Vodafone

Using SAP® MaxAttention™ to
Safeguard the Global Rollout
of SAP ERP
Quick facts

“To support our strategy, we needed
a single, global instance of the SAP
ERP application. We relied on SAP
MaxAttention services to safeguard
our global ERP rollout and minimize
risk.”
Marcus Cotes, Head of Global ERP, Vodafone
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Company
Implementation Highlights
•	Name: Vodafone
•	Implemented ongoing, phased, global
•	Location: Newbury, United Kingdom
deployment of central installation of SAP
•	Industry: Telecommunications
ERP – on time, within budget, with good
• Products and services: Retail and business
end-user acceptance, and without any
telecommunication services
rollbacks of project scope
•	Revenue: £44.47 billion (about €53.25 billion) •	Implemented approach allowing multiple
•	Employees: 85,000
vendors to work together on the program
• Web site: www.vodafone.com
across the globe
•	Successfully mitigated project risk via rapid
Challenges and Opportunities
and effective technical problem resolution
• Centralize procurement to aggregate
by trusted experts
buying power, negotiate lower prices with
suppliers, and share economies of scale
Why SAP
• Unify and standardize operations globally
•	SAP is a trusted partner
within human resources, finance, and
•	SAP MaxAttention is complemented by
procurement for more efficient operations
SAP Product Support for Large Enterprises
and increased competitiveness
services, enabling comprehensive support
• Quickly generate accurate, consolidated
and minimizing risk
financial reports
•	Flexible service delivery options are available
to meet changing business needs
Objectives
•	Set up shared services organizations
Benefits
to fully leverage new enterprise resource
•	ROI realization within 2 years of the
planning (ERP) software
SAP ERP rollout
•	Roll out the SAP® ERP application globally
•	Establishment of an award-winning
• Mitigate significant business risk due to
Customer Center of Expertise location,
project scope and complexity and ensure
lowering operational costs
good integration globally by engaging SAP
•	Successful, centralized management and
experts
coordination of a global team of system
integrators and other resources for effective
SAP Solutions and Services
cost and scope control
•	SAP MaxAttention™ services
•	Significant performance improvements,
•	SAP ERP
including reducing processing time from
•	SAP Solution Manager application
10 minutes to 10 seconds during data
management solution
extraction from SAP ERP to business
intelligence tools

Vodafone is the world’s leading mobile telecommunications company, with
a significant presence in Europe, the Middle East, Africa, the Asia-Pacific
region, and the United States. “In 2006 we embarked on a global business transformation initiative to unify operations and centralize procurement,” states Marcus Cotes, head of global enterprise resource planning
(ERP) at Vodafone. “To support our strategy, we needed a single, global
instance of the SAP ERP application. We relied on SAP MaxAttention
services to safeguard our global ERP rollout and minimize risk.”
New Opportunities for Global
Operations
Vodafone’s senior management team
embarked on this large-scale business
transformation initiative because of challenges resulting from the company’s
rapid growth. As the company grew –
and competition intensified – it needed
to operate in a more efficient, unified way.
“Our board and shareholders wanted
to see greater consistency across the
subsidiaries that make up the Vodafone”
explains Cotes. “For example, procurement was handled locally. By centralizing our buying power and supply chain,
we could negotiate lower costs with a
smaller number of suppliers and share
the economies of scale across the
organization.”
Management also saw the opportunity
to replace its locally driven finance and
human capital management processes
with shared services centers that could
streamline processes and support the
entire business. “We wanted to be able
to share data across all markets and bring
in more consistent processes, improving visibility and control,” notes Cotes.

“We needed a common, unified, and
up-to-date view of the data in these vendor systems so we could make more
informed, timely decisions.”

Making the Case for SAP®
MaxAttention™ Services
Operationalizing this business transformation initiative would require embarking
on a complex, large-scale, global software deployment with an aggressive
deadline – something that the Vodafone
ERP department had never done before.
“We assigned significant resources
within Vodafone to work on this project
and invest in expertise for system integration,” explains Cotes. “Given the size,
scope, and integration requirements
of the project, and the significant investment involved from an IT perspective, we
needed to minimize our risk profile while
at the same time set up an end-to-end
support model that would allow the systems to be operated efficiently.”
To address this need, Cotes chose to
combine SAP® MaxAttention™ and SAP
Product Support for Large Enterprises services, giving Vodafone a comprehensive

level of customer care. Through a longterm, collaborative partnership, the dedicated SAP MaxAttention team tailored
support services to address Vodafone’s
unique needs. Services included on-site
expertise for immediate response and
continuous optimization; strategic engagements for ongoing co-innovation throughout the project; and sustained, executivelevel communications based on a jointly
determined balanced scorecard that
tracks engagement progress.

Mitigating Implementation Risks
The SAP MaxAttention team helped
Vodafone mitigate project risk every step
of the way. Over the course of the multiyear engagement, the company’s IT
department and the SAP team had regular
steering meetings, where they assessed
upcoming project plans and identified the
relevant SAP service requirements. Initially, the SAP team was focused on setting up the overall project structure and
the organizational structures for the new
shared services models, as well as creating a system of governance. It also helped
the IT department adopt Run SAP methodology standards so the company could
safely roll out SAP ERP.
The SAP team then focused on the
first three country rollouts in Germany,
Hungary, and India, including the shared
services centers. “The SAP MaxAttention
team helped us avoid problems by advising us early on in the process and sharing insights and best practices,” notes
Cotes. “And if issues did come up, we
always received the right level of technical assistance to address them quickly.
We simply couldn’t afford delays.” Specifically, the SAP MaxAttention team provided

“We think of SAP as our independent, trusted advisor – and one of the key
reasons for that is because of the value provided by the SAP MaxAttention
team.”

Marcus Cotes, Head of Global ERP, Vodafone

a combination of proactive services to
help validate the technical solution and
identify risks and actions to address them.
Throughout the project, they also delivered premium, 24x7 prioritized responses
to technical problems.

recommendations reduced the processing time from 10 minutes to 10 seconds
during data extraction from SAP ERP to
business intelligence tools – a significant
improvement. In the end, Vodafone was
able to avoid costly project delays.

The Value of On-Demand Expertise

The SAP MaxAttention team also
played a vital role in keeping track of the
multiple vendors involved. Cotes adds,
“It was very reassuring that the SAP
MaxAttention team quickly highlighted
areas where we were not following best
practices.”

In the course of the implementation,
Vodafone learned the value of having the
right experts available at the right time.
During the rollout in Germany, for example, the team needed help solving some
performance issues. It leveraged an
expert-on-demand service from SAP
MaxAttention, whereby a team of senior
experts was flown in to resolve technical issues. “The team did an expert job
in addressing the issues quickly,” says
Cotes. Near the end of the rollout in
Germany, the implementation team foresaw unavoidable delays, so it brought in
the SAP MaxAttention team to provide a
high-profile, on-site war room service. “We
engaged in an intense problem-solving
process over a four-week period with a

Optimizing Software and Processes
The SAP team also advised Vodafone
on ways to get the most out of its SAP
ERP application. For example, before the
rollout of the solution to a new country,
the SAP MaxAttention team performed
a technical integration check. The consultants looked at the implemented system
from a business perspective, analyzed
the system setup, and recommended
changes that were prioritized as high,

“Based on our positive experience, if you are implementing a new large-scale
SAP solution on a global basis, there is definitely a business case for investing
in SAP MaxAttention services.”
Marcus Cotes, Head of Global ERP, Vodafone

senior consultant from SAP,” explains
Cotes. “He analyzed the work to date
and worked with the team to come up
with every possible recommendation to
overcome the challenges. For example,
they detected 29 performance issues and
provided recommendations to address
them.” On another occasion, one of the

medium, and low. Explains Cotes, “Each
report included 10 to 20 recommendations, which we acted on so that the
final production environment for SAP
ERP could handle real-world workloads.”
As each country-specific rollout was
completed, the SAP MaxAttention team

also advised Vodafone on how to use the
SAP Solution Manager application management solution to optimize and manage its new SAP ERP solution. “Based
on their advice, we began leveraging functionality for root cause analysis, business
process monitoring, documentation management, change request management,
and more,” adds Cotes.

Collaborating with SAP to Establish
a Customer Center of Expertise
Vodafone is collaborating with the SAP
team to establish shared IT operations
services centers and plans to earn the
advanced certification as a Customer
Center of Expertise location – an accreditation shared by only a few companies
worldwide. “We wouldn’t have known
about or achieved this certification without the help of the SAP MaxAttention
team,” explains Cotes. “We’re implementing best practices supported by SAP to
optimize the effectiveness of our IT operations organization, processes, and tool
sets to run a global SAP enterprise software system across many countries.”

Realizing the Benefits Now – and
in the Future
The business case for investing in this
initiative promised a return on investment in just two years, and Vodafone
is on track to meet that goal. States
Cotes, “We’ve successfully delivered
all implementations on time. Given the
scope and complexity of the project,
this is quite an achievement.”
The SAP MaxAttention team is now
helping to complete the rollouts in an
additional eight countries in 2011, as

www.sap.com /contactsap

well as advising the IT department on how
to further increase process and system
efficiencies. For example, the IT department wants to do more with SAP Solution
Manager, which Cotes views as a fundamental pillar for effectively managing global
IT operations.
“We think of SAP as our independent,
trusted advisor – and one of the key reasons for that is because of the value provided by the SAP MaxAttention team,”
concludes Cotes. “Based on our positive
experience, if you are implementing a new
large-scale SAP solution on a global basis,
there is definitely a business case for
investing in SAP MaxAttention services.”
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