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The Client/Server Enterprise

Applications Market is Booming...
(Smillions, worldwide revenues)
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...and SAP AG Revenues are Soaring...
(Smillions)
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...as SAP Garners Top Market Share...

(Share of client/server applications
markel worldwide)

SAP
34% Oracle
9%
PeopleSoft
6%
All others
51%

...in an Ever-Burgeoning Field.
(1994 rankings of client /server revenues)

COMPANY PRIMARY SOURCE OF C/S REVENUES

SAP Acet., HR, Dist., Mfg.
Oracle Acet., HR. Dist., Mfg.
Computer Associales Acet., Mfg., HR
PeopleSofl HR., Acel., Dist., Mfg.
Hyperion Software Acct.

Baan Mfg.. Dist.. Acel.
Great Plains Software Acel.

Dun & Bradstreet Software Services Acet., HR. Dist.
Platinum Software Accl.
Lawson Software Acet., HR, Dist.

Acet.=acconnting: Dist.=distribution; HR=hwman resources: Mfg.=manufacturing

SOURCE: INTERNATIONAL DATA CORF,
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erated with independent systems.
And with continuous upgrades pour-
ing out of SAP headquarters in Wall-
dorf, Germany, Mallinson could hold
out hope that the gap in functionality
would eventually be filled.

For Owens Corning, the overrid-
ing goal 1s not to perfect the func-
tionality of the system but to develop
processes that work well enough to
install quickly what Owens Corning
Vice President and CIO Mike Rad-
cliff calls “good-enough reengineer-
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that it’s in the company
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bogged down.

ing.” Too much tinkering turns the
implementation path to mud.

“A project like this can take as long
to implement as you want it to,” says
Johns. Indeed, tough scheduling
seems to be the only reliable way to
control most R/3 implementations.
The system offers so many different
options and sucks up so many re-
sources in the company that it’s easy
to get bogged down. “It’s like having
the streets torn up; you start to fig-
ure you may as well change every-
thing while you're at it,” says Rad-
cliff.

Top management, particularly CFO
Dawid Devonshire, keeps the heat on
under the project. He installed a
controller in Radcliff’s unit to keep
an eye on project costs, and he
makes it clear that if a division wants
to tear up a street that’s not in the
plan, it will have to find a way to pay
for it. “These things really have to
be hawked,” he says.

Despite clear support from the
top, however, the team had trouble
keeping to the schedule early on.

CIO/JUNE 15, 1996







sPECIAL Focus [

The Change Agent

WENS CORNING doesn't worry
about change management.
That’s because it exists, basi-
cally, in one person. David Johns
must coordinate SAP delivery across
five different
project teams
on time and
on budget.
Beyond
keeping 250

David Johns different team

tirector of global
: B members fo-
development. Owens

Corning. Toledo. Ohio cused and

working together, he ensures that the
project goals of “common, global and
simple” aren’t shoved down the
throats of Owens Corning business
units around the world, since it would
be relatively easy for the Toledo-based
team to huddle and make SAP process
choices for the company unilaterally.
“You'll always have variations in pro-
cesses at the business unit level with
SAP, particularly around customers,”
says Johns. “It's my job to make sure
the variations are the exception rather
than the rule. It's a constant struggle.”
This task isn't made any easier by

the 100-week project schedule, which

is beyond aggressive—it's brutal. But a

survivalist camaraderie among team
members and a heightened sense of
visibility at the company has emerged.
The bigwigs know when Johns and his
teammates put in 70-hour weeks,
which helps propel him through those
weeks. “It’s the kind of opportunity you
hope for when you join a company—to

impact the way it works,” he says.
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whelming. The integrated data flowed
so quickly through the system that
there was little opportunity to track
down mistakes before they showed

By openly recognizing
‘the changes
required of its employees,

the company crossed

one

of the major hurdles

of implementation.

up on everybody’s screens. “Mis-
takes are very visible with R/3,” says
Mallinson, “and people’s efforts to go
back in and try to correct those mis-
takes are very visible too. SAP likes
you to enter information the right
way the first time; it doesn’t offer
easy ways to go back in and correct
things.”

By the second week, the waves
had reduced to ripples, but Mallinson
was surprised at the extent to which
the trained users depended upon the
so-called “champions” or “super
users,” business people trained to be
the local system evangelists for their
co-workers. “We did a lot of training,
but it happened just before imple-
mentation, and people became very
dependent,” she says.

Owens Corning’s experience is
not unusual. Training is proving to
be one of the biggest implementa-
tion surprises, both for those de-
signing the system and for those
using it (see “Surprise, Surprise,”
Page 58). Owens Corning estimates
that training costs will more than
double, from an original budget of
$3.1 million to $7 million, or 10
percent of the $60 million to $70
million estimated total cost of the
project. “You're really creating a
new set of skills and a much more
literate workforce,” says Devon-
shire. “People not only need
technology literacy, but they need
to understand the business pro-
cesses.”

By openly recognizing the
changes that will be required of
its employees as well as its pro-

cesses, the company has crossed one
of the major hurdles of implementa-
tion as it begins work in the compa-
ny’s other business units. That atti-
tude seems representative of Owens
Corning’s view of R/3—that it is too
big to be perfect. Company leaders
talk openly about problems—which
means they are addressed quickly—
and everyone is too busy to point fin-
gers. “For the first time, we have
true co-leadership of a systems proj-
ect,” says Johns. “Owens Corning
will never do another project like this
without co-leadership.”

The Franchising
Strategy

HIS APPROACH SUITS large or di-
Tverse companies that do not have
enough common processes across
business units to do a big bang imple-
mentation. Independent R/3 sys-
tems are installed in each unit, link-
ing common processes across the
enterprise as seems appropriate. For
big, decentralized companies that
choose to do multiple implementa-
tions of R/3, building a stockpile of
accumulated learning and experi-
ence is the only way to save time

e LEARNING TO
Wil SHARE:LS lcader
Jim Manning
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