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SF Readiness
Audit 2026

 Is your organization ready
for SuccessFactors?

A structured self-assessment across 5 critical areas. Score your organization
honestly — and find out where you need to focus before signing any
implementation contract.
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HR master data is complete and consistent
 Core HR processes are documented

 

How to use this audit: For each item, tick the box if your organization can answer YES confidently. At the end of each area, count
your ticks. Be honest — this audit is only useful if it reflects reality, not aspiration. The goal is to find gaps before an implementation
partner finds them for you.

Proceed with confidence in this area
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Address gaps before go-live. Don't ignore them.

 
Stop. Fix this area before starting the project.
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Ready

SCORING GUIDE — PER AREA (5 ITEMS EACH)

Partially Ready Not Ready

AUDIT 2026

5 / 5 3–4 / 5 0–2 / 5

1 2
Data Quality & Governance

 

Process Maturity
 Your data is the foundation. If it's broken, everything else breaks.

Everyactive employee has: fullname,dateof hire,legal entity, job,
department, manager. No blanks in mandatory fields. Duplicates
identified and resolved.

Org structure is documented and approved
A current org chart exists and reflects actual reporting lines — not
historical or aspirational ones. Legal entities and cost centers are
mapped.
Job architecture is defined
Job families, job roles and grades are documented consistently
across the organization. Not every country using different job titles for
the same role.
Data owner is assigned for each domain
Someone is accountable for data quality in each area (org structure,
employee data, job data). Data governance is not "everyone's
responsibility."
Legacy system data has been audited
A data quality assessment of the current HR system has been
completed. Volume of records, quality issues and migration
complexity are understood.

Red flag: If your org structure exists only in someone's head or in
an outdated PowerPoint — data migration will be your biggest
project risk.

SF configures your processes — you need to know what they are
first.

Hiring, onboarding, org changes, terminations, transfers — process
flows exist and are not stored only in the institutional memory of 2–3
HR specialists.

Processes are standardized across countries/units
Local variations are documented and justified. You know which
processes must be local and which can be standardized globally in SF.

Approval workflows are defined
For each HR transaction: who initiates, who approves, who is notified.
No "it depends" answers. Approval chains are clear and agreed by
business.

Process owners are identified
Each core HR process has a named business owner who will
participate in design workshops and sign off on configuration
decisions.
Desire to standardize (not just replicate)
Leadership and HR are open to process change where SF standard
is better than current process. Not insisting on replicating every legacy
workaround.

Best practice: Run a 2-day process mapping workshop before
starting the project. It's the single highest-ROI investment in pre-
implementation preparation.

! +
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Executive sponsor is named and active
 

Change management is in scope and budgeted
 

Training strategy is planned
Role-based training is planned for employees, managers and HR
admins — not a single "everyone attends the same session" approach.

Adoption KPIs are defined
Success metrics for user adoption are agreed: login rates, self-
service completion rates, data quality post-go-live. Adoption is
measured, not assumed.

Payroll landscape is mapped
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3

5

4Team & Stakeholder
Readiness

 

Change Management Readiness
 

Technical Infrastructure
 

Projects fail when no one owns them.

Thesystemwillwork.Thequestioniswhetherpeoplewill use it.

A C-level or VP-level sponsor is personallycommitted to the project
— not just nominally assigned. They will unblock decisions and
communicate priority to the organization.

Project owner has decision-making authority
One person has final say on scope, timeline and budget decisions.
Escalation doesn't require a 2-week committee review.

HR team has capacity for the project
Key HR team members have at least 30–50% of their time protected
for the implementation. Running a full SF project on top of a 100%
BAU load doesn't work.

IT is engaged and committed
IT project lead is assigned. Integration requirements have been
discussed. Security and infrastructure requirements are understood.

Key users are identified per module
For each SF module in scope: a named key user from the business
will participate in testing, training and post-go-live support.

!Most common failure mode: The project is "owned" by HR but IT
doesn't show up until go-live. Integration problems discovered late
are the most expensive kind.

Theproject planincludesa changemanagement workstream with
dedicated resources — not just a training session two weeks before
go-live.

Communication plan exists for all user groups
Employees, managers and HR will receive timely, consistent
information about what is changing, when, and what they need to do.

SF champions identified in the business
In each department or country: a named champion who will support
colleagues, answer questions and report adoption issues to the project
team.

SF is a cloud system — but it connects to your on-premise world.

Everypayrollsystem inevery country is documented. Local payroll
provider contacts are identified. Legal data requirements per country
are understood.

Integration requirements are documented
All systems that need to exchange data with SF are listed: payroll,
finance (ERP), time management, LMS, ATS. Data flows and
frequencies are mapped.
Identity management is understood
SSO requirements, Active Directory/LDAP integration approach,
user provisioning process — all discussed and agreed with IT before
project start.
Data residency and security requirements are clear
GDPR compliance approach for SF is planned. Data center location
requirements confirmed. Security team has reviewed SF architecture.

Middleware / integration platform decision made
SAP BTP/CPI, Dell Boomi, MuleSoft or other — the integration
platform is selected or existing one confirmed as compatible with SF
integration needs.

Remember: Change management budget is typically 15–20% of
total project cost for successful SF implementations. If yours is 0%,
that's a red flag.
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Area 1
Data Quality

Area 2
Process Maturity

SMART PEOPLE GLOBAL ACADEMY & CONSULTING

Not sure where to start? We'll walk through this audit with you.
Smart People works with companies at every readiness level — from pre-project preparation through full implementation support. Our
Academy for Teams trains your HR and IT staff to own the system from day one, not just survive it.

→ smartpeople.pl/academy  |  Academy for Teams  |  Request a Readiness Assessment Call
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Area 3
Team Readiness

Area 4
Technical

Area 5
Change Mgmt
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__ / 5

WHAT TO DO WITH YOUR RESULTS
Areas scoring 5/5: Document your strengths. Communicate them clearlyAreas scoring 3–4/5: Create a remediation plan with named owners and

__ / 5 __ / 5

YOUR SCORE TRACKER — FILL IN AFTER COMPLETING EACH AREA

__ / 5 __ / 5

AUDIT 2026

Your organization has a strong foundation.
Proceed with vendor selection — but don't

skip final pre-project workshops.

Total score: 

Gaps exist that will create project risk.
Address the areas below 3/5 before project

kickoff — or build remediation into your
project plan explicitly.

to your implementation partner — it shortens the discovery phase.

Areas scoring 0–2/5: Do not start the project until these are addressed.
Present this audit to your executive sponsor as justification for a
preparation phase.

deadlines. Add explicit tasks to your project plan.

All areas: Share results with your implementation partner at the first
meeting. It builds trust and sets realistic expectations on both sides.

Starting SF now would be high risk. Invest
3–6 months in readiness preparation first. A
delayed start is much cheaper than a failed

go-live.

__ / 25

21–25
 

13–20
 

0–12
 Ready to Launch Partially Ready Not Ready
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