herein may be changed without prior notice.

Some software products marketed by SAP AG and its distributors contain proprietary software components of other software vendors.
Microsoft, Windows, Outlook, and PowerPoint are registered trademarks of Microsoft Corporation.

IBM, DB2, DB2 Universal Database, OS/2, Parallel Sysplex, MVS/ESA, AlX, S/390, AS/400, OS/390, OS/400, iSeries, pSeries, xSeries,
zSeries, System i, System i5, System p, System p5, System X, System z, System z9, z/OS, AFP, Intelligent Miner, WebSphere,
Netfinity, Tivoli, Informix, i5/0S, POWER, POWER5, POWERS5+, OpenPower and PowerPC are trademarks or registered trademarks of
IBM Corporation.

Adobe, the Adobe logo, Acrobat, PostScript, and Reader are either trademarks or registered trademarks of Adobe Systems
Incorporated in the United States and/or other countries.

Oracle is a registered trademark of Oracle Corporation.
UNIX, X/Open, OSF/1, and Motif are registered trademarks of the Open Group.

Citrix, ICA, Program Neighborhood, MetaFrame, WinFrame, VideoFrame, and MultiWin are trademarks or registered trademarks of
Citrix Systems, Inc.

HTML, XML, XHTML and W3C are trademarks or registered trademarks of W3C®, World Wide Web Consortium, Massachusetts
Institute of Technology.

Java is a registered trademark of Sun Microsystems, Inc.

JavaScript is a registered trademark of Sun Microsystems, Inc., used under license for technology invented and implemented by
Netscape.

MaxDB is a trademark of MySQL AB, Sweden.

SAP, R/3, mySAP, mySAP.com, XApps, XApp, SAP NetWeaver, and other SAP products and services mentioned herein as well as their
respective logos are trademarks or registered trademarks of SAP AG in Germany and in several other countries all over the world. All
other product and service names mentioned are the trademarks of their respective companies. Data contained in this document serves
informational purposes only. National product specifications may vary.

These materials are subject to change without notice. These materials are provided by SAP AG and its affiliated companies ("SAP
Group") for informational purposes only, without representation or warranty of any kind, and SAP Group shall not be liable for errors or
omissions with respect to the materials. The only warranties for SAP Group products and services are those that are set forth in the
express warranty statements accompanying such products and services, if any. Nothing herein should be construed as constituting an
additional warranty.

These materials are provided “as is” without a warranty of any kind, either express or implied, including but not limited to, the implied
warranties of merchantability, fitness for a particular purpose, or non-infringement.

SAP shall not be liable for damages of any kind including without limitation direct, special, indirect, or consequential damages that may
result from the use of these materials.

SAP does not warrant the accuracy or completeness of the information, text, graphics, links or other items contained within these
materials. SAP has no control over the information that you may access through the use of hot links contained in these materials and
does not endorse your use of third party web pages nor provide any warranty whatsoever relating to third party web pages.

Any software coding and/or code lines/strings (“Code”) included in this documentation are only examples and are not intended to be
used in a productive system environment. The Code is only intended better explain and visualize the syntax and phrasing rules of
certain coding. SAP does not warrant the correctness and completeness of the Code given herein, and SAP shall not be liable for errors
or damages caused by the usage of the Code, except if such damages were caused by SAP intentionally or grossly negligent.
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