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Introductions

ÁYosh Eisbart

ðCOMSYS SAP Service Line Director

ð13 yrs experience of SAP Consulting

ðExtensive Production Support experience

ÁCOMSYS

ðSAP Services Partner

ðSAP GOLD Consulting Partner

ðSAP Customer
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Unique Midmarket Challenges

ÁLimited resources - Total IT staffs of less than 10 FTEõs

ÁLimited funds - Budget not large enough to hire comprehensive 

SAP-focused production support resources

ÁInability to attract FTEõs - Mid-Market organizations located in 

challenging localtions, less òsexyó/well-known organizations

ÁLess executive management focus - SAP less of a prized 

òcommodityó within Mid-Market sector

ÁUnfamiliarity / Inexperience ðOrganization underestimates the 

true value of such a need

ÁLimited Vision ðAssign lower level resources to òman the shipó 
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Laying the Foundation

ÁSeveral fundamental questions must be addressed:

ðWhat is the strategic purpose of your COE?

ðWhich is the proper model for your organization?

ðWho are the proper players and their roles involved in a COE?

ðWhen should the COE be implemented?

ðHow should the COE most effectively manage change?

ðHow can your COE most effectively communicate?
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Identifying the COEõs Strategic Purpose

ÁFirst step in Building COE

ÁReason for Existence

ÁSeveral Main models:

ðòBreak / Fixó

ðòProduction Support Plusó

ðHelp Desk
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òBreak / Fixó Model

ÁKeeping the lights on

ÁProduction Support ONLY

ÁAddress identified flaws

ÁLimited COE bandwidth/expertise/workforce

ÁNo enhancements / additional functionality

ðLeft to another team or not addressed

ÁFor some Midmarket organizations ðòBreak / Fixó only option
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Production Support Plus

ÁExpanded scope beyond òBreak / Fixó

ÁAdditional Scope Unique to each Organization

ðVaries from Organization to Organization

ðMultitude of Factors including Budget, Internal Resources, etc.

ÁScope could include Project work

ðUpgrades, New Module add-on, Integration, etc.

ÁMidmarket might find this challenging if performed internally
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Help Desk

ÁMany Help Desk models

ÁIntegrate into existing more comprehensive Help Desk

ÁShared Services model

ÁFor Midmarket

ðDepending upon volume ðmight be overkill

ðSmall Help Desk might suffice

ðNo Help Desk at all

ÁRegardless - tracking functionality crucial to COE success
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Choosing the Proper Model

ÁInfinite number of possibilities exist

ÁModel unique per organization

ÁKey Factors influencing model:

ðIn-house or Outsourced

ðScope

ðService

ðLocation
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Choosing the Proper Model

Determining Factors Alternatives

Internal Resources

External Resources

Hybrid

Internal Resources have the proper expertise

Internal expertise does not exist but the organization is looking to build the skill set

Neither

Internal resources possess allocated bandwidth

Internal resources will be brought into these roles

External resources will be used

Build expertise in house

Outsource completely

Hybrid

24 x 7

Large

Small

Help Desk required

Executive management has allocated a large budget to hire an internal workforce

Internal resource is deemed too expensive

External resources is deemed too expensive

Production Support only

Production Support Plus

Service Levels Defined (SLA's) based on a criticality configuration

Distributed

Centralized

"Annointed" (corporate headquarters or geographical preference)

Scope / Responsibilities

Anticipated Volume

Location

Resource Pools

Skillsets Available

Bandwidth

Corporate Strategy

Resource Cost
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Building the Proper COE Team

ÁFundamental to COE success

ÁRequires proper planning and selection

ÁModel unique per organization

ÁFocus on Excellence & Customer Service

ÁThree Primary Complimentary Components:

ðCOE Team Members

ðIntegration Manager

ðControl Advisory Board

Integration 

Manager

 

Functional Team 

Representatives

 

Technical Team 

Representatives

 

On-going Project 

Representatives

 

Other Stakeholders

 

Control Advisory 

Board
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COE Team Members

ÁCore Team

ÁBoth Functional and Technical Skillsets

ÁFamiliar with implementation & organization

ÁCollectively cover all aspects of Productive Environment

ÁòMaster of all tradesó

ÁHelp Desk resources?

ÁRequired Team Member key characteristics:

ðCompetency / Experience

ðDesire

ðCustomer Service Skills

ðPatience
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Integration Manager

ÁGlue of COE / Central Focal Point / òSuper Connectoró

ÁRole often overlooked and/or misunderstood

ÁCrucial to success of COE

ÁStrong SAP background / previous Project manager

ÁUnderstands òtouch pointsó

ÁRequired Integration Manager characteristics:

ðCompetency / Experience

ðTeam player

ðStrong listening skills

ðDiplomacy / Political Skills

ðHighly respected

ðPatience

ðCustomer Service



Managed Solutions

©COMSYS. ALL RIGHTS RESERVED 15

Control Advisory Board (CAB)

ÁòGang of Eldersó

ÁChaired by Integration Manager

ÁUltimately responsible for maintaining integrity of system

ðReview requested modifications

ðApprove / Reject / Prioritize

ðStrong understanding of change ramifications / impact

ðAbility to make strategic decisions

ÁComprised of essential individuals who possess extensive 

experience across entire spectrum

ðTypically one representative from each respective area

ðMay include other SAP/non-SAP impacted parties

ðKey CAB members represent their areaõs interest



Managed Solutions

©COMSYS. ALL RIGHTS RESERVED 16

When to implement your COE

ÁòTiming is Everythingó

ÁNever too early to begin thinking about COE build-out

ÁRule of thumb: Begin design during Realization Phase

ÁPrimary Steps:

ðSelect Integration Manager

ðDefine Scope, Service Level Agreements, Services

ðBegin Mobilizing key core members

ðIdentify CAB members

ðStrong understanding of change ramifications / impact

ðAbility to make strategic decisions

ÁMust be in place PRIOR to GO-LIVE

ðKnowledge Transfer

ðPractice / Run-throughs / Training

ðOrganizational Acceptance

ðResponsibility Transition
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Managing Change

ÁImportance often minimized

ÁTaken for granted

ÁInability to effectively manage change 

can be paralyzing

ÁTwo Key Success Factors:

ðChange Management Tools

ðChange Management Processes & 

Procedures

Issue Identified by 

End User

End-User reaches 

out to COE (Help 

Desk)

COE documents 

issue

Is the issue 

resolvable 

immediately?

Resolve issue Close TicketDocument issue

Assign to 

appropriate Tier II 

COE resolver 

group

Resolver group 

addresses ticket

Is the issue an 

error or an 

enhancement?

Enhancement 

Process

Yes

No

Error

Enhancement
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Change Management Tools

ÁUtilizing proper tools can greatly 

assist in effectively managing 

change

ÁMultiple effective tools in the market

ÁGoal is to easily document & track 

system modifications

ÁWorkflow initiated

ÁHelp Desk involvement

ÁResolver groups

ÁReporting / Statistics

ÁEnables process improvement
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Change Management Procedures

ÁAll change òoverseenó by Integration Manager

ÁTwo types of changes: Day-to-day and Major

ÁDay-to-day issues:

ðManaged directly via Help Desk and / or COE

ðMinor issues (ex: password resets, master data, etc.)

ÁMajor Modifications:

ðHandled by Control Advisory Board (CAB)

ðCAB meets frequently (daily, weekly, monthly)

ðRequestor presents rationale / case for modifications

ðInteractive discussion

ðCAB approves / rejects / prioritizes requested changes

ðAssigned follow-up, timeline, etc.
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Effective Communication

ÁPerception is reality

ÁHow to communicate and proper timing

ÁInternal communication different than external communication

ÁInternal communication:

ðGoal to facilitate resolution, build team morale, collaboration

ðEmail: Careful! Email often misinterpreted

ðTeam Meetings: Must be focused, action-oriented, and purposeful

ðEvents / Celebrations: Builds unity; shouldnõt be viewed as wasteful

ÁExternal communication:

ðEmail: As if the message was to be sent to the CEO

ðCourtesy / Professional: Business is your client

ðPrompt / Responsive: Business is your client

ðBroadcasts: Inform and Brand building; celebratory messages

ðOrganizational Changes: Keeps business up-to-date
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COE Build-out Service

ÁService meant to construct (and deploy) unique COE model

ÁMethodology developed thru experience

ÁCaptures key requirements and pitfalls

ÁPlaybook-driven (but not dictated)

ÁSix Steps:

ðOrganizational Interview

ðRequirements Gathering

ðAbsorption

ðBrainstorming

ðClient Presentation

ðBuild-Out (optional)
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Organizational Interview

ÁEngage Client in series of preliminary conference calls

ÁGain High-Level understanding of Enterpriseõs LONG-TERM 

production support requirements

ÁTypically remote process conducted via Conference Calls with key 

client representatives

ÁSuccessful modeling construct only successful based on clearly 

defined and agreed upon understanding

ÁTypically one-two days
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Requirements Gathering

ÁPerformed On-site

ÁSAP Practice Team and potentially non-SAP SMEõs if needed

ÁCritical Task of obtaining details of:

ðProduction Support Needs

ðCorporate Culture

ðLimitations

ðInternal Resource Capabilities

ÁMultiple information Gathering activities performed:

ðBusiness Process Interviews

ðLandscape Reviews

ðClient Workshops

ÁDo not leave client site until all requirements completely defined

ÁTypically one-two weeks
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Absorption / Brainstorming

ÁAbsorption

ðAfter gathering all requirements

ðòAbsorption Timeó to process information

ðReview team discusses options / proõs & conõs

ðTypically performed On-site

ÁEnables additional clarification if needed

ðAdditional non-Review Team members consulted if needed

ÁBrainstorming

ðContinuation of Absorption phase

ðPeriod of formulating recommended COE model

ðRationale and justification documented / provided

ðLeverages all information gathered through requirements phase 

ÁCombined timframe period typically lasts one week
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Client Presentation 

ÁDesign culminates with presentation of recommendation

ÁFormal event

ÁFinal deliverable: COE Build-out document and rollout plan

ÁClient Question & Answer

ÁRationale and justification documented / provided

ÁLeverages all information gathered through requirements phase 

ÁOn-site in front of client management
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COE Build-out

ÁImplement COE Build-out analysis plan

ÁWhere rubber meets the road

ÁDepending upon Model ðleverage any number of services

ðSAP Practice

ðOffsite Global Delivery Center

ðContract-to-Hire and/or Permanent Recruiting engine

ðTemporary consulting

ðSr. COE Architect consulting

ÁOptional Service
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Summary

ÁMidmarket challenges require different approach to building an 

organizationõs COE than Fortune 500

ÁEach organization has unique model

ÁMany organizations neglect / ignore importance of COE

ÁSpending proper time and energy to devise appropriate COE 

model crucial to long-term systems success

ÁIdentify reason for existence

ÁConstruct proper team (Integration Manager key)

ÁManage Change

ÁCOE Build-out services
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Do business. Weõre IT.

Questions?

Yosh Eisbart 

SAP Service Line Director

P: 303 -667 -9617

yeisbart@comsys.com
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Company Profile
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Company Profile

Á Service Offering

ð Leading provider of technical, business process, and IT staffing solutions

ð Diverse service portfolio and broad client base

ð Core business complemented by permanent recruiting and placement, managed project 

solutions, and process outsourcing

Á Size/Presence

ð Built on more than 35 years of experience 

ð Approximately 800 staff employees and over 5,000 consultants

ð 52 offices across the United States with offices in Puerto Rico, Canada and U.K.

ð Branch office structure coordinated by a strategic account management organization

Á òdeliver bigó, òact smalló

ð Technology stacks supported by distinct, dedicated practices

ð More than 1,100 customers with significant coverage of Fortune 500

Á Financial Background

ð Public company (NASDAQ: CITP)

ð Financial stability: $743.3M in 2007 revenue
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Broad Geographic Footprint
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SAP Capabilities
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Services & Staffing Focus Areas

ÁServices: SME/Midmarket Focus

ÁStaffing: Entire market spectrum

ÁSole provider of consultants

ÁControlled Risk

Services Focus Full Life Cycle, Upgrades, 

Development and System 

integration

Industries 

Focus

Manufacturing, Telco, 

Pharma/Biotech and Oil &Gas

Technology 

Focus

Solution Manager, Netweaver, 

Custom Development (ABAP, 

XI/PI, Portal) and GRC/Security
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Value Proposition

Á250+ Consulting Work Force

Á220+ Recruiters and 170+ Account Managers

ÁSAP Services & GOLD SAP Consulting Partner

ÁCompetitive Market Rates

ÁExperienced SAP Consulting workforce

ÁRobust and Deep SAP skillset

ÁLarge National Footprint

ÁScalable Infrastructure

ÁLongevity
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Do business. Weõre IT.

Thank youé

Yosh Eisbart 

SAP Service Line Director

P: 303 -667 -9617

yeisbart@comsys.com


