
Demystifying Cloud 
Implementation – Part Two 



This whitepaper is part 2 of our ‘Demystifying Cloud Implementation’ series. In the first part we 
explored planning and balancing standardisation and business need. In this second and final part of 
the series, we’ll cover the final three lessons. We will continue to explore some of the most common 
reasons for failure and provide some examples of good practice and poor practice. 

 
Lesson 3: Invest in Great Change Management

Recently, David Ulrich, the mind behind the 1997 Ulrich HR Model, was quoted in 2018 as saying 
that “Being good at delivering change may be the single greatest benefit an HR team can offer their 
organisation.”
 
We agree with Ulrich and have been using our approaches to ensure successful delivery of projects 
of all sizes for HR teams and also to upskill teams of HR professionals to be great at helping their 
organisations to adopt change. Like the previous sections, this section is not a lesson in change 
management, as that is a highly skilled area that warrants a series of whitepapers in its own right. 
Rather, we have highlighted here some of the key pitfalls and lessons we wish every client could 
adopt before embarking on a systems implementation.  Our four lessons for change are: 

Answer the ‘So what’ Question. In the previous section we talked about understanding as a team 
why you are embarking on a project in the first place. The real why, which is the outcome, the value 
or the benefit you aim to achieve. From a business perspective, senior sponsors and programme 
leaders need to be able to articulate exactly what the change is for – why the decision has been 
made and what business measures it is seeking to positively impact. Often this step can be ignored, 
watered down, or lost in corporate press speak.
Reject an emotional response from your communications or leadership teams about how great the 
future looks, in favour of crisp sharp messages stating what the organisation will do with their shiny 
new kit, and how that moves the organisation forwards in terms of the business goals.

Manage the Business Impact. Successful implementation of the system becomes the goal of 
the project as opposed to rolling out the functionality to the organisation. Business Impact reviews 
(Identifying the positives and negatives and which stakeholder groups will experience what kind of 
impacts) will ensure that the right resource and support is provided to the right groups at the right 
time. This is often ignored in favour of a few announcement emails and a generic user guide. If the 
users aren’t engaged and the impacts understood then the uptake will be slower and the post launch 
support demands much higher. Below is an example of a tool that HRCubed uses to analyse business 
impacts for our customers. Consider using something similar across your programmes. 

2



3

Ensure a Willingness to Adapt. Every new system 
implementation requires a certain amount of adaptation 
from everyone involved. Organisations who view the 
project as purely implementation of new technology or 
who prefer to adopt a post-transition fixed mind-set, will 
see costs escalate post go-live and will see user experience 
and adoption plummet.

Some organisations measure success on the basis of 
a smooth technical transition, regardless of how well 
adopted the system actually is and how well it stacks up to 
the original outcomes. Some leaders assume that if they 
shout loudly enough, everyone will eventually engage 
with the process. The consequences are that ‘victory’ is 
declared but the organisation has only partially adopted 
the change and therefore the expected benefits built into 
the business case will not be realised.

Invest in Change. Change is sometimes regarded as an 
after-thought or a “nice to have” – it’s downplayed as risk 
management for people and resolved by some training 
material and communications. Ownership of which is 
often in the hands of project members with limited 
‘people management’ skills and sometimes only a passing 
awareness of what a change project should really deliver. 
An experienced and capable change manager will provide 
invaluable guidance and upskilling to ensure project 
success.

 

Lesson 4: Do Not Underestimate The Technical 
Dependencies
Very often teams can become focussed on processes and 
specification, and on making the application as flexible, 
efficient and user friendly as possible. This is all critically 
important, but this can sometimes mean that technical 
work is side-lined. There are a few early tasks that can be 
started very early in the process, even before a vendor is 
selected but IT will no doubt be your greatest asset and 
loudest champion so ensure you have stakeholder buy-in 
and some dedicated resource from IT.

Data Identification, Cleansing and Migration
Many of the organisations that start technology projects 
are faced with disparate processes and old applications, 
brimming with duplicate data and inaccuracies, which 
is often a great reason to implement new system in the 
first place. What this often means though is that because 
the data itself will be helping to drive new processes and 
ensure sound decision-making within the business, the 
cleanliness of the data becomes an urgent topic. Too 
often this task is left too late in the project and the effort 
involved is often underestimated.

Mapping your data sources and understanding the quality 
and volume of data that you hold as well as where and for 
what reason you hold it, is critical. With the introduction 
of GDPR in May 2018, organisations are now more 
accountable for the data they hold and the state in which 
they secure it. Think of all the spreadsheets, systems, and 
paper copies of data that you hold and start with a map of 
your people data.
 
There is another quick win to be had here in getting 
started early. Running reports and cleaning up data can 
really help when it comes time to extract and load the 
data onto the new application. Thinking of the formats 
of data and how old data formats will map to your new 
data fields can often save time during data migration. A 
technique that some organisations have used is to have 
employees check and cleanse their own data as part of an 
‘improvement communication’, within the wider change 
campaign. Organisations often feel that the data is so 
out of date, that they do not publicly want to request 
or check data with staff. With the introduction of GDPR, 
organisations have more regulatory responsibility to 
do just that. Whatever tool or process you use up front 
ensure that it is capturing good data and that mechanisms 
are in place to keep the data good prior to the new 
application going live.Another approach is to use the first 
few weeks of go live to ensure that all employees check 
and verify their personal information. This then becomes 
the one version of the truth and you have an audit of this 
check. 
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Integration Points – “Fully Integrated” vs “Single Instance” (GDPR)
The number of upstream and downstream applications that rely on people data is countless. By 
mapping your data flow throughout the organisation, you will clearly see what systems are reliant 
on the data and what systems will need to feed people data into your new application. Also invest 
time with IT to fully understand what tools they have to help – e.g. data warehouses, enterprise data 
integration tools etc. – ensure that the project approach to data management is aligned with your IT 
strategy so that you can take full advantage of best practice ways of working.

Also ensure that you understand why data is needed by other applications and functions around the 
business. HR has a responsibility to protect people data and to provide data only to those with a valid 
reason. Instead of building integrations, is it enough for key functions to access reports from your 
new applications or is there a valid reason to request the data? Valid examples include a feed to a 
separate LMS solution of periodic starters, leavers and changes, a feed to a flexible benefits provider, 
an interface from HR to payroll or a feed from payroll to the General Ledger.

“Living in The Cloud” – Ongoing Maintenance of Cloud Solutions 

Many Cloud solutions on the market come with regular updates, patches and releases. Some provide 
major releases once or twice per year and others provide them quarterly or even monthly. Patching, 
particularly if payroll is involved will become a critical part of how you operate your new technology. 
Your responsibilities to maintain, manage, test and release your new functionality and fixes, cannot 
be underestimated.   

•Environment management – As your product evolves with each innovation, fix or improvement, 
there will be a need with most vendors to manage your environments. In the Cloud world this 
typically won’t mean that you require DBA resource or to carry out any actual upgrades, but it may 
mean that you are required to schedule and maintain your application ‘instances’ – something that 
customers are often unaware of until the project starts. Remember that this may be a requirement 
during the project implementation so check whether you will need to carry out an update or release 
part way through your project. And it will almost certainly mean that you will need to do this in 
BAU (Business As Usual), i.e. continuously after you have gone live. You may have environments for 
design and development, testing, training and your live instance (usually referred to as ‘Production’). 
Check whether your vendor will manage your environments as well as analysing their impact to your 
business calendar or whether you need to do this yourself. 

•Testing & Release Management – With every update, patch or improvement, you will also probably 
have some form of testing to do. Many vendors allow you to take an update but deliver it in a 
latent fashion – i.e. functionality available but switched off. Others will push functionality to you 
automatically. Whilst some vendors say that testing should be minimal, organisations who have 
multiple interfaces or complex system configuration may find that some patches and releases require 
extensive regression testing, System Integration Testing and even UAT. The savvy organisation will 
have a set of test plans and scripts that are reused on each release, saving effort and ensuring 
consistency of testing. Understanding your responsibilities in this area and the impact of updates is 
vital. 
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Lesson 5: Do Not Forget About Organisation Design 

Organisation design is the one component of technology change which is often missed. How will 
your team change when the new technology is implemented? How much time will be saved from the 
business and how will this impact roles in the business? Thinking about section 2 of this whitepaper 
series, when we discussed process measurement, there is also an opportunity at that stage to map 
out transactions and estimate processing time. If you can estimate that 2 x admin FTEs will be saved 
during the first phase of the roll-out for example then how will that time be deliberately redirected 
to different or more value added work? It is very easy for roles to evolve and for FTE saving to be 
eroded over time. Being very measured in how your time savings will be diverted onto other activities, 
services and delivery of products to the business, can help you achieve expected savings. 

Across environment management and test and release management discussed in the previous section, 
there are also some new skills that your in-house teams may require. Whilst you will hopefully add 
value and save some of that FTE time from your function through the adoption of your new system, 
many organisations are discovering that they can create new roles to manage some of this continuous 
system change. Some organisations are turning to outsourcing for environment management and 
test and release management if available for their application and are finding that this is a more cost 
effective way to go. Whatever the best solution for you, ensure that you fully understand the work 
required and the potential ongoing benefits that can be reaped via Cloud continuous innovation. 

By estimating up front how your organisation structure is likely to change, you can prevent savings 
from disappearing down rabbit holes. 

Conclusion
We have discussed five key lessons in this whitepaper series: 

1. Plan, plan and plan some more
2. Balance standardisation with business need
3. Invest in great change management 
4. Do not underestimate the technical dependencies
5. Do not forget about Organisation Design 

If these lessons have helped you, then consider investing in a trusted partner who can provide 
guidance over and above systems implementation advice. Avoiding these pitfalls and living the lessons, 
we believe can help improve your chances of success measurably. 
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At HRCubed our people have learned these lessons over decades of implementing on both the 
customer and vendor side of the fence, in most sectors, with all sizes of organisation at various levels 
of maturity. We created HRCubed to help with all of these common issues and much more. The 
images below illustrate our key services, which will ensure that you achieve your outcomes every 
time. We are completely technology agnostic, so ask us if you need our help during your current or 
next technology project. Visit us at www.hrcubed.co.uk or contact hello@hrcubed.co.uk.
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About HRCubed
At HRCubed, we enable HR departments to achieve their transformation objectives by delivering a comprehensive 
process and change management programme. We are a technology agnostic consultancy and deliver impartial advice on 
using technology (existing or new) as an enabler to improve success. Technology is of course just one piece of the puzzle 
and if considered in isolation can have disastrous results. Strong and engaging HR leadership is the ultimate catalyst for 
success in an organisation - empowering employees and managers to be the best they can be. Combining the power of 
Organisation, Process and Technology together we can deliver success to your organisation that positively affects business 
outcomes.

HRCubed                     
86 King Street 
Manchester 
M2 4WQ

WP Change 22.08.18

HR & Organisational Diagnostics
Review, measure and understand your HR function and how it enables your organisation

HR Function Process Improvement
Take control of your process issues and improve your organisation’s performance

Organisation Design
Fit for purpose and future-proofed structures for HR and the wider organisation

HR Technology Impartial Advice and Support
Achieve the best outcomes using HR technology as a performance enabler

Managing Change for Positive Outcomes
HR led change focussed on the right outcomes for your organisation 

SUPPORT
AVAILABLE

t: +44(0)3300 240 456 e: hello@hrcubed.co.uk w: www.hrcubed.co.uk


