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An HR system is only as good as its master data and the processes
behind it. Employee Central provides the technological foundation — but success is
determined by strategy, governance, and consistent implementation. This white paper
shows you the most common pitfalls when introducing EC and provides tried-and-
tested best practices to put your project on the road to success right from the start.
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Today, companies are under increasing pressure to
modernize and harmonize their HR systems globally.

In the course of this transformation, SAP SuccessFactors Employee Central (EC) is becoming increasingly important as

a global, cloud-based platform for HR master data, organizational structures, self-services, etc. However, although EC

offers a strong technological basis, implementation projects are rarely delayed by the software itself in practice. Much more

often, delays, friction losses, or misconfigurations arise due to unclear roles, lack of governance, unprepared data, or an

insufficiently thought-out integration architecture.

With Employee Central, companies create a solid
foundation for digital HR processes, better data
quality, and efficient HR workflows — while also
laying the groundwork for modern people analytics,
Al-powered HR services, and a scalable global HR
vision.

It is precisely this strategic role that raises the key
question of why Employee Central is now considered
an indispensable foundation for modern HR
landscapes.
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Why is Employee Central indispensable for modern HR landscapes?

Employee Central forms the basis for a modern,
global HR ecosystem. It not only enables the central
management of employee and organizational data,
but also creates the foundation for standardized
processes, digital self-services, efficient workflows,
and modern people analytics reports. Thanks to its
cloud architecture, EC always remains up to date
and supports companies in breaking down silos and
establishing a uniform, consistent database.

At the same time, EC serves as the hub for numerous
related systems. These include talent processes
such as recruiting, learning, and succession &

development, as well as time tracking, payroll,
finance integrations, and analytics. It is precisely this
central role that makes a clean and well-thought-out
implementation so crucial.

Precisely because Employee Central plays such a
central role in the HR ecosystem, implementation
projects reveal recurring pitfalls that significantly
influence success.



Which pitfalls most frequently delay EC projects?

Practice shows that EC projects are rarely challenging due to technical limitations, but rather due to organizational and conceptual issues. The most common pitfalls can be
divided into seven categories.

1 Underestimated data quality: |

. : e Bl S . o
The quality of an HR system is only as good =Gy This figure shows an example of a job organization
as its master data. If there are duplicates, ﬁmlﬁﬁ.ﬂm” chart in SuccessFactors Employee Central.
conflicting values, or inconsistent coding in the a

The job title, business area, department, and location
are visible. Additional attributes for the job are stored
in the ,Position” object. The figure shows assigned

employees from the SAP SuccessFactors Sales demo

source system or legacy system, these problems
will inevitably migrate to EC. Cleaning up these
issues later is much more time-consuming than
preparing properly in advance.

%
“ Berndt Koenig

112FTE system.
Best practice: & P S
Perform data quality analysis BEFORE migration. |
T&D Field 8 G ices ...
T&D Field Manager Customer Services M...
Berlin (1010-0001) Berlin (1010-0001)
Utilities (UTIL) Utilities (UTIL)
2 Inadequately defined organizational
q y g o Levin Tolzmann @ Ulrica Meyer
structures:
An inconsistent or historically grown job and
position model leads to problems in almost all
1/1FTE 1/1FTE
subsequent processes. Talent modules such
as recruiting or succession & development & Positions Below 3 Positions Below
are particularly dependent on a stable |
organizational model. |
Billing Agent-Custo... g Rep C Service R...
Best prqctice: Billing Agent-Custome... Marketing Representa... Customer Service Rep....
) . Berlin (1010-0001) Berlin (1010-0001) Berlin (1010-0001)
Define the position model early (phases 1-2) and Utilities (UTIL) Utilities (UTIL) Utilties (UTIL)
consistently — this is the key to stable follow-up &
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3 Lack of integration strategy:
EC is often viewed as an isolated system. In
reality, however, it can only be fully utilized in
conjunction with functioning integrations to
payroll, finance, IT systems, or time tracking.
Faulty APl concepts, missing monitoring
mechanisms, or ill-conceived event triggers
are among the most common causes of project
delays. Whenever possible, data should always
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SAP Fiori
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|~
End-User D SAP SuccessFactors C\E

be integrated directly into the leading system (,single
source of truth®) via API, rather than querying it from
a downstream system such as S/4AHANA, which only
replicates the data.

Best practice:

Single source of truth (SSOT) — data should be
integrated directly from the leading system via APls.

{H #5, #7

This example shows the HR system landscape.

In addition to SuccessFactors Employee Central,
SuccessFactors Employee Central Payroll, SAP
Business Technology Platform (SAP BTP), and other
service providers are connected to an HRIS system
landscape via interfaces. The end customer interacts
exclusively with SuccessFactors and SAP Fiori apps.

Service Provider
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L|, Local requirements considered too late:
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Many organizations underestimate the diversity
of national requirements - such as labor law
regulations, time types, tax fields, or reporting
processes. If these aspects are only taken into
account at a late stage, unnecessary rework is
required.

Best practice:

Global template plus local characteristics —
define global elements centrally, add local
specifics flexibly.

5 Overloaded workflows:

Good intentions often lead to complexity: Too
many exceptions, special rules, or approval levels
make processes cumbersome and increase the
error rate.

Best practice:
Consistent standardization — as few paths as
possible, but as many as necessary

This example illustrates a workflow for changing compensation information.

The workflow is triggered in SuccessFactors Employee Central, and an approver (SAP SuccessFactors
Sales demo system) employee Tanja Grupp must approve the compensation information change. Three
other people are notified after approval (CC workflow participants).

Anfrage bestitigen

Geben Sie hier Ihren Kommentar ein

Pay Change > 5%-Anfrage fur Levin Tolzmann wird Gbermittelt.

Workflowteilnehmer ausblenden

Genehmiger

Tanja Grupp
1 HR Professional
cc

. Antje Schulze
Financial Controller

i
e Klara Jung

Executive Management

Berndt Koenig
DE Director-Utilities

[:ES=ELY  Abbrechen
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é Lack of governance:
Without clearly defined roles, responsibilities,
and data processes, chaos ensues in operations.
Governance is not an add-on, but the foundation
of the system. Questions such as ,Who is
the data owner?”, ,Who is allowed to make
changes?* and ,Who is responsible if data is
incorrect?” should be answered early in the
project. Governance in SuccessFactors Employee
Central refers to the organizational and technical
rules that ensure that the system is used
correctly, operated securely, and functions as a
reliable single source of truth for HR data.

Best practice:

Attribute-based authorization model (ABAC) —
roles are assigned dynamically, not maintained
manually.

7 Underestimated testing & cutover:
End-to-end testing, parallel payroll testing,
approval processes, role authorizations, and
migration testing are often underestimated —
even though they determine how stable the
system will actually be when it goes live.

Best practice:
Multiple test cycles — at least three complete test
rounds before go-live.

In summary, almost all of the pitfalls mentioned have
a common cause: an insufficiently defined data and
organizational model.



Why is a robust data and organizational model crucial?

A robust data and organizational model is a key
factor in determining how flexible, error-free, and
scalable an EC system is. Foundation objects (e.g.,
legal entities, business units, positions, or cost
centers) are particularly important in this context.

The position-based organizational model in
particular has established itself as best practice.
This is usually implemented as a leading
hierarchy. Positions act as a connecting element
between recruiter processes, talent development,
compensation structures, and analytics. A well-
maintained position hierarchy ensures that spans
of control, approval paths, and succession and
development-related criteria can be derived
automatically — instead of having to be reworked
manually.

In addition, effective data logic ensures that
historical and future data is managed correctly.
Companies that understand this logic early on and
apply it consistently benefit in the long term from
clean data historization and clear traceability.

How do | design a successful data
migration with clear data governance?

A successful migration is much more than a

technical import. It requires a structured approach:

First, data quality analyses must be performed,
codes and master data harmonized, and outdated
structures cleaned up. This is followed by several
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test migrations, in which not only technical but also
functional validations are performed.

In the long term, clear data governance contributes
significantly to operational success. This includes
defined responsibilities (data owner, data steward),
regular quality measurements, automated health
checks, and a regulated change process. Only then
can a reliable database be created that provides
sustainable support for operational activities.

How do | design a future-proof integration
architecture with SAP BTP?

Employee Central only realizes its full potential when

it communicates seamlessly with other systems.
Modern system landscapes use the SAP Business
Technology Platform (BTP) as an integration

layer for this purpose. Systems such as payroll,
time recording, finance, identity management, or
analytics can be integrated via OData APIs, event
notifications, or standardized integration packages.

An event-driven architecture enables companies
to trigger processes in near real time. For example,
an entry can trigger automatic provisioning,
access logins, or cost center assignments. Such

an architecture reduces error rates and increases
transparency and speed — provided it is properly
planned and consistently monitored.

What role do localization and compliance
play in global Employee Central
implementations?

Globally operating companies face the challenge of
creating a uniform HR standard while meeting local
requirements. Successful projects therefore rely on a
»global template plus local variations.” While global
elements are defined centrally, local specifics such
as labor law regulations, tax fields, time types, or
approval models can be flexibly added.

Compliance also plays an important role: data
protection regulations, GDPR compliance, data
minimization, and auditability must be taken into
account from the outset.

The example from the Employee Central module
illustrates the key governance elements.

Governance in Employee Central

Governance in SuccessFactors Employee Central refers to
organizational and technical rules that ensure the correct use
and secure operation of the system.

a '4 A

Who is
Who is the data Who is authorized responsible if
owner? to make changes? ~ datais incorrect?

Best practice: Attribute-based authorization model

(ABAC) — Roles are assigned dynamically, not
maintained manually




How do companies design workflows, authorizations, and self-services in Employee Central efficiently and securely?

Workflows form the backbone of standardized model allows roles to be assigned dynamically A structured process model has proven effective
HR processes. However, they must be lean, without having to manually maintain individual for implementing these functional, technical, and
understandable, and logically structured. Too many users. organizational requirements in a controlled manner.
exceptions complicate operations and lead to errors.

Successful companies therefore rely on consistent Self-services — such as for profile updates, document The self-service tiles shown enable managers to
standardization: as few paths as possible, but as downloads, or absence requests — increase user perform various actions directly in the system,
many as necessary. acceptance and noticeably reduce the workload on depending on their authorization scope.

HR departments.
The role and authorization model (RBP) is another
key success factor. An attribute-based authorization
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Process model: From vision to
hypercare

In most projects, the SAP Activate methodology
is used to varying degrees to implement an EC
introduction. This is divided into five clear phases:

1. Prepare: Vision, target state, governance, and
integration strategy are defined.

2. Explore: Fit-to-standard workshops, early
prototypes, and a solid understanding of

processes.

3. Realize: Configuration, migration, integrations,
and extensive test cycles.

4. Deploy: Cutover planning, training, go-live.

5. Run: Hypercare, stabilization, monitoring,
continuous improvement.

This structured approach ensures transparency,

predictability, and traceable quality throughout the
project.

What are measurable success criteria?

Successful EC implementations define clear KPls,
such as:

B High data quality (error rate < 2%)

B Fast process throughput times
(hire-to-active < 3 days)
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Lessons learned — What distinguishes
successful projects

Recurring patterns can be identified from numerous
projects. Successful companies:

B start with pilot countries and only scale globally
later,

B define the positioning model early on and
consistently,

B use SAP BTP as a central integration backbone,

B invest sufficient time in training and change
management,

B test end-to-end instead of just module-specific,
B plan the cutover in detail and realistically.
These insights make projects more predictable and

ensure that the implementation is successful not only
technically but also organizationally.

B Stable integrations (> 99.5% success rate)
B High use of self-services (> 80%)
These metrics help companies objectively

evaluate project success and develop it further
in the long term.

Conclusion and recommendations

for action

The introduction of SAP SuccessFactors Employee
Central is much more than an IT project. It
transforms HR processes, harmonizes corporate
structures, and creates the basis for modern people
analytics and digital self-services. Companies that
invest in a clean data model, a well-thought-out
integration strategy, and clear governance create

a future-proof basis for global human resources
management.

Employee Central is not a tool — it is a strategic
foundation. And that is precisely why careful,
practical, and well-thought-out implementation and
use are worthwhile.

If you are about to introduce EC or need a readiness
check, we will be happy to support you with our
tried-and-tested EC methodology.




Links for further information:

ABOUT US

. https://pages.community.sap.com/topics/
successfactors/implementation-design-
principles

Founded in 1998, the abat Group is an

. https://pages.community.sap.com/topics/ SAP service provider and innovative
successfactors/product-release-road-map software developer. We provide

solutions for software-supported

. https://partneredge.sap.com/en/library/ business processes, primarily for
education/products/emp_mng/hcm/implement/ companies in the automotive, discrete manufacturing, life sciences, aerospace,
conwb/tr_wb_config_ec.html defense, and security industries, as well as for companies with logistics processes

or production control. Our six service areas give companies the freedom they

. https://partneredge.sap.com/en/library/ need for new ideas, efficient processes, and forward-looking solutions.
education/products/emp_mng/hcm/implement/
conwb/tr_wb_config_platform.html In our division consult, we advise and support you throughout all phases of an

SAP project, from conception and implementation to operating your SAP system.

. https://help.sap.com/docs/successfactors- abat manufacture provides high-availability digital solutions for production
employee-central/implementing-employee- control in the complex manufacturing industry. abat transform offers innovative
central-core/recommended-implementation- and unique solutions that set you apart, including Al, cloud services, and RPA.
sequence The division plm provides comprehensive process consulting to achieve consistent

data flow across PLM, ERP, and MES. The protect division offers solutions to

. https://community.sap.com/t5/downloadable- help customers protect information and maintain confidentiality, availability, and
assets/downloadable-assets-from-the-sap- integrity in business relationships. Finally, our experts in the division sustain advise
successfactors-process-library/ta-p/130541 on how to strategically and structurally anchor sustainability and sustainability

reporting in a company.
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