





“We knew we could not do it ourselves. We just did
not have the time or the expertise. Interestingly, some
other Danone companies have done it themselves -
or employed a few students in to help with the
adaptation of training materials — but | made sure
that | had an appropriate budget to fund an external
company.

“The decision was a very big one. It was a large
[£350,000] project, and if we got the wrong
organisation in, it could make or break the project. We
put in an enormous amount of effort into selecting our
external training provider.”

Jacobs knew their approach to training would be
through formal courses, and a project specification
was produced, based on assumptions regarding the
number of end-users and the type and number of
courses required.

A number of external training companies were invited
to tender for the work, and structured interviews were
carried out, based on the tender document.“Several of
the companies did not put that much work in, and
spoke off the cuff, but DACG produced a tender
document providing specific answers to the issues we
had brought up, together with case studies and
references,” said Paul Stewart.

“DACG projected themselves extremely professionally,
and the references from Alstom and Unilever were
excellent. Our domain heads conducted structured
interviews with all the DACG consultants, we put
together a decision matrix, and DACG won hands
down.”

Delivering the Training

A team of five DACG consultants began work in July
2002, and were employed full time through to go-live
on Feb 1, 2003. Their initial priority was to modify
training material that had been developed by Danone,
the Themis Team and Domain Team members.

These modifications included:
Detail Course Designs
PowerPoint presentations
Existing training exercises
Existing job aids
Datasheets

Data input worksheets
User scripts

Key User Training

In advance of end-user training, more than 50 Jacobs
employees were trained in Key User Workshops. These
individuals were selected because of their detailed
knowledge of the business,and their ability to develop
into the role of SAP Key User with the aptitude to apply
new SAP processes to current business requirements.

They would become ‘agents of change’ within the
business, and would be able to provide additional
support during end-user training and data creation
and testing. Their knowledge would also be a
continuing source of SAP expertise post go-live.

Workshops were set up and run by DACG in an
informal manner where the emphasis was on self-
study using existing training materials and materials
under development.

Once this training was complete, end-user training
began.”We had to do all the training as late as possible
before go-live, because while people had access to
SAP when they were training, they did not have it at
their desks until go-live,” said Paul Stewart.

End-User Training

End-user training courses were developed using the
DA Cornerstone™ methodology, and classroom
sessions began in November 2002, with basic
awareness followed by business processes.

The course programme included the presentation of
main processes and procedures with SAP, system
demonstrations performed by the trainer, hands-on
experience, exercises using realistic data, questions
and recap.

Within 12 weeks, all 385 end-users of SAP were trained
within a programme of 160 course events. Sixty-one
specific courses were developed by DACG, and each
one was delivered by one DACG trainer and one
Jacobs tutor.

Courses were designed to be 40 per cent theory and
60 per cent practical. Every student had their own PC,
and courses were limited to a maximum of nine
students.

Attendance at all courses was logged, and achieved 90
per cent overall, partly as a result of the high profile of
Themis in the organisation, and partly because senior
management insisted that end-users attend.

An on-line evaluation form enabled all students to
comment on the courses. Options ranged from
‘inadequate’to ‘excellent; and feedback was forwarded
immediately to the DACG and Jacobs trainers. Results
from this evaluation show an average 92.4 per cent
rating the courses as ‘good;‘very good’ or ‘excellent’.
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The go-live date of February 1,2003 was achieved, and CityPoint
Paul Stewart underlined the fact that the project team
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“In a project like this, there is so much scope for Tel: +44 (0)207 153 1400
disaster, particularly on the change management side Fax: +44 (0)207 153 1401
of things, as you approach go-live, but all the trainers

were there, materials were there, rooms were

available, and things just happened,” he said. “Every DACG German Headquarters
time-based objective was met, even though DACG Limited

occasionally we had to think up innovative solutions Prinzenpark

to achieve those timescales. Prinzenallee 7

“All the DACG consultants were immensely flexible, 40549 Dusseldorf

and put in enormous hours - often from eight in the Tel: +49 (0)211 52391-185
morning to eight or 10 o'clock at night - over a Fax:+49 (0)211 52391-200

number of weeks ... and not just before go-live. |
knew that whenever there was slippage, it was
generally down to our own people being
overstretched, and as far as DACG were concerned, |
was completely confident that everything we
expected to happen, happened.”

Following go-live support, and despite a period of

knowledge transfer, Paul Stewart recalls an eight- www.dacg.net
week ‘Valley of Despair, when DACG had completed email: info@dacg.net
their task and departed. “We were bound to go into

this period in a change programme of such

magnitude. It was always going to happen, and | just

can't believe that everyone does not go through that

trough,” he said.”It was a case that the consultants had

gone and every issue had to be managed by

ourselves. However, we got through that period, and it

is now business as usual.

“In April we asked key users for their considered views,
and almost all feel qualified to do their job and also to
train others, so the success of the project has been
proven.”

"The selection of our training partner was a critical

decision: DACG was the right choice.The consultants

don't just prepare and deliver the training, they are

able to fit in with both the business and the team

culture. DACG has delivered a training programme i N

that has played a vital part in the success of the .
implementation” t\
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