This comprehensive structure is essential for an HR Transformation project, which demands
meticulous process harmonization, strict data quality, and expert change management to
transition HR from an administrative function to a strategic business partner.

Here is the detailed action plan.

Comprehensive Action Plan: Global HR
Transformation and HCM System Implementation

Section

Preamble/Role

Core Mandate

Objective

Compelling Why

Content

Senior Partner, Big Four Consulting Firm. The company is a global
technology service provider with multiple decentralized HR systems
(on-premise) and inconsistent processes across APAC, EMEA, and the
Americas, leading to high HR administrative burden and poor talent visibility
for the C-suite.

Design a comprehensive 18-month action plan for a Global HR
Transformation. The plan involves implementing a cloud-based HCM
system (e.g., Workday or SuccessFactors), standardizing core
Hire-to-Retire (H2R) processes (Recruiting, Core HR, Compensation,
Performance), and fundamentally transitioning the HR team to a strategic
business partner model.

Achieve full go-live of the new HCM platform across all Tier 1 countries and
standardize 85% of core H2R processes globally by Month 18.

The strategic imperative is Strategic Talent Management and Efficiency.
The transformation is projected to reduce HR transaction costs by 20% by
shifting processes to employee/manager self-service, provide the C-suite
with 100% accurate, real-time global talent analytics, and increase
Time-to-Hire speed by 30% through an integrated recruiting module,
directly supporting talent acquisition goals and reducing operational OpEx.
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Section

Approach

Organization

Processes & Governance

Key Deliverables

Content

Phase 1: Process Harmonization & Design (Months 1-4): Current state
process inventory, Global Fit-Gap Analysis, finalization of To-Be Global
H2R Process Model, and defining the new HR Service Delivery Model
(Shared Services — Centers of Excellence — Business Partners). Phase 2:
System Configuration & Development (Months 5-10): Configure the HCM
modules, build integrations with Payroll/ERP systems, and develop the
Data Migration Strategy and cleansing plan. Phase 3: Data Migration &
Testing (Months 11-15): Execute 3 data migration dry runs, conduct
extensive User Acceptance Testing (UAT) with HR and business managers,
and complete end-to-end parallel payroll testing. Phase 4: Deployment &
HR Model Transition (Months 16-18): Final cutover, go-live, and
simultaneous transition of the HR team to the new Service Delivery Model
(Hypercare, stabilization, and formal launch of the new B P roles).

HR Transformation SteerCo: Chaired by the CHRO and CIO. Meets
monthly to resolve process deviations and talent readiness issues.
Dedicated Transition PMO: Central coordination team managing budget,
risks, and external system integrator performance. Core HR Process
Owners: Senior HR leaders responsible for the design, standardization, and
ultimate adoption of the new H2R processes globally. System
Implementation Team: Joint team of internal IT and external consultants
responsible for configuration and integration.

Global Data Validation: Mandate a 3-stage Data Quality Gate process
before migration: 1) System-validated accuracy, 2) Business Owner sign-off
on 5 Critical Data Elements (CDEs), 3) Independent Audit of payroll CDEs.
Change Request Management CRM: Post-go-live, all process or
configuration change requests are funneled through the PMO and require
Global Process Owner approval before execution to protect
standardization. New Talent Management Cycle: Establish a continuous
performance review process and a Mandatory Global Calibration Cadence
tied to the new HCM toolset.

Phase 1: Global Process Harmonization Report (Fit-Gap Analysis), New
HR Service Delivery Model Blueprint, HR Talent Readiness Assessment.
Phase 2: System Configuration Workbook, Data Migration Strategy &
Cleansing Plan, Integrated Payroll/Benefits Interface Design. Phase 3:
Completed UAT Sign-Off Certificates, End-User Training Modules
(Role-Specific), Final Parallel Payroll Test Results. Phase 4: Post-Go-Live
Support (Hypercare) Plan, New HR Business Partner Operating Manual,
Final System Audit Report.
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Section

Critical Risks & Mitigation

Change Management
Plan

Crucial Additional
Element

Content

1. Inaccurate Legacy Data Leading to Payroll Errors Risk: Corrupt data
causes failure in the most critical process. Mitigation: Implement 3
Mandatory Data Migration Dry Runs with parallel payroll testing in the
system with 100% of production data. CFO and CHRO must sign off on the
Data Quality Gate. 2. Failure to Standardize Processes Across Key
Countries Risk: Regional leaders successfully resist harmonization due to
legal/cultural differences. Mitigation: Establish a Global Exception Policy
where 100% of deviations must be justified by Legal/Regulatory Mandate
and approved by the CHRO, eliminating non-mandatory "cultural"
exceptions. 3. Lack of Manager Buy-in for New Performance Tools Risk:
Managers fail to use new continuous feedback/performance modules.
Mitigation: Integrate Manager Utilization Rate of the system (e.g., logging
performance reviews) into the Manager’s Annual Performance Bonus (15%
weighting).

Strategy: Communicate the Employee Value Proposition (EVP) of the new
system: it provides greater career transparency and empowerment
(self-service, faster recruiting). Mandatory Manager Training: Implement a
compulsory, hands-on 2-day training program focused on Leading with
Data and the New Performance Model (continuous feedback, calibration).
Employee Communication: Utilize the "What's in it for me" approach,
showcasing how self-service streamlines H R tasks for employees (e.qg.,
benefits enroliment, time-off requests).

Key Metrics for Measuring Employee Experience and HR Effectiveness:
Lagging Indicators: 1. Employee Satisfaction with HR Services (measured
via quarterly pulse survey). 2. HR Cost per Employee (tracking cost
reduction). Leading Indicators: 3. Time-to-Hire (for Tier 1 roles). 4. Manager
Adoption Rate (% of managers actively using performance and
compensation modules). 5. Data Quality Score (% accuracy for 5 CDEs).
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