


DACG working with Utilities - 24seven

24seven Background

24seven Utility Services Limited is a £300m
utility network operator, serving 5.3 million
homes and businesses in the South East and
East Anglia - that’s about one in four of the
UK'’s population. Since January 2002, the
company has been a wholly owned subsidiary
of LE Group, a part of the giant international
utility, EDF. 24seven is responsible for the
design, management and operation of utility
network assets and is therefore at the heart of
the provision of essential utility services to
everyone within its service territory.

At its inception in April 2000, the company
inherited a number of legacy systems. It
quickly became clear that these systems were
not going to allow such a commercially
focused business to achieve its ambitions of
breaking away from the industry mould. The
company’s growth aspirations, coupled with
its commitment to efficiency, led to a decision
to consolidate a plethora of poorly co-
ordinated applications into a consolidated
Enterprise Resource Planning (ERP) platform.
The product selected was from global market
leader SAP.

24seven and DACG

After successfully completing the tender process
in November 2000, DA Consulting Group (DACG)
was selected as 24seven’s Training and End User
Support partner for the SAP implementation. The
scheduled go-live date was late summer 2001.

Over the subsequent 8 months, DACG worked
closely with the 24seven project team to develop
a full suite of Reference Based Training (RBT)
materials to cover the SAP modules of Work
Management, Projects, Finance, Controlling,
Purchasing and Inventory Management. These
materials were supported by the creation of
customised STT (Simulation Training Tool)
simulation lessons, which provide a safe and
realistic learning environment for the new users.
The training and support materials were made
available to all users via DACG’s Learning
Centre™, which was specifically customised for
24seven. The final piece in the support puzzle
was DA Passport™, DACG's proprietary Electronic
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Performance Support System (EPSS) which
provides a context-sensitive link to a 24seven
customised on-line help system for all users from
within their SAP transactions.

DACG’s Learning Centre™

The Learning Centre™ has a pivotal role within
DACG's training strategy. It is the single access
point from which all training and support
materials can be accessed at the touch of a
button. 24seven’s Learning Centre was designed
so that users could locate the type of help they
needed either by SAP module, by the business
area they work in, or by the type of support
material they require, for example, simulation
lesson, on-line help, or training pack. This ensures
that users are able to find what they are looking
for within 30 seconds - one of DACG's golden
rules. Kate Jones, DACG Operations Manager
explains “If a user cannot find what they are
looking for within 30 seconds or three clicks of a
mouse, they often do not bother to continue their
online search, and find another way of answering
their question. Usually this results in asking a
colleague, which obviously affects that person’s
productivity. The aim of a Reference Based Training
approach is to encourage the user to be self
sufficient in their support, to know where and how
to find the answers to their queries themselves.”

Training Delivery

24seven chose 25 employees from across the
business areas as Local Champions to deliver
training for each project. Each successfully
completed a Train the Trainer course from the DA
DiplomA certification programme and was
subsequently trained on the relevant SAP
functionality by DACG.They then delivered the
courses themselves.

Over a period of three months, training was
delivered in nine different classrooms, across
eight locations in London and East Anglia;
Stratford, Cambridge, Camberwell, Potters Bar,
Harold Hill, Bury St Edmunds, Ipswich and
Bexleyheath.

At some sites the Local Champions found
themselves stretched to deliver training to the
intended number of users, as well as dealing with
all of their other pre and post go-live



responsibilities, such as support. On request, DACG
provided extra help for post go-live floor-walking
support for an initial few weeks.

Post Go-Live

Three months after go-live 24seven noted that
there were still a high number of “how do 7" type
queries coming into the SAP help desk. There were
also areas where users were repeatedly making the
same errors. In November 2001, they asked DACG
to return to site to perform a User Performance
Gap Analysis, using their post go-live analysis
methodology DA Snapshot™. Over a period of
three weeks, two DACG consultants interviewed
around 10% of the user population, taking
representative users from each business area, as
well as each level of the company, from data input
clerks through to senior managers. The focus of
this analysis was to identify the major problem
areas and how best they could be addressed.

At the end of this analysis, the summary report
indicated that there was an enormous variance in
SAP skills across the business and in particular
there was an immediate and urgent need for the
following:

e Refresher training across all modules and
business areas - many processes had evolved
since go-live and many users were not sure
exactly what they were supposed to be doing.

e Reporting training - reports had only recently
become available at 24seven and no one had
yet been trained on how to use either the
standard or custom reports.

e Update of the Learning Centre™ - changes in
the use of some transactions since go-live and
the addition of new transactions meant the
content was not current. This was confusing
those users who had been using it.

e New User Training - some areas of the business
had experienced a high turnover in staff since
go-live and many new members of staff had not
received training on the system.

o Increased awareness of the existence of the
Learning Centre™ - it became apparent that
not all Local Champions had used the Learning
Centre™ during their training delivery.
Therefore many users were unaware of it or did
not know how to use it.

Andy Hooper, IT Director at 24seven, comments,
“At the time of training we believed that the
business knowledge of the trainer was the real
key to effective training. With the benefit of
hindsight, we’ve come to recognise that although
the business knowledge of the trainer is a pre-
requisite, it is equally important that an
experienced trainer with the right product skills is
present in the classroom. It is the combination of
these elements that ultimately succeeds in
achieving the classroom training objectives.”

Refresher Work

The findings of the DA Snapshot™ report
prompted the 24Seven business to engage DACG
to carry out a refresher and ongoing support
programme. A team of DACG consultants quickly
identified the process changes that had occurred
in the period since go-live and updated and re-
developed materials appropriately.
Simultaneously, a change communications
programme was launched, to raise awareness of
the Refresher Training, and the value and
importance of the Learning Centre™. DACG used
24seven’s Intranet to post articles about
impending training programmes and encouraged
users to seek help on the Learning Centre™ in the
meantime. The response to the articles was
overwhelming with around 80 requests for
refresher training in the first 24 hours alone.
Posters advertising the training and the Learning
Centre™ were produced and dispatched to every
site for display.

Refresher Training was delivered over a period of
months, encompassing all areas of the business
and all relevant modules of SAP. The most highly
attended courses were the Reporting workshops
and the Project Managers Courses. The refresher
sessions were delivered in a workshop style, with a
flexible agenda, so that each one was tailored to
suit the business needs and to address the
participants’issues. Many queries were resolved
and the use of SAP at 24seven is now much more
effective, improving staff productivity and self-
sufficiency.




Refresher Training Feedback

The refresher training programme was a great
success. Training feedback evaluations revealed that
92% of the participants now feel much better
prepared to do their SAP tasks. 82% of users also said
they would now use the Learning Centre™, in
comparison to 45% who said they had used it before.
In addition, the SAP helpdesk have reported a
reduction in the number of ‘'how do 1?’ type calls,and
users are much more willing to refer to the Learning
Centre™ as a first resort to answer their queries.

Paul Aitkenhead, 24seven’s SAP Support Manager
says; “DACG have really helped us turn the use of SAP
around. Four months ago, we were getting far too
many questions relating to system functionality, but
now, we only have to deal with actual system problems
which arise. We are referring users to the Learning
Centre™ to further encourage the culture of self
sufficiency and it appears to be working.”
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Paul Stevens, DACG's UK Client Operations Director, says;
“Clients are now starting to realise that after go- live,
training and support requirements do not suddenly
stop, but instead they evolve. The focus just shifts
towards new user training, re-training, refresher
training, and maintenance of support materials and
processes. DACG is ideally equipped to support and
perform this type of work, as it is just another step in our
proven Cornerstone™ Methodology. Increasingly,
clients are looking to us to help them in the post go-live
period; initially with a review of user performance using
DA Snapshot™. The results from the analysis are then
used to implement a long-term training strategy which
will support the ongoing user needs as the business
evolves.”
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