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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
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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
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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


