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The Hidden Costs of Training Budget Cuts

WHEN TIMES ARE TOUGH, companies tend

to make άōŜƭǘ-ǘƛƎƘǘŜƴƛƴƎέadjustments that almost
invariably include a reduction in the training budgets.
Sometimes these cuts make sense όάŘƻwe really need to
go to the leadership ǎŜƳƛƴŀǊΚέύ. In the case of SAP end
user competency training, however, such cuts may end up
costing you more than they save.

Before your firm implemented SAP, you probably changed
individual applications (Financials, Sales Order Processing,
Production Planning) every three to four years. As such,

your end users received new training at every adoption
stage. However, now that you have installed SAP, you are
no longer making wholesale application changes and are
probably not providing refresher trainings to your SAP
end users. In the meantime, you almost certainly have no
idea that a failure to do so could cost your company big
time.

Here is the scenario that we often see playing out in most
firms:
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Without some form of continuous training, end users are hopelessly out of sync with changes 
to the business process, functional upgrades, and transfers or new assignmentsτall roughly 
at a 10% annual attrition rate. 
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Michael 
Doane is a 
leading 
authority on 
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applications.
With thirty-
six years of 
business and 
information

systems experience, including sixteen 
years in consulting, Mr. Doane advises 
clients on strategies, implementation 
and integration, service provider 
selection and management, and best 
practices and methods for deriving 
value from enterprise applications 
investments. In addition to prior roles 
as a practice lead at Grant Thornton 
and The Consulting Alliance, Mr. 
Doane has directed several major 
consulting engagements for large 
systems integrators, most notably in 
financials and logistics in North 
America, Europe, and Asia. Prior to 
entering the world of consulting, he 
was the European IS director for the 
Plessey Company Ltd. and Ferry Peter, 
a division of Wiggins Teape. 

From 2001 through 2007, he worked as 
an industry analyst at META Group and 
Performance Monitor. At META Group, 
Mr. Doane created and led the 
Professional Services Strategies group 
and was a contributing member of the 
Enterprise Applications Strategies 
group. He is widely published 
(including five books on SAP) and has 
led more than fifty executive seminars 
on enterprise applications strategies 
and best practices. He provided a 
keynote at the 2002 North American
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Without some form of continuous 
training, end users are hopelessly out 
of sync with changes to the business 
process, functional upgrades, and 
transfers or new assignments τall 
roughly at a 10% annual attrition rate.  
In the latter case, the majority of 
firms adopt a process in which an 
outgoing employee trains the 
replacement, and we have long 
observed the failure of such a system.  
όάtŜǊƪƛƴǎΗ ¸ƻǳΩǊŜ ŦƛǊŜŘΗ ¢ŜŀŎƘ Iŀƴǎƻƴ 
everything you know before clearing 
ƻǳǘ ƻƴ CǊƛŘŀȅέΦύ

The result is that user competency 
degrades over time, and the ensuing 
inefficiencies and mistakes may make  
the tough times worse :

1.  Help desk training issues:  for each 
help desk call that could be avoided 
with better end-user competency, at 
least one hour of productivity is lost. 
Depending upon the nature of the 
call, business could also suffer (i.e. 
when  the help desk  call is related to 
sales order entry).

2.  Low morale: struggling end users 
are unhappy, and they will avoid the 
system as much as possible.
3.  Decelerated business process 
fulfillment: ǎŜŜ ά¢ƘŜ {ǘƻǊȅ ƻŦ !ƭƛŎŜέ 
below. 
4.  Higher levels of transaction error, 
leading to lost time for corrections, 
reconciliations, and re-dos. 
5.  Disconnect between end users and 
business process architects. 
6.  A reduction of cross-functional 
supports,due to lack of horizontal 
collaboration, as struggling users are 
little help to each other.    

All of these consequences have price 
tags that exceed the cost of end user 
training. The following story illustrates 
ŀ ŘǊŀƳŀǘƛŎ ŎŀǎŜ ƻŦ άǿƘŀǘ ŎƻǳƭŘ Ǝƻ 
ǿǊƻƴƎέΦ

The Story of Alice

Alice (alias) was a senior SAP-trained 
sales order processing specialist for a 
ŦƛǊƳ ǘƘŀǘ ŎƻƴǎƛŘŜǊŜŘ ƛǘǎ ǳǎŜǊǎ άǿƻǊƭŘ 
ŎƭŀǎǎέΦ  !ŎŎƻǊŘƛƴƎ ǘƻ ǘƘŜ ŎƻƳǇŀƴȅΩǎ 
SAP sales order configuration, any 
order under $10,000 directly entered 
by a salesperson was automatically 
passed from sales to manufacturing 
and distribution, thus streamlining the 
orders-to-cash process.  Alice was 
responsible for reviewing all orders 
over $10,000. 

Since large orders are the life-blood of 
any firm, it may be presumed that 

Alice would check these orders the 
instant they came in.  Upon review, 
however, we found that Alice 
received no special prompting when a 
large order was in the queue.  To 
make matters worse, Alice did not 
check her incoming sales screen on a 
regular basis.  Instead, she waited 
until the end of the working day to 
review and approve the largest orders 
her company had received that day.



Thus, Alice had fulfilled the business 
process to the letter while holding up 
sales orders, adding up-to one full day 
to the orders-to-cash business 
process.  While Alice was trained to 
the functionsof sales order 
monitoring, she was not aware of her 
role in the all-important process. 

It turned out that the large orders 
ŎƻƴǎǘƛǘǳǘŜŘ сл҈ ƻŦ ǘƘŜ ŎƻƳǇŀƴȅΩǎ 
revenues and that the average delay 
was a half working day.  Thus 30% of 
the company business was delayed by 
a full day due to poor training.

While you might naturally think that 
Alice should have been aware of this 
glitch, it must be noted that none of 
her co-workers, including her 
immediate supervisor, ever reviewed 
her role with her.  The firm that 
ŎƭŀƛƳŜŘ ƛǘǎ ǳǎŜǊ ōŀǎŜ ǿŀǎ άǿƻǊƭŘ 
Ŏƭŀǎǎέ ǿŀǎ ŀŎǘǳŀƭƭȅ άǊǳƴ-of-the-Ƴƛƭƭέ 
with a collection of users who knew 
the features and functions but were 
clueless about the relative business 
processes.  Should the design have 
included a prompt when a large order 
was awaiting review?  Perhaps.  But 
no prompt would have been  needed 
if the user knew the business process.  
¢ƘŜ ŜƭƛƳƛƴŀǘƛƻƴ ƻŦ ǎǳŎƘ άǇǊƻƳǇǘέ ƻǊ 
άŀƭŜǊǘέ ǊŜǉǳƛǊŜƳŜƴǘǎ ƛǎ ƻƴŜ ŜȄŎŜƭƭŜƴǘ 
example of the virtues of teaching the 
business process to end users. 

The Real Drivers of 
Business Process

When I get behind the wheel of my 
Volkswagen Jetta, I do not think of 
myself as an end user.  Instead, I use 
ǘƘŜ ǘŜǊƳ άŘǊƛǾŜǊέΦ  hǳǊ ōǳǎƛƴŜǎǎ 
terminology, when it comes to 
defining roles, has failed us in this 
regard.  While directors, managers, 
and supervisors tend to believe that 
they are the drivers of the business 
processes (orders to cash, procure to 
pay, et al), their roles are actually to 
direct, manage, and supervise those 
who drive the business processes. 

They are not behind the wheel:  the 
end user is.

To put it simply, SAP is the engine that 
propels your end users to drive on the 
superhighway of business processes, 
with the goal of improving key 
performance indicators (reduced 
order fulfillment turnaround, Alice?), 
to lead to the promised land of 
improved profit and reduced cost.  
Expertise is a crucial requirement for 
your business vehicle; otherwise, it 
will be constantly in the ditch.

The story of Alice illustrates the 
influences of a single uninformed user 
on the orders to cash business 
process.  But Alice was only one of 
several end users involved in the 
process.  What if there were delays or 
errors made in any of the other 
process steps?

SAPPHIRE on the subject of centers of 
excellence and recently spoke on the 
same subject at SAPPHIRE 2010.

Mr. Doane is the author of The New 
SAP Blue Book, a Concise Business 
Guide to the World of SAP, and The 
SAP Green Book: Thrive After Go-Live.
He is a regular columnist for ERP.com 
and he maintains a blog  at 
http://sapsearchlight@blogspot.com

In addition, Mr. Doane has led 
numerous executive seminars in the 
U.S. and Europe on the subjects of SAP 
adoption and implementation, return 
on information systems investments, 
and application lifecycle management.  
E-mail:  michael@michaeldoane.com
Web:  www.michaeldoane.com
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Profit & Loss

1. Pricing
2. Client master record 

creation or update
3. Sales order entry ςorder 

acknowledgement
4. Materials purchase 

request
5. Purchase approval

6. Stock receipt
7. Production planning
8. Production (itself a major 

business process)
9. Packing & shipping
10. Invoicing
11. Payment posting

In this basic scenario, up to 11 end 
users are responsible for effective 
application deployment. Any one 
of them could be a second Alice.
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Conclusion: Facing Up to 
the Reality of Your End 
User Incompetency

I have had considerable contact with 
clients in the SAP installed base. While 
each situation is unique, there is one 
common response to my question 
άƘƻǿ ƎƻƻŘ ƛǎ ȅƻǳǊ ǳǎŜǊ ǇƻǇǳƭŀǘƛƻƴΚέ  
¢ƘŜ ŀƴǎǿŜǊ ƛǎ ƛƴǾŀǊƛŀōƭȅ Ψǎǳƴƴȅ ǎƛŘŜ 
ǳǇΩΦ  IŜǊŜ ƛǎ ŀ ǎƴƛǇǇŜǘ ƻŦ ŀ ǊŜŎŜƴǘ 
conversation I had with a CIO, whose 
firm had implemented a highly 
efficient SAP installation since he 
became  my client in 1998. 

¢Ƙƛǎ άǊŜǾŜƭŀǘƛƻƴέ ŎŀƳŜ ǘƻ ƳŜ ǎƻƳŜ 
years ago when I was a speaker at a 
SearchSAP event in London:  there 
were more than 300 attendees. I 
asked those who had SAP for three or 
more years to raise their hands.  
Nearly all hands went up.  Then I 
asked them to keep their hands up if, 
in the past year, they had provided 
their end user base any formal 
refresher training.  All hands went 
down.  After a few seconds, everyone 
burst into embarrassed laughter. 

The joke is on us.

To gain an understanding of the true 
ƭŜǾŜƭ ƻŦ ȅƻǳǊ ŜƴŘ ǳǎŜǊǎΩ ŎƻƳǇŜǘŜƴŎȅΣ 
interview a few of them and ask them 
which of the following user types 
might best apply to them.

aƻǎǘ ŎƭƛŜƴǘǎ LΩǾŜ ŜƴŎƻǳƴǘŜǊŜŘ ƻǾŜǊ 
the years have good intentions when 
it comes to the subject, but there is 
no one to champion the cause.  It is 
time for that to change.  Assess 
yourselves and you will agree.

User Level Attributes Needs
Super User An expert who also a) provides guidance to other 

end users and or b) makes useful 

recommendations for business process 

improvements

A raise

Expert Can fulfill all required tasks as well as crucial 

trouble-shooting. Accelerates the business 

process.

Recognition

Garden Variety 

User

Can fulfill all required tasks and some level of 

troubleshooting

Mentoring

Medium Rent Can fulfill most tasks but does not step beyond 

known boundaries to learn more (e.g. reporting, 

exceptions handling, trouble-shooting)

Mentoring and more 

training

High Rent Can fulfill basic tasks but requires help for 

anything "out of the ordinary"

More training 

(mentoring won't 

help)

Me: So how are things going, Bruce? Still 
thriving after go-live?
Bruce: Clear sailing.
Me: How about your end user 
competency? Everyone up to speed?
Bruce: Oh, for sure.
Me: What if I interviewed one or two of 
them?
Bruce: Uh, hold it. You got me there. I 
ŘƻƴΩǘ ǊŜŀƭƭȅ ƘŀǾŜ ŀƴȅ ƛŘŜŀΦ

On average, clients 
invest only 4% to 
5% of their 
implementation 
budget on training,                      

of which about 50% is  
dedicated to the end 

users and the rest go to the   
internal project team and 

executive awareness.  Worse, 
since end user training is the 
penultimate step before Go-Live, a 
stage when both budgets and 
schedules are stretched thin, many 
clients cheap out and provide 
foreshortened initial training.  
Addressing a budget shortfall at the 
expense of subsequent user 
competence is a poor trade-off and is 
usually followed with a hopeful 
άǘƘŜȅΩƭƭ ǎƻǊǘ ƛǘ ŀƭƭ ƻǳǘέ ŀǘǘƛǘǳŘŜΣ ŀ ǾƛŜǿ 
that we now know is delusional.

The result is that users are hesitant, 
slow, unaware of their roles in 
fulfilling a business process, and even 
resentful.  Since they are at the 
source of your SAP business process 
fulfillment, you will have undermined 
the entire investment. 
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" ²ŜΩǾŜ ƘŀŘ ǇƭŜƴǘȅ ƻŦ ƎǊŜŀǘ ŀŘǾƛŎŜ ƻƴ Ƙƻǿ ǘƻ ƎŜǘ ǘƘŜ Ƴƻǎǘ
out of our SAP solution since Go Live, a lot of which 
unfortunately got lost in the noise and sheer volume 
of ideas.The SAP Green Book, Thrive After Go-Live 
clearly distilled the most important principles 
and brought them to life.LǘΩǎ ƘŜƭǇŜŘ ŎƭŀǊƛŦȅ ŀ ƴǳƳōŜǊ 
of areas and simplified the roadmap for our journey.
! Ƴǳǎǘ ǊŜŀŘ ŦƻǊ ŀƭƭ /LhΩǎ ǳǎƛƴƎ {!tΦ Ϧ

--Chris Barendregt, Chief Information Officer, Fonterra

**Not available in bookstores. Order at www.michaeldoane.com

This white paper includes excerpts from The SAP Green Book, Thrive After Go-Live. 

MichaelDoane.com


