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How to Plan
SF Team Training
Step by Step

 A practical framework for companies that want their HR and IT teams to
genuinely own SAP SuccessFactors — not just attend a course and
forget. From needs analysis to measuring real adoption.
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Assess — who needs what training and why

Deliver — timing, format and hands-on practice

Design — role-based training paths, not one-size-fits-all

Measure — adoption KPIs that actually mean something

Choose — internal delivery vs. external partner vs. blended
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ROLE WHAT THEY NEED TO LEARN FORMAT DURATION PRIORITY

STEP 2 — DESIGN

Build role-based training paths — not one-size-fits-all

STEP 1 — NEEDS ANALYSIS

Assess who needs what training — and why

MUST

MUST

MUST

MUST

STANDARD

TEAM TRAINING GUIDE

Most SF training programs fail for one reason: they treat training as an event, not a process. A 2-day course one week before
go-live is not training — it's a briefing. Effective SF training starts months before go-live and continues well after it. This guide
shows you how to build a program that actually sticks.
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MAP YOUR AUDIENCE
Identify all user groups who will interact with SF: employees
(self-service), managers (approvals, team views), HR admins
(configuration, data management), IT team (integration,
maintenance). Each group has completely different needs.

ASSESS CURRENT KNOWLEDGE
Don't assume zero knowledge. Survey your team: who has used
SF before, who has SAP background, who has completed any
online modules. Starting from the real baseline saves
significant time and budget.

Employee

Manager

HR Admin

IT / Integration

Project Lead

Self-service: time off, personal data, payslips

Approval flows, team org view, hiring actions

Configuration, data entry, reporting, troubleshooting 

APIs, middleware, release management, SSO

Functional scope, vendor management, governance

Short e-learning, job aids

Workshop + practice

Full course + certification

Technical course + labs

Workshops + mentoring

2–4h

4–8h

4–8 weeks

2–4 weeks

Ongoing

Common mistake: Training everyone on everything. An employee who needs to submit a time-off request does not need the same
training as an HR admin who configures Business Rules. Over-training the wrong people wastes budget and creates confusion.
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Employee self-service
completion rate (time off, data

updates)

Average manager approval
response time in SF workflow

Data quality score post go-live
vs. at migration

Support tickets per user per
month (should drop over time)

STEP 5 — MEASURE

Adoption KPIs that actually mean something

STEP 4 — DELIVERY TIMING

When to train each group — timing is everything

STEP 3 — CHOOSE DELIVERY MODEL

Internal, external or blended — what works when

TEAM TRAINING GUIDE
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BLENDED APPROACH

Recommended for most companies. External partner trains HR
admins and IT to certification level. Internal super-users trained to
deliver employee and manager sessions. Optimizes cost without
compromising quality where it matters most.

INTERNAL DELIVERY

Works well for employee and manager training after go-live.
Requires a trained internal trainer or super-user. Cost-effective
at scale. Risk: internal trainers may not have deep enough SF
knowledge for HR admin or IT training.

1–2 WEEKS BEFORE GO-LIVE

Employees. Keep it short, role-specific and focused on exactly
what they need on day one. Don't overwhelm with features
they won't use for months.

6+ MONTHS BEFORE GO-LIVE

HR admins and IT team. They need to learn the system in
order to participate in configuration and testing. Training them
early means they become internal experts by go-live — not
passengers.

SAP LEARNING HUB

Good as supplementary resource — not a standalone training
program. Provides official content and practice tenants but
lacks the scenario-based, company-specific context that drives
real understanding.

EXTERNAL PARTNER

Essential for HR admin certification and IT training. External
trainers bring real project experience — not just product
knowledge. Choose a partner whose trainers have active
delivery experience, not only training backgrounds.

POST GO-LIVE (4–8 WEEKS)

All groups — refresher and gap sessions. Real usage reveals
real questions. The most valuable training often happens
after people have tried to use the system and hit a wall.

4–6 WEEKS BEFORE GO-LIVE

Managers. Close enough to go-live that they remember what they
learned. Far enough that they can ask questions before it matters.
Include hands-on practice with your actual configuration, not
generic demos.

The real measure of training success is not "did people attend the course" — it's "are people using the system correctly 3 months
after go-live." Set a 90-day adoption review as part of your training plan from the start.

% hrs % #
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HR admin certification (per person): €1,500–4,000
IT / integration training: €2,000–5,000
Manager workshops (per session): €800–2,500
E-learning development: €3,000–10,000
LMS / training platform: €500–2,000/year 

The most common budget cut is HR admin training — replacing
external certification programs with internal "we'll figure it
out." This consistently results in misconfiguration, data quality
issues and expensive consultant callouts 6 months post go-
live. False economy.

Train 2–3 internal super-users to a deep level rather than
training everyone moderately. Super-users become multipliers —
they support colleagues, reduce support tickets and maintain
system quality over time.

Training typically represents 10–20% of total SF
implementation cost. Organizations that invest below 10%
consistently report lower adoption and higher post-go-live support
costs. The math is simple: undertrained users cost more to
support than well-trained ones.

Super-users identified in each department or country

Smart People's Academy for Teams provides role-based SAP SuccessFactors training for HR admins, project leads and IT teams — with
certification preparation, hands-on tenant access and real project context built in. We design programs around your specific SF
configuration, not generic demos.

→ smartpeople.pl/academy  |  Academy for Teams  |  Request a Training Needs Assessment

Training is not a cost — it's an insurance policy. Every hour
invested in training before go-live saves 3–5 hours of support,
troubleshooting and rework after it.

Practice tenant access confirmed — for hands-on training

All user groups identified — employees, managers, HR admins,

IT, project leads

Role-based training paths designed — different content for

different roles

HR admin certification budgeted — external program selected

Training starts 6+ months before go-live for HR admins and IT

Adoption KPIs defined — measured at 30, 60 and 90 days post go-

live

Post go-live refresher sessions planned — at 4 and 8 weeks afte

SMART PEOPLE GLOBAL ACADEMY — ACADEMY FOR TEAMS

We deliver the training program your SF team actually needs.

REMEMBER
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Training Budget — what to expect Quick Checklist — training plan ready?

INDUSTRY BENCHMARK

WHERE THE BUDGET GOES

WHERE COMPANIES CUT TOO MUCH

HOW TO REDUCE COST WITHOUT REDUCING QUALITY


	SMART KNOWLEDGE HUB
	A practical framework for companies that want their HR and IT teams to
	genuinely own SAP SuccessFactors — not just attend a course and forget. From needs analysis to measuring real adoption.
	Assess — who needs what training and why
	Design — role-based training paths, not one-size-fits-all
	Choose — internal delivery vs. external partner vs. blended
	STEP-BY-STEP GUIDE · FOR COMPANIES

	Deliver — timing, format and hands-on practice
	Measure — adoption KPIs that actually mean something
	Published by Smart People · Smart Knowledge Hub

	February 2026
	SmartPeople
	Most SF training programs fail for one reason: they treat training as an event, not a process. A 2-day course one week before go-live is not training — it's a briefing. Effective SF training starts months before go-live and continues well after it. This guide shows you how to build a program that actually sticks.


	STEP 1 — NEEDS ANALYSIS Assess who needs what training — and why
	MAP YOUR AUDIENCE Identify all user groups who will interact with SF: employees (self-service), managers (approvals, team views), HR admins (configuration, data management), IT team (integration, maintenance). Each group has completely different needs.
	ASSESS CURRENT KNOWLEDGE Don't assume zero knowledge. Survey your team: who has used SF before, who has SAP background, who has completed any online modules. Starting from the real baseline saves significant time and budget.
	Common mistake: Training everyone on everything. An employee who needs to submit a time-off request does not need the same training as an HR admin who configures Business Rules. Over-training the wrong people wastes budget and creates confusion.

	STEP 2 — DESIGN Build role-based training paths — not one-size-fits-all
	ROLE
	WHAT THEY NEED TO LEARN
	FORMAT
	DURATION
	PRIORITY
	Employee
	Manager
	HR Admin
	IT / Integration
	Project Lead
	Self-service: time off, personal data, payslips
	Approval flows, team org view, hiring actions
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	SAP LEARNING HUB Good as supplementary resource — not a standalone training program. Provides official content and practice tenants but lacks the scenario-based, company-specific context that drives real understanding.
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	4–6 WEEKS BEFORE GO-LIVE Managers. Close enough to go-live that they remember what they learned. Far enough that they can ask questions before it matters. Include hands-on practice with your actual configuration, not generic demos.
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	POST GO-LIVE (4–8 WEEKS) All groups — refresher and gap sessions. Real usage reveals real questions. The most valuable training often happens after people have tried to use the system and hit a wall.
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	The real measure of training success is not "did people attend the course" — it's "are people using the system correctly 3 months after go-live." Set a 90-day adoption review as part of your training plan from the start.
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	Quick Checklist — training plan ready?
	Training typically represents 10–20% of total SF implementation cost. Organizations that invest below 10% consistently report lower adoption and higher post-go-live support costs. The math is simple: undertrained users cost more to support than well-trained ones.
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	Super-users identified in each department or country
	Practice tenant access confirmed — for hands-on training
	The most common budget cut is HR admin training — replacing external certification programs with internal "we'll figure it out." This consistently results in misconfiguration, data quality issues and expensive consultant callouts 6 months post go-live. False economy.
	Train 2–3 internal super-users to a deep level rather than training everyone moderately. Super-users become multipliers — they support colleagues, reduce support tickets and maintain system quality over time.
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	Training is not a cost — it's an insurance policy. Every hour invested in training before go-live saves 3–5 hours of support, troubleshooting and rework after it.
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