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DEEP DIVE — BUILDING INTERNAL SF COMPETENCE

Building Your

Roles, Skills & M.odels

Who you need, what they must know, and how to structure the team—
whether you're building internal capability, hiring externally, or partnering with
a consulting firm. The decisions that determine whether your SF
implementation is owned or just delivered.

Project Sponsor

Executive champion who unblocks decisions
MUST HAVE

EC Functional Lead

Owns Employee Central configuration scope
MUST HAVE

ChangeManager

Adoption strategy and training lead
MUST HAVE
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HR Project Lead

Business owner of the entire implementation
MUST HAVE

Integration Specialist

Payroll & system connectivity
MUST HAVE

Data Migration Lead

Data quality and migration execution
MUST HAVE
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BUILDING YOUR SF PROJECT TEAM: ROLES, SKILLS & MODELS

The biggest mistake companies make when starting an SF project: they focus on selecting the right vendor and forget to build

the right internal team. A strong implementation partner cannot compensate for a client side that has no ownership, no capacity and

no decision-making authority. The vendor configures the system. Your team owns it.

Project
Sponsor

WHO THIS IS
C-level or VP of HR/Operations. Must have real authority — not just a
title. Participates in steering committee, unblocks budget and scope

NON-NEGOTIABLE

WHAT GOES WRONG WITHOUT THEM
Decisions escalate endlessly. Timeline slips because no one can say yes
or no fast enough. Consultants lose confidence in the project. A project
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decisions within 48h, communicates project importance to the whole without active sponsorship almost always overruns.

organization.

NON-NEGOTIABLE

HR Project Lead
(Internal)

KEY SKILLS NEEDED
Deep HR process knowledge. Basic SF literacy (can be acquired during the
project). Strong communication and stakeholder management. Ability to

WHO THIS IS
Senior HR person — ideally HRBP or HR Operations lead. 50-100%

dedicated to the project. Owns the functional scope, attends all design
workshops, coordinates between HR stakeholders and the make decisions on behalf of HR under time pressure.

implementation team.

MUST HAVE MUST HAVE

Integration
Specialist

EC Functional
Consultant

WHY THIS ROLE IS UNDERESTIMATED
Integration is where most SF projects hit serious problems. This
person needs both SF knowledge and local payroll/IT systems
knowledge. Rarely one person — often a team of two.

CORE RESPONSIBILITIES

INTERNAL OR EXTERNAL?
Can be from the vendor — but you need at least one internal

person who shadows this role and can support the system post go-
live. Ideally certified in EC Associate.

CORE RESPONSIBILITIES

API/middleware design, payroll interface, SSO setup, data flows
between SF and all connected systems.

Foundation Object configuration, Business Rules, Workflows. Owns
the functional design document. Signs off on configuration before
UAT.

SmartPeople DEEP DIVE



SmartPeople

BUILDING YOUR SF PROJECT TEAM: ROLES, SKILLS & MODELS

Smart Knowledge Hub - 2026

Chane

Manager

MOSTOFTEN MISSING
In 60%+ of troubled SF implementations, change management was
either absent or delivered too late. This role must start at kickoff —
not 4 weeks before go-live.

WHAT THEY OWN

Communication plan, stakeholder mapping, champion network,
training strategy, adoption KPIs. Must be embedded in the project
team — not a separate HR initiative.

IT / Security RECOMMENDED

Lead

SCOPE

SSO, Active Directory, firewall rules, GDPR architecture review, SF
data center requirements. Often underestimated until go-live week
— better to involve from sprint 1.

RACI MATRIX — KEY PROJECT ACTIVITIES

MUST HAVE

Data Migration
Lead

INTERNAL OR EXTERNAL?

Must be at least partially internal — only your team knows your
legacy data. External consultant can bring methodology, but cannot
do the data audit for you.

CORE RESPONSIBILITIES

Data quality assessment of legacy system. Mapping legacy fields to
SF objects. Running and validating migration cycles. Owning data
sign-off before go-live.

Key Users (per RECOMMENDED

module)

SCOPE

One named HR or business person per SF module in scope.
Participates in UAT, becomes post go-live first-line support for their

area. Reduces support costs significantly.

Sponsor ARt tead

Project scope sign-off A R
Process design workshops I A
Configuration build I Cc
Data quality audit I Cc
Integration design & build I I
UAT coordination I A
Change & training delivery (o (o
Go-live decision A R

R = Responsible A = Accountable C = Consulted I = Informed
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EC Consultant Integration Change Mgr Data Lead

Cc c I I
R c c I

R/A R I I
Cc I I R/A
(o4 R/A I I
R R c R
c I R/A I
c c c C
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3 TEAM MODELS — WHICH ONE FITS YOUR ORGANIZATION?

4 )
Model A — Full External Delivery
WHO DELIVERS BEST FOR KEY RISK
Implementation partner owns all technical First SF implementation, no internal SF Knowledge stays with the vendor
roles skills Mitigate: require knowledge transfer and
Internal team: Sponsor + HR Lead + Key Users only ~ Fastest start — but creates dependency on vendor shadowing as contract deliverable

post go-live

( )
Model B — Hybrid (Internal + External)
WHO DELIVERS BEST FOR INVESTMENT REQUIRED
Partner leads, internal team co-owns each Organizations planning 2+ SF modules Internal team needs 30-50% capacity
workstream over time protected
Internal people shadow, take over gradually during BUHO_'S internal competence while ensuring delivery  RoTI: dramatically lower support costs post go-live
project quality

\

e A
Model C — Internal Build with Expert Support
WHO DELIVERS BEST FOR INVESTMENT REQUIRED
Internal certified consultants own full Large organizations, multi-country Significant upfront training investment
scope rollouts ROI: lowest total cost of ownership over 3-5 year
External experts used only for specialist areas Requires 2+certified EC consultants internally and horizon
(integration, change) strong HR tech team

. J

+ The question to ask before choosing a model: "Do we plan to run more SF projects in the next 3 years?" If yes — Model B or C. If this is a one-
time implementation with no planned expansion, Model A is fine, but insist on knowledge transfer as a contract deliverable.

Build your internal SF team with Smart People.

We train your HR and IT people to own the system — not just use it. Our Academy for Teams delivers role-based SF certification programs
for project leads, functional consultants and integration specialists. We also provide ready-to-deploy SF consultant teams for companies
that need to move fast.

- smartpeople.pl/academy | Academy for Teams | Team-as-a-Service | Contact us
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	Project Sponsor
	WHO THIS IS C-level or VP of HR/Operations. Must have real authority — not just a title. Participates in steering committee, unblocks budget and scope decisions within 48h, communicates project importance to the whole organization.
	NON-NEGOTIABLE

	WHAT GOES WRONG WITHOUT THEM Decisions escalate endlessly. Timeline slips because no one can say yes or no fast enough. Consultants lose confidence in the project. A project without active sponsorship almost always overruns.

	HR Project Lead (Internal)
	WHO THIS IS Senior HR person — ideally HRBP or HR Operations lead. 50–100% dedicated to the project. Owns the functional scope, attends all design workshops, coordinates between HR stakeholders and the implementation team.
	NON-NEGOTIABLE

	KEY SKILLS NEEDED Deep HR process knowledge. Basic SF literacy (can be acquired during the project). Strong communication and stakeholder management. Ability to make decisions on behalf of HR under time pressure.
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	INTERNAL OR EXTERNAL? Can be from the vendor — but you need at least one internal person who shadows this role and can support the system post go- live. Ideally certified in EC Associate. CORE RESPONSIBILITIES Foundation Object configuration, Business Rules, Workflows. Owns the functional design document. Signs off on configuration before UAT.

	Integration Specialist
	MUST HAVE
	WHY THIS ROLE IS UNDERESTIMATED Integration is where most SF projects hit serious problems. This person needs both SF knowledge and local payroll/IT systems knowledge. Rarely one person — often a team of two. CORE RESPONSIBILITIES API/middleware design, payroll interface, SSO setup, data flows between SF and all connected systems.
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	Change Manager
	MOSTOFTEN MISSING In 60%+ of troubled SF implementations, change management was either absent or delivered too late. This role must start at kickoff — not 4 weeks before go-live. WHAT THEY OWN Communication plan, stakeholder mapping, champion network, training strategy, adoption KPIs. Must be embedded in the project team — not a separate HR initiative.
	IT / Security Lead SCOPE SSO, Active Directory, firewall rules, GDPR architecture review, SF data center requirements. Often underestimated until go-live week — better to involve from sprint 1.

	Data Migration Lead INTERNAL OR EXTERNAL?
	Must be at least partially internal — only your team knows your legacy data. External consultant can bring methodology, but cannot do the data audit for you. CORE RESPONSIBILITIES Data quality assessment of legacy system. Mapping legacy fields to SF objects. Running and validating migration cycles. Owning data sign-off before go-live.
	Key Users (per module) SCOPE One named HR or business person per SF module in scope. Participates in UAT, becomes post go-live first-line support for their area. Reduces support costs significantly.
	RACI MATRIX — KEY PROJECT ACTIVITIES
	Activity
	Sponsor
	HR Lead
	EC Consultant
	Integration
	Change Mgr
	Data Lead


	Project scope sign-off
	Process design workshops
	Configuration build
	R/A
	Data quality audit

	R/A
	Integration design & build

	R/A
	UAT coordination
	Change & training delivery

	R/A
	Go-live decision
	SmartPeople


	SmartPeople
	BUILDING YOUR SF PROJECT TEAM: ROLES, SKILLS & MODELS
	Smart Knowledge Hub · 2026

	3 TEAM MODELS — WHICH ONE FITS YOUR ORGANIZATION?


	Model A — Full External Delivery
	Implementation partner owns all technical roles Internal team: Sponsor + HR Lead + Key Users only       Fastest start — but creates dependency on vendor
	First SF implementation, no internal SF skills
	post go-live
	MOST COMMON

	Knowledge stays with the vendor
	Mitigate: require knowledge transfer and
	shadowing as contract deliverable


	Model B — Hybrid (Internal + External)
	Partner leads, internal team co-owns each workstream
	Internal people shadow, take over gradually during project
	Organizations planning 2+ SF modules over time Builds internal competence while ensuring delivery quality
	RECOMMENDED


	Internal team needs 30–50% capacity protected
	ROI: dramatically lower support costs post go-live


	Model C — Internal Build with Expert Support
	Internal certified consultants own full scope External experts used only for specialist areas (integration, change)
	Large organizations, multi-country rollouts Requires 2+certified EC consultants internally and
	strong HR tech team
	FOR MATURE TEAMS

	Significant upfront training investment
	ROI: lowest total cost of ownership over 3–5 year
	horizon
	The question to ask before choosing a model: "Do we plan to run more SF projects in the next 3 years?" If yes — Model B or C. If this is a one- time implementation with no planned expansion, Model A is fine, but insist on knowledge transfer as a contract deliverable.
	SMART PEOPLE GLOBAL ACADEMY & TEAM-AS-A-SERVICE Build your internal SF team with Smart People.

	We train your HR and IT people to own the system — not just use it. Our Academy for Teams delivers role-based SF certification programs for project leads, functional consultants and integration specialists. We also provide ready-to-deploy SF consultant teams for companies that need to move fast.

	→ smartpeople.pl/academy  |  Academy for Teams  |  Team-as-a-Service  |  Contact us
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