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Detailed images of the relevant process motor diagrams

analysed in Chapter 8:
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Figure 8.68: Project blueprinting: identified event progression mechanisms.
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Figure 8.74: Project Realisation: identified event progression mechanisms.
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Figure 8.81: Transition and final preparation: identified event progression mechanisms.
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Location: Corporate headquarters/ Date: 20" January 2010/ Duration: 45 mins.

Interviewee: Tommy Walsh, Chief Financial Controller, NOVOCORP.

Colour Key: Interviewer / Interviewee.

Just as an introduction, | just wanted very briefly to ask you to talk about your
roles and responsibilities and what they involve in terms of technology and in
terms of the business strategy?

OK.
And how the two fit together?

I’'m the financial controller of NOVOCORP and the IT function reports directly to me
in AGOCORP. The overall group structure is such that we have one business unit;
NOVOCORP one business unit within the AGOCORP group. There is an overall IT
function within the group and it provides all IT services, it sets out a broad
framework for IT strategy within the group and for all business units that pertain
to that group. That function would be quite significant in size; it manages all the
hardware and software, all the major projects, all of that functionality and it sets
down the standards that we would apply to or comply with.

Here what we have in NOVOCORP some different, from a legacy perspective, we
have some separate systems that the group would not have OK, like some
accounting systems which are separate but generally we’d be on the same
platform, some server configurations, all of that.

It was deemed, maybe five/ten years together that there is value in having an IT
manager embedded in each business unit, who would operate in conjunction with
the overall group IT function, and in compliance with their standards but would
specifically set out IT strategies designed for the specific requirements of the
business unit and take those (IT) strategies which would be aligned with the
business unit strategies and implement them in conjunction with the corporate IT

function.

So, all leading back into this overarching IT Strategy?
Any IT Strategy; the Business strategy for the group is set, if you want to think of it

that way, is set periodically OK? That business strategy is set at a group level and
all the business units feed into it and it is set. Each business unit gets into specifics

Research Audit File, Interview 1. Page 1 of 16



about what its business unit strategy is, and sets out a long-term strategy for itself
with maybe 5 or 6 key strategic objectives. Those objectives are business focused,
not service focused, business focused (emphasised). Out of that business unit
strategy, the IT strategy would be developed in conjunction with and iteratively
would support or take cognisance of the business unit strategy. So, it’s a bit of a
chicken and egg (situation) because the thing keeps iterating. Your IT strategy is
iterating, your business strategy is iterating so they’re feeding each other OK, but
they are always clearly linked. The group IT strategy is derived from the business
strategy and then there is an IT strategy for this unit which the (NOVOCORP
Business Process/IT Manager) has set up. It would clearly take cognisance of the
business unit strategy and the IT strategy was approved by the executive director
of this business (unit) and all of the line managers so it’s inherently linked to and
grounded in the actual business strategy and is signed off by the director and
myself and the line. So, you have integration of IT and Business strategy.

Now, it is revised from time to time and directions may change but it is inherently
linked. Equally, before the IT strategy was signed off, it was agreed with the
corporate IT function; before it was signed by our director in the office next door, it
would have been signed off by the corporate IT function, saying “Yes, that is
consistent with the goals and objectives of the overall IT function; it is consistent
with our policies and procedures, it is consistent with what we believe to be the IT
direction of the company; Go ahead”. And there would be a nod on the document
saying “I am happy with that” (from the group level), so we’re not outside the
camp in any way; we’re not trying to create our own republic. And, that’s the way
it works.

That strategy then is iterative and once a quarter, the BP/IT manager reports to the
SMT (Exp: Senior Management Team) on the performance of the strategy, where
she is on the strategy, what needs to be changed about the strategy and
specifically, there would be a project dashboard and she would report on specific
projects that would be the embodiment of the strategy, OK? So the strategy would
be embodied by a number of projects, but also a number of service delivery
objectives and standards and effectively she would report on a quarterly basis on
all three of those if you like. The focus tends, as you would expect it to be on
projects, specific projects that would embody the IT strategy that would enable the
IT strategy but also specifically in the last year would have focused on service
delivery as well. About, for instance our managers in the construction side (Exp:
construction of zzzzzzz) or in far flung places cannot get access online immediately
to draw down design documents. Were (/naudible) servers where you’d go in over
remote working and it was causing massive problems, and that fed up to the table
here where the SMT would meet and it became an issue. Now, that always part of
the BP/IT strategy but that was pushed forward to say “we’re not getting where
we’d like to be on this strategy or that objective of the strategy and it needs
attention”. So, specific attention was given to that and a very senior manager was
put on managing that then to bring it back in line to where we’d expect to be..
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So, a senior manager was needed to see it through...

Yes, it was always in our strategy but it was interesting, it wasn’t getting to where
the business needed it to get and was getting undue attention in my view right? It
wasn’t the biggest issue in the world but loud voices were shouting and it was
confusing and colouring our real strategic objectives.

It was becoming a kind of IT “Elephant in the room”.

Yes, (people were saying things along the lines of) I'll talk to you about those
projects when you talk to me about (this) service delivery issues. And to be clear,
the BP/IT manager’s Job in that is to facilitate some of the specific end-user issues
in terms of specific business unit issues but a lot of the other times, it’s really to
create the communication between the business and the ICT corporate function.
That’s her job, to insure those businesses (Exp: activities within AGOCORP) don’t
do anything stupid in terms of standards or procedures or proper governance and
that she’s at the cutting edge of what the business is trying to do. She understands
it (the business) implicitly, she’s on most of the project boards and/or some of her
staff is, and it’s guiding it (the business unit IT strategy) all the time back to ICT
(group IT strategy).

And in a rare occasion, she’ll say that’s not good enough for ICT or that standard
isn’t good enough; you need to move away. So, that kind of gives you a back-d rop
as to how the IT strategy works here. We're very lucky here as for all things,
strategies are fine, but you need people to implement them. We have a very
strong IT manager and she drives it. And, we have a director (head of AGOCORP)
who is focused on procedure and policy and he’s very focused once a quarter they
(the quarterly IT updates) are in the diaries a year in advance. Once a quarter, we
spend one hour on IT strategy; where are we?; what did you say you’d do?; why
are we doing this?; and there’s a review. So BP/IT manager has to come in here
and sit in front of the SMT and explain where she is (in terms of IT strategy) and
the director of this business worked in IT twenty odd yours ago, so he’s not..

He speaks the language.

Well, twenty years ago, but he’s not alien to it and he understands it and what’s
required at a broad level. So, we are lucky. There’s quite a structure put into it (the
business unit IT strategy). There was a document issued and it was reviewed and
there are ongoing formal reviews...

So, it (business unit IT strategy) stays topical and purposeful?
Yes, it does. We're undergoing quite a bit of business transition at the moment and
IT is seen as a clear enabler so that kind of keeps the profile up. People are clear

that this is actually important in getting where we need to go and if we drop a ball
there...
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The knock-on effects will be felt quite clearly.

Yes, but five years time will it be quite as important? I’'m not sure it would to be
blunt now...

Do you mean IT or...

The IT strategy might not be as important. We’re in massive transition now,
moving into new business areas so a lot of our systems need to be changed so the
IT strategy, everybody is aware it’s quite an issue.

Why so you feel then that it won’t be as important potentially?

Well | think once we’re in a stable business, once you’ve got services operating,
why would you get managers who are overrun with issues (involved)

You see IT becoming a “So what” issue?

Well exactly, (managers will be saying) you're doing it well; why do | need a
strategy? Right now, we need a strategy because a) things aren’t what we’d like
and b) this company has serious development objectives and IT is a big enabler in
meeting those objectives and the managers know it. We have three or four big IT
projects coming; we have service delivery. We’re a consultancy business; we can’t
have service performance not being at the level that it should be with consultants
not doing what they should be doing.

So, it’s a critical support at the moment?

Yes, but again to be blunt, you can write all you like about (strategy) but at the end
of the day, this comes down to people, the commitment of people. BP/IT manager
is, we are very lucky, there are strong IT people and AGOCORP apply procedures; it
has rules, regulations, standards, policies, documents; a lot of the IT people have
grown up through twenty years of that. They’ve made enough mistakes to have
learned from it so you don’t find, what you find is like BP/IT manager is a seasoned
professional, so we’re very lucky to have her and she applies massive energy to the
job. Five years on, could | guarantee we’d have another BP/IT manager, then no; if
I had someone 20% less, would the IT strategy be 20% less? I'd say it would be 50%
less. So, we can tell ourselves we’re reasonably happy now. Would | get confident?

No.
Is it (the IT strategy) very people dependent than?
No, the business keeps changing. Procedures are procedures are fine, but you need

energy to enable a strategy; you need people who can envision things to make a
strategy, to make it work. BP/IT manager has that. We’re lucky; we have a strong
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SMT who believe in it (the IT strategy). Some of the managers around the table
have actually managed the corporate IT function and then you have a director who
understands the function, so there’s a lot of literacy around the table. Some of the
IT managers have managed IT projects themselves so she’s not coming into a
barren wasteland, she’s coming into people who are ready.

No real IT “heretics” then?

No, but there would be very strong debate now. Sometimes, they wouldn’t agree
with some of the (IT) systems, wouldn’t want them and would argue very cogently
about why that (system) isn’t a good idea. It can actually be unhelpful to have
informed people actually because. Well, | wouldn’t say unhelpful but initially it is
(unhelpful) but ultimately it is quite beneficial as they will push you; why exactly
do you want that?

Critical then for (system) justification?

Yes, for instance the group was on SAP and the business managers asked to see the
business case for that, even though it had been discussed at a strategic level and
we’d convinced ourselves. They wanted to see in each individual area, even though
it wasn’t coming out of their budget. They wanted to see the business case for it
and to be signed off on it, and that happened. And the NOVOCORP Director had
signed off on it in his own way and | as financial controller had signed off on it as
well. But each individual area wanted to know that this was OK. That’s the kind of
challenges you get as in “That’s OK for you, you’re the director, but we still want to

be happy”.

They’re coming at it from the ground level perspective then?

Yes, that creates commitment so we’re lucky. What I’m trying to convey to you is
you can have all the policies and procedures, but if a couple of key people left,
then it (the IT strategy) would take a hit. Would it be irreparably damaged? Maybe
not, but you’d have to be very careful around people and IT strategy.

So you would think IT is generally perceived as a strong means to a desired end?
Once that end is achieved, then it would be less significant and fade a bit into the

background?

Yes, well you see the thing is since 1999 the levels of IT spend in AGOCORP has
grown exponentially. It’s got to the level now that it's at, due to the amount of
change within the (utility supply/consultancy) industry. Across the industry, there
was virtually no IT spend in 1999 or very little, but we like the industry have grown
in this time and we have a lot in front of us again as the market keeps changing.
There are a lot of new challenges and industries. I’'m not saying to you that the
emphasis will fall off IT strategy. What I'm saying is that it takes personal people
commitment and people skills to keep it alive. You can write all the documents you
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like and have the diligence of doing that but unless someone lives it and brings it to
life every day, and is consistent about applying it, it won’t happen. We’re lucky
now to have people in place who a) deliver that and b) support it. Of course, we
continue to try to do that but | still believe that you are dependent for an IT
strategy on four or five people having the vision and working with others to make
it happen.

Could you describe in your own words, what you feel the IS strategy and the
business strategy of the business/unit is what the differences is and if there’s any

difference between them?

Well, the business strategy is really a growth strategy. So we have to optimise our
business in our existing market, grow into a new market which is the UK and we
have to optimise specific commercial opportunities that come up. It’s quite simple
really. We have to make as much money as we can out of this market while
complying with all the regulatory requirements and competing which doesn’t
mean scalping the customer; it means actually being competitive. We’re at the
competitive end of the business now so we complete a lot with (...) we supply
power in Ireland here but we don’t supply it to you (Exp: domestic consumer) we
supply to industry but we’re not allowed compete. The industrial utility market in
Ireland is extremely competitive and people bid every year for the contract. We
bid with them but we’re in that industry and we compete in that industry and
that’s where we make the vast bulk of our money; the existing Irish market (in) the
industrial sector. NOVOCORP not in the domestic sector — that’s AGOCORP over
there (gestures in the direction of AGOCORP HQ) and we’re separate to that. So
we compete in that area and it's hugely competitive; there are a lot of new
entrants so our strategy is to effectively optimise our position in the home market
(but) the home market is declining. We need to grow in other markets, UK markets
and others that we’re unfamiliar with. So, if we don’t grow there, we’re dead
effectively or we’re not going to grow at the same pace. | suppose we’ll decline or
there’s a risk we’ll decline. And so thirdly, | suppose to optimise any commercial
opportunities that we would see outside off those two (Exp: UK market and
Industry supply). We have a zzzzzz in aaaaaa called a tolling model which we would
do again. So we have three opportunities; Ireland, UK and another like that.

What do you mean by a tolling model?
It’s where we would build a power plant but we basically are paid to run the
engine if you want to think of it in that way. We build the engine, we operate the

engine and we maintain and repair the engine. We’re paid for keeping it going. We
don’t buy the fuel to run the plant and we don’t sell the utility.

Almost like caretakers?

Well, we pay the A or B million or whatever it is to build the thing (i.e. zzzzzzz) and
we’re contracted to be available. The toller buys the fuel and sells the utility so
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there’s a lot of risk there in all the fuel and utility. But, most of the profit is in those
areas (not running and maintaining the zzzzzzz). So, it’s a low profit business but a
very risk-free business for us. If we can get those kinds of opportunities again, we’ll
take them.

So, it’s (the tolling model) a reliable source of revenue...

So our job, so yes, if we can keep it up and the engine running we make money.
And, we have done a couple of those up to now and if we see a couple more
opportunities like that we would do it. So, they have been very successful for us in
the past. So our IT strategy effectively is to enable the business units’ strategy.
Now growth is across all the business units, except for the domestic market where
growth is declining slightly. The nature of the Irish market is such that it is changing
significantly. The IT requirements, the way the business interacts has changed
significantly. So, a principal element of our IT strategy is to ensure that the major
enabling systems are in place to support that business. So, for instance we have an
ETRM system; | don’ know if you know what an ETRM system is?

No.

An ETRM system is an Energy Trading and Risk Management system so it’s buying
and selling gas and utility but there’s a specific systems for this. And because we’re
going into the UK (Market), this is quite a complex piece of IT. So, one of the key
aspects of the IT strategy is ensuring that we have the framework and the enabling
tools to effectively operate in the UK and Irish Market. So, that would be BP/IT
manager understanding where the market was going and ensuring that we had the
necessary (IT) tools to compete in that market. The next thing | suppose that we’re
very heavily focused in on in terms of our IT strategy is our SAP project. Because
the group (Exp: rest of AGOCORP) is on SAP and we’re not, it is causing untold
difficulties.

So, all the rest of AGOCORP is on SAP except yourselves?

Yes, 85/90% of the entire organisation is on SAP; AGOCORP International business
unit is not; it is on AGRESSO. So we’re moving to SAP. It (AGRESSO) was causing
huge problems from a support point of view, from an integration point of view,
from a cost point of view. So one of our key IT strategies was integration; we were
going to integrate fully with AGOCORP. We were going to become more consistent
with AGOCORP policies, procedures, standards and systems; this was one of our
more immediate aspects of our IT strategy.
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Was there a lot of downward pressure (from AGOCORP) to implement?

Mmmm (PAUSE TO REFLECT). Being honest, the Chief Executive (of AGOCORP) has
said publically that we are going on SAP ever before we (in AGOCORP) developed a
business case. There was a clear commitment that it was going to happen, so make
it happen. That was the first thing. The second thing | have to say (PAUSE) was that
we would have had, we were delighted in one respect that he said that. In other
respect, we were saying “well fine, we were doing it anyway”. BP/IT manager had
her strategy, we had worked very diligently in the business to get all the managers
happy that we were doing this. It was difficult now as they have AGRESSO. They
see themselves as different (from the rest of AGOCORP). We're in a different
building. It’s almost an identity badge; we’re different, we’re not on SAP.

So, was AGRESSO a popular system?

Mmmm (PAUSE TO REFLECT). It’s pretty popular, yes. It has grown in mythology as
popular. I’'m not sure it’s as strong as people thought it would be but it has
performed well for us.

Is it accepted?

Yes, it’s reliable, we’ve never had an issue with it and it’s low cost in some
respects. But, it’s causing us integration problems. The (AGOCORP) business world
is becoming increasingly integrated and it’s become a major problem for us now
that we’re not on SAP. It’s become untenable. One of the key aspects of (IT)
strategy was to ensure that that (SAP) would be put into place and that has been
done (Exp: the strategy, not the system). The other aspect | suppose was a lot of
the finance managers currently in NOVOCORPwere in AGOCORP and have used
SAP including me!

So, there was a strong human driver for it (SAP adoption)?

So, | would be very focused on SAP and would have seen the value of it. So a lot of
the key change agents in the finance function certainly would be very strongly of
the view that we should be on SAP.

In terms of the Senior Management group (within AGOCORP), who (Interviewee
stated earlier) have a high level of IT experience; what was their feeling on SAP?

Varied. We did a lot of change management stuff before the project was ever
brought to business case stage. The entire management tier (two levels below the
director) was brought into a room about a year ago — the actual project is starting
now. | thought the definition of success was at the end of the meeting was one of
the most senior managers said to me “Listen, don’t brief me on this again; | know
we’re going on SAP, just go on and do it”. | thought ‘Great, no more
communication required’. A year ago or even previous to that, | would have
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thought that much more communication required. Now, maybe he’s just beaten
down or maybe (LAUGHS) he knows what way the wind is blowing. He just said to
me, “Don’t waste your time communicating to me anymore”. Now, he’s a senior
guy, a guy I'd respect very much and he said “Look, get on with it and don’t be
briefing us anymore, tell us when it’s going to happen and get on with it”. And,
that’s what we’re doing.

Back to your original question, it is the enabling of the strategy as in growing our
business around trading (Exp: via the ERTM system) and SAP will be another key
project for us. Those are the two main projects and they would have been
envisaged in our strategy. The next thing to consider was to ensure proper
governance around all our IT projects, big and small. So, there would be a whole
governance part of our strategy to say “We will deliver projects to a standard,
(OK), all our projects would be to a standard, there would be a project board, there
will be benefits realisation, there would be start to finish per item BPIDs (Exp:
Blueprint Phase Implementation Directives), there will be all the discipline”. BP/IT
manager (BP/IT manager) used to be in governance in IT (in AGOCORP) and it’s in
her background. So, all our projects ranging from maybe 250, 000 (Euros) to 20
well, Z Million, coming soon, there will be a project board.

| was actually at a project board meeting for the SAP project yesterday and on the
project board there were three people from my level, a representative from the
centralised IT function BP/IT manager, the group financial controller as it is a
group project and a group interface as well and a representative of the project
(Project Manager). So, there would be quite a lot of seniority at the table and
you’ve very strong structures. At that meeting then, the project manager who is
Thomas was grilled; ‘Tell me about the change board’, ‘Tell me about the overall
structure of the project’. So quite structured and the whole project governance
was emphasised;

‘We have to have that’. Now, that sounds very little but | tell you, BP/IT manager
has an “in” on every project here and it has worked really well. She has brought a
discipline to success that has been massive and that certainly was not there prior
to the strategy. The strategy was clear (TAPS TABLE FOR EMPHASES); “We are
going to enable these change projects but we are going to do them in a governance
fashion”, strong governance in all our projects.

The third part was (Exp: first part the SAP, ERTM systems, second part the greater
governance controls) there was going to be service improvement in the quality of
services provided outside (by AGOCORP IT department) and this was focused on
service delivery and a definition of what those services should be. Because, a
question you can continually ask yourself is if we have a corporate IT function that
deliver all of the services, it should be IT light in the business unit (AGOCORP). It
should really be strategy driven, be enabling projects as close to the coalface.
Doing IT stuff should be low or people will begin to drift away and do stuff
themselves. So, a question that BP/IT manager is continually asking herself is ‘Why
are we doing all of this?” Now, we have to have some people here because of
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AGRESSO that’s specific to us and there are one or two things that we need. The
service thing was probably at the back-end of strategy and why? Well, because it is
(EMPHASIS) and is probably the unsexy side. If it goes wrong though, you’ll get
people round this table (Exp: interview took place at SMT meeting room) very
agitated. Like, if Microsoft Outlook goes down for two hours, the impact on
productivity in the business is massive, massive (EMPHASES). The complaints that
will come and the derision that will come at BP/IT manager, her strategy and all
this other stuff (;) suddenly people are doubting her and saying ‘What are we at
here, why isn’t this working?’ So, she had to make sure that service provision was
improving. Now, | would say we had a slower start on the implementation of that,
but in the last year, BP/IT manager has taken on eight or nine critical sub-projects
on service delivery, put a project manager in place, told her she had seven months
to resolve the issues. Now the seven priority (service) issues, there could be 27 so
we had to set priorities. What are the seven things that are causing most agitation
at service improvement and we nailed them, OK. And, that is in a much better
place now, but it’s something you need to keep managing. | think the whole
service improvement aspect of the strategy, though probably not emphasised at
the time either has stood us in good stead.

The fourth aspect of it was to envisage the future and BP/IT manager has done a
lot of the work around envisaging the future and rather than the business telling us
(...) how can | put this? | haven’t always been in finance, | went to Business in
AGOCORP and became a General Manager, managing people kind of thing and
then back into finance and when | was a General Manager, | would be involved in
implementing IT systems on SAP. One of the things that worried me was, you go to
the IT centre or the service centre, to the professionals and say ‘Tell me what’s
best practice?” They’d say ‘That’s not my job, that’s your job’; now, | don’t know
what SAP can do.

Are you telling me that | have to go plough a furrow here and find out? Go to other
companies? But that’s exactly what it is, you, the business have to find out and |
always found (....). Well, to be fair that’s not strictly true as there are three or four,
would | would say “visionaries” in AGOCORP group, guys who | think are amazing
people and | worked with a couple of them over a period of time who will tell you
‘This is the direction, this is where you should be going’. Those people are sought
out and they are busy men and they’re highly prized, because they can see the
vision, they can know and as well as that, they’re very close to SAP and go to every
conference. They could tell you exactly what’s going on and to be honest they're
techies, they love it and they will explore it and figure it out for themselves. A lot
of them are business back-based (Exp: have a business background) and are
business guys going into IT from a business perspective. But, they can know come
back and say ‘Have you thought of this, will you do this etc”, which is brilliant, gold
as far as I’'m concerned.

So, BP/IT manager has done a lot of that in the last year. She has re-questioned the
strategy and ‘Well, what could we be envisaging?” not just following the business
strategy but to lead and that has been greeted with a lot of enthusiasm. | have to
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say, that | was a bit worried for her and worried for me initially. She went to
Microsoft and said ‘Show me a vision of the future; what do you think is possible’.
Now, remember we’ve people all over the world. OK, not many, most of our staff
is in Ireland, although they can be far-flung. You could have a couple of hundred
people. So, the question of remote working, the question of end-to-end immediate
access, using your mobile phone, like people being able to sit here (..)..S0 what she
asked Microsoft to do is to work with her and show her a workplace of the future;
‘What could this be like?’ and in fairness to her, she brought it back to a number of
the business people and said ‘Look, here’s what’s possible, does this look remotely
interesting’, not to the SMT now, but to serious punters within the business as in
‘Does this have any grounding in your kind of world or would it do anything for
you?’ or ‘Help me define; if | showed you something, could you tell me how it
could help your business’, not on a back-end basis now but more of front-end,
nothing to do with servers or any of that kind of stuff...

More like a user-led strategy?

A user-led strategy effectively, so she got a lot of input into that, | must say and
was told to get hopping (as in move forward) on some of it and then to refine it
another levels, and she has come up with this very neat vision which is very
demanding now on the IT function in terms of what is possible, like the WEBX
application, which is very simple, like we would be able to record our time sheets
by our mobile phones, we would be able to have active conferencing where guys
could actually have their own whiteboards at a meeting. During the meeting,
they’re all white-boarding and at the end of the meeting, it’s agreed and it’s sent
to whomever. They’re white-boarding as they go, they can record safety incidents
on their mobile phones and upload them to safety systems. Its real time
elimination of travel effectively, end-to-end conversations and trying to do that.
She gave a presentation to all middle and senior managers in NOVOCORPabout
two months ago, about 80 people and very well received. She said ‘This is what’s
possible’. Now, in fairness, she went back to (Corporate) ICT, the manager of the IT
function, the head of the IT function in AGOCORP and said ‘Here’s what where
thinking about doing, would you be interested or are you consistent with this?’ and
their IT architect would have been in the room. And, they’re very supportive now,
they say ‘Yes, we can do this’. ‘There’s some of what you’re asking is too far out for
us, it’s going to be difficult’”. What we would have said to them (I was at the
meeting with BP/IT manager) was ‘We want you to think within the art of the
possible; we don’t want to breach your procedures, but we don’t want to hear
about some punter, 25 levels over there is minding his patch, and isn’t doing it. We
want you to think, this is where we’re going, can we go there?’

| have to say the interaction back was very good and again (sotto voce) that's
because BP/IT manager works with the ICT function and they trust her. They know

she’s not going to break any procedures.

Her strong governance role again....
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Yeah, she would have spoken to them before we ever showed anything. Before she
ever spoke to the NOVOCORP managers, she had spoken to them (Corporate ICT
function) and agreed with ICT that it was OK to do that presentation. There was
nothing inappropriate there and they were OK with it. Now, there was a few
wrinkles like ‘Why is she doing this?’, but she managed that very well. And she’s
got to the stage now, where she shows 80 managers what’s possible now. The next
time you stand up in front of them, they're going to say ‘Show me the money’.
‘You showed me the goodies, you’ve shown me the sweet shop, | want the
sweets!” ‘Don’t be telling me the sweets are not in the jar, cause | saw them!’. But,
she did a fantastic presentation and has done a lot of envisaging there that we
didn’t originally see in the IT strategy. So, the last aspect of the IT strategy was
compliance, compliance with standards, compliance with governance, not just with
governance of projects, but the AGOCORP standards. So, we have had a server
consolidation project. We’re not even thinking about non-compliance with that.
The situation is: we are complying (EMPHASIS). We are complying with everything
(EMPHASIS). So, standards and procedures are to be complied with. That was not
always the case in AGOCORP; we were different. What we have done in our IT
strategy is to have brought ourselves aligned with all IT policies, and ensure we will
have best of breed as defined by corporate IT. If there are exceptions (in
AGOCORP), we will go and talk to IT about them, we agree them with them. We
don’t go off and run off on our own and one of BP/IT manager’s jobs is that she is a
policeman, she has to make sure there’s no ‘We’ll just put in that little server for
that application, don’t mind that now, it’s grand’. That just ends up in a calamity.

Start getting variations from standards...

Yeah, next thing it’s not backed up and it’s not a proper (system) and you get into
all sorts of messes. BP/IT manager’s job is to, and this is not an inconsequential
part of a job is to ensure ongoing compliance with AGOCORP standards and
procedures and that we apply those standards and procedures consistently, and
we feed into them. Once a quarter, they have a, I’'m not sure what you call it, I'm
on a (different) corporate IT strategy, and well it’s not a strategy...

Like an IT steering group almost?

Yeah, I’'m on it, BP/IT manager’s on a (different) IT one and in that the IT architect
brings all the IT managers together once a quarter to talk about IT issues, the
implementation of their IT strategy, the implementation of projects. Their
managers’ then meet once a quarter, where the head of the corporate (AGOCORP)
IT function and people like me from each business unit are there and it works very
well. And (PAUSE), you have diverging views and you’re hearing stuff from other
business units. | wouldn’t have a clue about it, 'm not particularly interested in it
but the ICT function are convening it and what they’re trying to do is apply
standards. They want to make sure everybody is doing the same thing (from a
governance perspective) and there are templates. You have to report on your
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project performance to a required standard. So, all your projects are listed, what
you spend, there’s colour coding (red for danger etc), a project dashboard. If
you’ve to explain that in front of others, and there’s ten columns and whether
you’'re green, red or amber for every project. So, there’s a discipline and you know
how every project is going. That was really the last piece of the strategy, which we
would comply more with governance and | have no problem with that.

In terms of the history of technology, and how it’s linked to the business strategy,
how would you feel when you look back over time, do you feel it’s been generally
successful or if things haven’t gone well, what would you feel would be the main
reasons why in terms of the alignment of strategy?

When you say the alignment of strategy, do you mean, what’s your question |
suppose?

Just in terms of the organisational history of IT, would you feel the IS strategy has
always been aligned with the business strategy and reflected the needs of the

business?

Well, the IT strategy has to be signed off by the business line managers, so
inherently it’s linked. It cannot exist without the business line manager signing it
off and the director here (of AGOCORP) signing off. So, that’s the first thing. The
second thing is the (IT) strategy can change, it can be delayed. Take SAP, one of our
key enabling projects; it got delayed because other projects got delayed, not of our
making. We need corporate IT to help us with SAP; so their work program changed
so our program had to change. So (the IT strategy) is a living breathing document.
SAP had to go live for us at year-end (31°" December 2010) so if we miss that slot,
it’s a year delay. That was taken very seriously here. The head of (corporate) ICT
came into this room and explained to our director, why the schedule was missed.
Now, we hadn’t spent any money...

Threw your scheduling back...

It was way ahead (of start date), well before we were due to mobilise but he was
able to see far enough ahead to be able to say ‘You’re not going to be able to go on
the schedule that you want, you will have to push it back’. But, he gave a
commitment that our project would be prioritised in a new timeline and that’s
what happened. | accept we can have delays and | can understand that. They had a
big project in IT that had to be done in a different way and we just had to take
account of that. Now, it didn’t cost us anything but it just delayed the strategy and
it was frustrating. But, | haven’t seen any indication of non-compliance in the
strategy yet.

Now, | would say that some things in the strategy are more important than others

and to be honest the performance stuff people get stuck in...To be honest, what
you find in IT is a lot of whinging. There’s a lot of business managers will focus on
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the day-to-day and they’ll give that (their attention) and rightly so if you can’t work
for three hours, that could affect thousands of staff in this building and the
productivity element of that would be massive and would cost the company a
fortune. But strategically, is that as important as making sure our major projects
get all our effort and the business can actually exist? Obviously, no. But (the service
side of IT) can be given an undue weight. Now, we have been lucky in having
addressed those (/T service) issues out of the strategy. They’re the same level of
frustration now around service delivery, it has improved significantly. Some of that
is by luck and to be blunt, some of that is BP/IT manager and her team coming in
and sitting by “Nellie”. Sitting specifically with the managers, the SMT managers
and sitting with them, as in ‘What is your issue?’ and those change or service
improvement projects we talked about, they were born out of BP/IT manager and
her team sitting with and work-shopping with people; ‘Hand me your list of your
top twelve (IT service) issues and we’ll solve the top six or seven and will
handle/gain cognisance of the rest’. That was listening. Did we envisage that we
would have to do that much work on service improvement when we started the
process? Probably not; we did realise that it was an issue but probably not that we
had to be there (involved) as quickly. So BP/IT manager had to be quick on her feet
in getting that done and she did it. So it’s (the IT strategy) not a straight line. Has
anything come up in our strategy that I’d say we haven’t implemented or that has
surprised us that we need to change? Not Yet.

So, you don’t have any real IT horror stories over the last couple of years?

No, genuinely no.

Do you put that down to your strong governance and procedures and there are
strong links (documentation, informal and formal lines (of communication))?

Yeah, | think there’s always going to be issues with (/T) systems; anyone who tells
you every system they’re going to implement would be perfect is lying. Because,
there are always a number of factors that go wrong. To date, in my time here for
the last three years, and before that there have been no major problems of an IT
nature on any project or on service delivery. We have been lucky, but you make
your own luck to some extent. We have strong IT people and the business has
bought into standards. To be honest this is an engineering business, and if you've
ever worked with engineers, they’d kill you with standards, there’s a procedure for
everything. There’s a procedure for turning on the light like, there’s a method
statement for everything. Method statements, structures, who's responsible.
Actually, the finance function would be a lot worse than that now. In dealing with
the finance function, they just want to do it. The engineering function must more
understanding of rigour and structure and planning and all that. Where the greater
risk with an engineering function is they’ll want the functionality. They’ll see ‘Gee,
this could really be important for us, or if we got that’. The risk is often scope creep
and that's something we’ve been lucky to avoid but we haven’t had major

Research Audit File, Interview 1. Page 14 of 16

17



problems to date. Nothing | ever been overly worried or concerned about, to be
honest.

Just to conclude, could you talk a little about your overall involvement in strategy,
how strategy comes out and how it’s put together, just to sum up?

OK, we've talked about (how) I’'m one of the senior management in NOVOCORP so
| would be involved in signing off the IT strategy at a very basic level. When BP/IT
manager was developing her IT strategy, she would have talked to me maybe three
of four times, for a couple of hours each time as to what would be involved in the
IT strategy. | meet BP/IT manager every week for one hour and BP/IT manager is a
disciplined lady, far more disciplined than | am in many respects. In that hour,
issues are iterative, she has an agenda and brings up issues at every single meeting
we go through it (the agenda). So, | would have had a strong input into the original
IT strategy. Before we would have gone to the SM (Senior Management) team, we
would have gone to the director and ask him ‘Are you broadly comfortable with
this? We’re not going to bring it into a room where you’re not happy, are you going
to be happy with this?” And he was happy with that. So, | would have spent on a
lot of time on the IS strategy when it was being developed. Sitting with BP/IT
manager and agreeing to it. Just the backdrop, where | came from was that | was
maybe five years as a business manager and would have implemented a number of
systems. And, | had a strong understanding of SAP which was a key part of our
strategy. So, | was in the middle of that anyway.

Also as you’re the financial controller...?

Yeah, I’'m financial controller now, so I'm responsible for SAP in my business
environment. So, even if | was never involved in an IT project, | am now as the
sponsor of the project. So that would have brought me to the table anyway. Now, |
would be very supportive of one best way. | was in shared services with the mined
using of SAP. You kill things first time up; IT is a massive strategic enabler of the
business so | would be very supportive of where BP/IT manager was coming up and
to be honest she did all the work like. Any of it, the documentation. The strategy is
effectively BP/IT manager’s strategy. She came up with it; all | would ever have
been doing would be advising her. Like, to be far, | would have been clear in
everything she was trying to do. | wouldn’t have been convinced of the importance
of some of it but BP/IT manager would have steered me right on that (LAUGHS).
So, it would have been quite involved. Again, quality of people (WHISPERING); she
has twenty years (experience), some of the people reporting to her are very
disciplined, they are good people, good with other people. They have strong...It
has got to the stage now at the SMT; managers will say ‘Get BP/IT manager
involved with that project’, even if it’s not an IT project.

Very strong on project delivery...
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Yeah, now she wouldn’t be responsible for project delivery but she’ll bring rigour
to it. She’ll ask the questions, she has that standard and we’re lucky to have her.
And her job is to train someone to be behind her because we won’t have BP/IT
manager forever. We need to make sure that we replicate BP/IT manager. Because
everyone else knows she’s good too and there are fishermen out there. So, the
reality of it is that there is a people aspect to it (/T strategy) and that’s as much as
50% of it.

Thanks very much, Tommy.

OK.
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Location: Corporate headquarters/ Date: 20" January 2010/ Duration: 34 mins.

Interviewee: Lorna Doone, Business and IT Process Manager, NOVOCORP.

Colour Key: Interviewer / Interviewee.

So Lorna, if we could talk first about the creation of your (Business Process and IT
Manager) role?

My role?
Yes, just how you came to be here in the role you currently occupy?

The (then current, now former) managing director of NOVOCORP and the SMT say
a need for that role in the first place (I suppose) and it was about really putting a
shape on IT across the organisation; defining an IT strategy for the company and
directing that strategy and putting IT governance in place also.

Was it or had it become the norm for the business units within AGOCORP to have a
BPIT manager?

Yes, at the point every business unit in AGOCORP had a BPIT manager role with the
exception of NOVOCORP. But in general, it had been more of an IT role than a BP

role.
Was there a pressure then to follow that template?

No; there would always be a pressure to adhere to the AGOCORP IT strategy and
there would always have been the perception that NOVOCORP didn’t. But, when |
first came over here (from AGOCORP) and began to look through things, | began to
realise that it wasn’t a case of that they didn’t adhere to the IT strategy; it was just
that the investment in IT had been so little... It wasn’t that there were a lot of IT
projects that did not adhere to the (AGOCORP) IT strategy; it was more that the
investment in IT had been so little. So, | wouldn’t really say that there was pressure
(with regards to) establishing the role; I’d say that there was a feeling was there a
need for the role.

Why do you think spend on IT had been so relatively little (in AGOCORP)?
It was always the objective of NOVOCORP to be extremely commercially aware

and as such to really focus on costs. IT was seen as a huge cost, a massive cost and
wasn’t really seen as an enabler and also there was no link between the drivers of
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IT cost and the business nor was there an awareness of what those drivers might
be. So, part of our IT strategy was to identify those costs and manage them down.
Yes, that’s the way it was.

In terms of your own role, how would you actually describe it as it is currently?

My role...my role is the Business Process (BP) and IT manager for NOVOCORP
spanning all business lines within NOVOCORP and | suppose there are three
aspects to it (the role). One is the whole strategic role, defining the IT and BP
strategy and overseeing their implementation of (those) strategies. The second
role is governance, IT governance, really making sure that we’re spending money
on the right things and that those investments are directly linked to business
strategies. And, when the money is being spent, that the (IT) projects, stay on the
rails and don’t become failures. Third, probably the most visible and what people
think my role consists of normally is the operational IT role, overseeing the IT
service provision from the central IT department (in AGOCORP) to NOVOCORP;
making sure the service provision is sufficient and working with the central IT
department to solve any issues arising therein.

When you say IT services, do you mean things like E-Mail, Internet?

Yes, nearly all our IT services are provided centrally. Very few of our IT services are
directly provided here by my team.

And you have a role to play when issues arise?

| have a service management role here around escalation. When a user here has a
problem, if that problem is not rectified quickly enough or well enough, or if they
don’t get the right kind of attitude when they’re having their service call dealt
with, we have an escalation process and an escalation point. We also monitor
service-level agreements and we have monthly service meetings with the

(corporate) IT department.

So, there is a defined point around service issues where you get involved?

Yes.

Is there a certain trigger for your involvement like the number of users affected by
the issue?

No, basically if anyone thinks they’re not happy!
You don’t get a situation where 4 or 5 users come to you with an issue...?
No, No; it’s often where some body feels their call has not been dealt with quickly

enough, not brought to conclusion or dealt with professionally enough or
whatever. When big incidents happen as such, like an outage, we use the Internet
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or something, then it becomes very obvious very quickly anyway. We’d monitor
the issue resolution but we wouldn’t necessarily have to take action because it’s
obvious already. Depending on the priority of the service and because they’re a
provided service, they’re already getting service calls anyway.

In terms of your role in crafting IT strategy, how would you describe that?

It is separate from the definition of the business strategy but | try to stitch it
anyway. When we first put together the business process and IT strategy, it was on
the back of the business strategy and it was really about how IT was or was not
enabling the business strategy. That was really our starting point.

Was it more than a case of creating a business strategy first and then wedding an
IT strategy to it?

Well, we weren’t party to creating it but there was a clear business strategy. The
first part was to talk to the business about where they were well and not so-well
enabled (in terms of IT) and then deliver the business strategy.

Has it got to the stage now where it’s more of a cyclical evolutionary process with
business strategy driving the IT strategy and then back to the business strategy?

Yes; now, it’s probably not (the IT strategy) where it should be. Where | would like
to see it is as an integral part of the business strategy (formulation) process. But,
it’s definitely not there yet.

So, if you have some kind of IT strategic change in mind that you feel would be
important or necessary, and it comes to the point where it would be feeding back

to the business strategy. Are you part of this change process or involved closely or
is it a separate process?

Still separate...

Ideally you'd like to be more involved?

Ideally, | would see Business Process and IT strategy as part of the business
strategy process; that one comes after another. Whereas, as business drivers are
identified and business directions identified, so should the enablers be identified.

And out of that should fall the IT strategy. | would think, anyway.

Have there been times where that decoupling if you like between Business and IT
strategy has caused damage to the organisation?

No, it can cause a delay.

A delay in terms of accessing the technology?
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No, more in terms of a loss of opportunity. IT and technology can provide a lot
more and enable a lot more than people realise. Very often, that conversation is
not had in terms of how IT can be enabling. They define their business strategies
and their work plans out of it and whatever else but it’s back at an earlier point
where that conversation should be had. How can that be enabled more? How
could people be enabled to work more effectively, more efficiently? How can we
drive out efficiencies there from a business process point of view, from an IT point
of view? That conversation is happening as (more) enlightened business managers
think; ‘Oh Gosh, I'll go talk to Lorna or John and see (what’s possible)’. Some
managers will not be thinking of that whereas if it was part of the Business
strategy (formulation) process, (to ask questions like) How can we drive out
efficiencies here? ; How can we make this (business) process more effective and
efficient? ; How could we enable ourselves better? And maybe it’s not possible (to
do these things) but at least if the conversation was had, we could identify
opportunities where we could do it.

Do business managers feel sometimes that they don’t understand all the
technologies or haven’t been exposed to them?

Well they can. But, they don’t have to be very IT savvy; they just have to think
what can we drive out efficiencies here; can we make things more effective? Even
if they thought about it in a business process way and let us do the (/T strategy) bit
after that. If it was stitched into the process, it would mean every business
manager would be led to think in that way.

Do you see big differences in IT outcomes between business managers who have
different attitudes?

Yes (EMPHASIS).

How is that difference expressed?

| would be fairly sure that there are certain parts of the business that aren’t as
much (IT) enabled as they could be. And in some ways it’s still a case of who
shouts the loudest or what the top priorities are. So, | simply don’t have the time
or get the opportunity to go to each area and say ‘OK, how will we (use IT) to drive
out efficiencies or make things more effective and efficient?’ | simply haven’t got
the time to go talk to the business managers, they have to come and talk to me,
and | have enough of them coming to me already as well as being very busy doing
other things. There are... It’s not necessarily the best way of doing it (/T strategy)
in my view.

Would you think (in an ideal world) if you were to look back at your role in a few
years time, you would like to look on (changing) that as one of your key successes?

Yes, I'd like to. | suppose that’s where this role should evolve to...
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What do you see as being necessary to get it (the role) to that stage or is it very
much a work in progress?

I’d think it’s a work in progress. First of all, you have to establish the role, and then
you have to show the role has value and it’s all about then that the role has clout
and can really begin to have the ability to get in and make suggestions at that
level. So, I’d say the role is closer to that point but | wouldn’t say it’s there yet. |
have some influencing to do yet.

You see substantial progress from the original point of taking over the role?

Oh Yes, because when it was first established (the role), they (NOVOCORP)
probably weren’t sure if they needed it and I’d say now they can see the value of
it. However, each role has to be looked at in terms of the individual activities and
needs to be looked at with regards to whether what’s right to have here, what'’s
right to have centrally. Do we have to too much of some (IT) or too little of others
here? We are still doing a lot of support locally around Meridian and 200 plus
engineering IT applications and around Agresso (which will be going anyway).

When you say too much support locally, where do you see that support going?

Well, back to the centre and outsource if possible. The centre looks after services
so it should really be taking care of the local specific services and any outsourcing.
What we should really have here is more (/T) strategy and governance only.

So, really focus on the value-add things in IT and if others can do it cheaper, make
the service side their problem?

Yes, Yes (EMPHASIS) and also get people to think differently. Not just a case of ‘The
printer’s not working, can you fix it?’ kind of approach but more ‘How can you help
me to (/T) enable my business processes and ‘How can we make them more
efficient, how can we cut costs and how can we drive out savings through the use
of technology?’

See it moving from service concentration to more strategic concentration?

Yes.

In terms of outsourcing, can you make a decision locally to outsource or does it
have to be routed through corporate IT? Do you have a lot of autonomy in
making decisions like that?

Well (PAUSES TO REFLECT), historically NOVOCORP would have always wanted to
do their own thing and would have considered external providers to be far more
efficient and far-reaching than the internal (corporate) provider. | wouldn’t really
see it that way. | would see that the internal provider only has NOVOCORP’s
interests at heart if you know what | mean. Now, it might not be the most efficient
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and there are always improvements that can be brought to bear, if you know what
I mean. The internal service provider should outsource appropriately. That is now
part of the corporate IT strategy and | was part of the working group that helped
formulate the strategy that their outsourcing is done as effectively as possible. The
thinking has moved now, if we’re thinking of a new business capability, they would
be thinking more along the lines of managed services and whatever else. The
thinking is definitely moving but not fast enough.

So, you would feel that they’re holding on to more traditional (IT) practices?

Yes, | wouldn’t see the IT and BP function in the business as managing that
outsourcing. | would expect and hope that they (the corporate IT function) would
manage the outsourcing.

So, you might suggest certain capabilities or services for outsourcing?

No, they should advise me (EMPHASIS). Like really, they’re the technical gurus.
Whereas certainly, some level of technical expertise is required here. In the long
run, they’ll be to some degree required here. But the everyday skills, expertise,
know-how is central (to the corporate IT function) and should stay central. They
should come to me and suggest potentials for outsourcing as in ‘We could provide
this cheaper or whatever’.

So, they’re the ones making the economic calls?

Yes, like ‘We could provide or outsource this, but not that as it is too risky or
whatever’.

So, you could decide what you can afford to hold onto or let go...

Again, they should recommend what to outsource, what’s best value. They should
look after all that for the business, you know. That’s what | feel.

Maybe, come back with some options?

Yes, maybe they could present a set of options; ‘You could outsource this, the cost
would be this, the risk to the business would be this’ or an alternative approach in
recommending one option “a” as opposed to others. That’s the kind of discussion
but we’re not there yet.

Do you feel such an approach would be welcomed by the other business units?

Yes, | would imagine so. Again, there is another council or group across AGOCORP,
a governance council called the IT technical council, which | represent NOVOCORP
on. And Tommy (Walsh, NOVOCORP Financial Controller) represents NOVOCORP at
an IT leadership council which is at a much more senior level. But the IT technical

council would definitely feel that, | would think.
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Do you hear your peers discussing (these issues)?

Well, all business managers or leaders want the most cost effective solution that is
most appropriate.

In terms of implementing a new system, | realise we’re talking about a complicated
process but you might just describe the process as it currently works in
NOVOCORP? As in, who and what'’s involved, what committees etc in the case of
say implementing a new system like the SAP project that Tommy Walsh mentioned
to me earlier? He discussed in detail how this project decision was arrived at, how
it originated from the parent (AGOCORP) and the integration pressures taking
Tommy’s view from a financial perspective...

Mmm (REFLECTING).

And that there was a strong business case made for it as well... Just in terms of
how it would play out in terms of the organisational processes...

Well, it’s definitely different for a specific project than just considering a service for
example. That particular (AGRESSO to SAP Implementation) project came on foot
of a business case that was approved both in the business and the CIO (Chief
Information Officer). Not all business lines (AGOCORP subsidiaries) have their
business cases approved by the CIO but | always do...

Is that not usually the case?

Well, he (the CIO) wants us to and | believe that’s the way good governance should
work so I'd adhere to it. Then, the business case is established or approved and is
done so on the basis that the project will be managed to best principles using
PRINCE2 (@ project management methodology). So that requires a project board
with the normal roles...

When you say normal roles, who or what do you mean?

A project executive or sponsor, a senior user and a senior supplier (of IT services)
and adheres to IT governance processes. Other than that there are no other
defined forums, just the project board and the project team itself.

Are the project board and team typically composed of the same members on an
ongoing basis or does it typically vary project by project?

No, no (EMPHASIS); definitely varies project to project. Usually member
composition depends on the person compiling it (the group or team). This is an
important part of my role that relates to governance in that | aim to insure that
project boards are constituted properly as in that the right people are on them.
Quite often, what used to happen and may still happen in some parts of AGOCORP
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is that people are asked to go on project boards because there is a feeling that they
would have some interest in the project. It can happen that their roles and
responsibilities are unclear. Now, in a project board the responsibilities attached to
the roles is very explicit and much understood. So, taking the example of the SAP
project again, | have briefed and trained all the project board members on their
responsibilities and they are fully aware of them (their responsibilities).

Are they interested in SAP and enthusiastic?

Oh Yes, they’re very keen to fulfil their project board role and be effective. So it’s
great; we definitely have them where we want them right now... which is good.
While it’s (project board preparation and training) something | would like to do
with every project in NOVOCORP, it is definitely something that did not happen in
the past...

In what way?

Getting the composition right and getting everyone clear as to what their roles are.
People don’t always realise that they have to do certain things and insure certain
things and that’s why they’re on the project board...If you take the role of the
senior user on a project board, they often think ‘I’'m here to represent the interests
of the users and to get the system to be the way that they (and I) want and I’'m
here to make demands’. Now, this is right in that they’re representing the users
and making sure that the users’ specifications are brought to the board, that the
specifications are brought and detailed appropriately and that the users are
motivated for involvement in testing.

But, one key thing is that are responsible for putting up user resources for the
project; they are responsible for providing people to test and being involved in
user acceptance testing and design, for all phases. People (Senior Users) often
don’t realise that they’re responsible for that...

They’re not just an advocate for the user population...

Yes, instead of just mouthing off about what the user wants, they have to produce
the goods too. So that (misunderstanding) is often a problem we have on project
boards, it’s something we’re very aware of and it's (management) is something
that can protect the project. It’s not just the senior user, senior suppliers, the
executive all have specific responsibilities.

Could you clarify what you mean by senior supplier?
The senior supplier represents the company or the group that is providing the (IT)
products or raw materials for the project. So again, if we’re talking about the SAP

project, then the senior supplier is the ICT function within AGOCORP, represented
by Eoghan Barrett. He is the person in the position to have authority over the
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resources that would be required to deliver the IT component of the project, like
the SAP experts, the testing manager, the bases people...

Are they all totally within the corporate IT function?

Nearly all, they’ve had to recruit two or three people, people expert in areas of
SAP where we haven’t configured before.

Once, the project board is formed, does the project simply begin?

The project board initiates the project on the basis of a project initiation document
(PID) which is again standard PRINCE. That document defines the scope of the
project, the roles and responsibilities and the controls. The project operates on the
basis of that PID and the project board is regularly briefed on progress by the
project manager (who heads up the project team). The project board critically
approves movement between the different stages of the project, so the board
approves the initiation of the project, it approves the design that is developed,
approves the move from design to build, approves the build and approves the
move into Go-Live; ‘I’'m happy to approve the Go-Live on this project given the
information you’ve presented to me on the progress of the project; this board and
| the executive are happy that this project can go-live’.

Assuming no problems post Go-Live is the project board then de-constituted or
does it stay together a little longer?

Well typically, a project will last for a few months post Go-Live and would be in a
post Go-Live support phase. The project board would still meet at that stage. Then
there is a handover to regular support normally once all is well. Now regular
support is usually central but sometimes third-party (external) support may be
used if the project needs to be, due to lack of internal expertise or development
has been done by a third party. The project board can pull the plug on a project at
any time if the board deems it to be the best thing for the organisation...

Does that happen often, where the plug is pulled?

I've seen it happen once...

What were the circumstances, if you can discuss them?

(LAUGHS QUIETLY). That was a few years ago; it was about six years ago. It was a
SAP project for AGOCORP. | was appointed project manager for the project and the
first thing | did was a risk analyses. This was a very high risk project and |

recommended to the project board that it would be stopped...

Was the risk in terms of customer impact on the ground?
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No, it was more the project risk itself; standard PRINCE again; carrying out a
standard risk analyses of a project would be done early on and you monitor the
risks as well as identifying any additional risks as the project moves on.

Is Risk Analyses a project manager’s responsibility?

Yes, the project manager is responsible for logging the risks and that the risks are
followed around the project. Depending on the type of risk, its probability (of
occurrence) its impact, it will be monitored at different levels. Some risks would be
monitored by the board, some by the project manager, some risks by subject
matter experts depending on the nature of risks.

So design issues, user testing problems...

No, they’d be considered more bugs or defects, project issues rather than risks. A
risk may never happen but a project issue or set of issues are highly likely to occur.
They can still damage the project, issues like unavailability of certain important
users for testing or inability to get them to a testing location. It could be anything
whereas a risk could never happen but if it did happen, would likely to have
substantial impact on the project, but that’s project management for you! These
are all standard processes but it’s actually a very slow process to get an
organisation the size of NOVOCORP to follow and adhere to all these standards.
But there’s a need for it (the PRINCE2 project management processes) in big IT
investments and we’re getting there, albeit slowly.

Is PRINCE2 standard across all of AGOCORP?

It is, but the extent to which it is used properly varies, varies a lot. You can go to
the ‘nth’ level (extreme level of project methodology). Now, I’'ve never seen a
project go to the ‘nth’ level. | wouldn’t be too worried about that but what can go
wrong and what can matter is that project managers and project boards believe
that if they have project teams and boards, then the project is being managed to
PRINCE2 methodology standards. They might have an issue log and they often call
it a risk/issue log which tells you they just don’t know the difference between
them. That’s about the extent of what | often see; they’re not really using PRINCE2
appropriately...

They have all the trappings of PRINCE2...

Yes, what you see the whole time (EMPHASIS) is that project managers themselves
don’t see the value of PRINCE2 even though they’ve had all the training. They look
on PRINCE2 as paperwork; they look on it like ‘Oh, | must update my issue log’.
They don’t really apply the tools and principles of PRINCE2 to manage the project.

So, just to confirm project boards typically outlive a project but do get broken up
eventually?
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Yes, in most cases. Sometimes, a project may have certain components and be
more like a program board and a program team...

None of these PRINCE2 processes apply to service provision in any way?

No, services are completely different...You might have a service like Microsoft
Office 2007 and it would work like this. The IT governance council would decide
how this service provision would work, the same with anything like roll-out of
encrypted lap-tops for example. It is absolutely error prone, messy, difficult and
terrible (EMPHASIS). | could get on a complete hobby horse about this and of
course this is completely confidential with respect to your research... Quite often,
it’s (the problems) because of a lack of project management experience in the
central IT function. Second, the concept of a pilot approach is to get a 100 or 200
lads in the central IT department to try it out for a while and see if it’s OK whereas
actually releasing it out to the target business users in a controlled way with
proper piloting and support is not done. | could give you numerous examples
where this has happened like laptop encryption, Citrix for example. Anything that’s
been rolled out in the last number of years was very difficult from a user point of

view...

Has there been any improvement or attempt to formalise rollouts?

Yes, the IT department is trying to implement change in how it does its own
business, particularly around work management and performance management
and its business relationship management. That might help but one key thing is
that the central IT department does not have a project management office, which
is amazing for a company of the size of AGOCORP. So there’s no project

management function or experience acquisition...

Do they have on call on some IT expertise in project management experience on an
ad-hoc level?

Some people are appointed project managers. Now, they be very good technical
people but are they good project managers? Some people are good project
managers, some are not. It’s a very specific skill and some people have it, some
don’t. Some people can be trained and some people will never have it. But, you
can’t assume people have it (project management expertise); you have to show
them how it’s down, support and mentor them etc, and this is easier in a PMO
(Project Management Office) environment. Now that’s what | think, if you talk to
other people you might get a different view...

So that (PMO) structure doesn’t exist, so if you’re rolling out something specific for
all of AGOCORP and NOVOCORP you appoint a good strong technical person to
lead it. They might be good technically but they might be a poor project manager,
they might be poor on issue resolution or even issue identification. They would
probably be not good either on risk identification and mitigation. Stakeholder
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management they’d probably be very weak on but they could be good with the

particular technology...
Better at the hard than the softer skills?

Yes, so it runs into all sorts of problems and not testing enough, not taking an
ordinary difficult user like an engineering user (who’s quite a complicated user
with past exposure to multiple packages) but rather an office-based user with
simpler needs who passes testing more easily. This (the latter) is usually how it’s
done. This is typically where problems arise and we (VOVOCORP) have the highest
concentration of problem users if you like because we have 700 engineers (out of
1300 people).

It’s coming towards ten-to the hour so we can finish up there. Thanks so much for
your time.

No problem.
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Location: Corporate headquarters/ Date: 20t January 2010/ Duration: 29 mins, 25
secs.

Interviewee: Thomas Mulcahy, Project Manager (SAP HR and Financials),
NOVOCORP.

Colour Key: Interviewer / Interviewee.

OK, Thomas, if you have a few minutes you might talk about what your general
roles and responsibilities are?

OK, for a number of years | worked in IT Governance in AGOCORP Head Office,
which looked at IT Investment, Business Investment and the alignment of IT with
Business Strategy for the whole company (Exp: AGOCORP Corporate and sub-
divisions). In the last month or so (December 2009), | was asked to be project
manager on this SAP implementation, SAP HR and Financials project here in
AGOCORP. | guess we’re getting going on that now. We launched our project
formally yesterday (Tuesday, the 19" of January 2010) and we’re now beginning
the blueprinting phase, which will be officially kicking off Monday week the 1st of
February. This (the project) will take the full year with a Go-Live date at end-of-
year, December 2010.

At the end of the business year?

Well, it has to coincide with the business year-end because it is a financial
implementation. It is a lot cleaner that way. It doesn’t make sense to do it any
other way so we have no choice to do it at any other time, OK?

OK, that’s great. In terms of your own words, maybe you might talk about what
you feel the business and IS Strategy of the unit (Exp: NOVOCORP) is, how they
connect together, how they align?

| would feel it's quite strong in NOVOCORP to be honest. Having seen other
business units (within NOVOCORP), | would feel this would be one of the stronger
ones. Over here, there is the view, and in my view, it’s the correct view that first of
all Business strategy has to come first. We’re not an IT house, IT should not decide
the strategies we should take; it’s the other way around. IT strategy only really
supports the business decisions we may have. It’s an enabler rather than a driver.
OK? | know here in NOVOCORP the unit that they have in IT and business process,
the IT/BP and the set-up that they have and the way that they’ve structured it is
very much around first of all what is the business strategy and then what do we
need to put into place, IT-wise to support it. So | think it’s, they (NOVOCORP) had a
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very good exercise to look at the (IT) strategy, |  think it was in 2007 and that
outlined really the direction that they wanted to take in terms of how IT strategy
would support the business.

Was that externally facilitated?

Well, that depends on who you talk to. Certainly, a lot of it was done internally by
them but some of it was facilitated externally by CCC. OK?

That’s fine. So would it be your belief that for the IT and Business strategies in this
unit, that their alignment would be pretty strong, because of the strong processes,
governance and the way in which the strategies link to one another?

Yeah, if you look at the decision making processes here (NOVOCORP), once a
quarter, there is an IT council here. Only one IT person is on that council, the rest
of the people are business people and they drive the meeting.

They’re making the decisions about where IT investment is going to go. In my
previous experience, | would have been looking at IT planning in here
(NOVOCORP), what they’re planning to invest in, in IT and it is really is the case of
supporting the business.

One of the things about the IT strategy, one of the areas where it needs to be
strong and perhaps even stronger over here (NOVOCORP), and it certainly was a
weakness in the past, the odd time, is individual businesses processes here or
business units here tending to go it alone when it came to IT decision making. They
needed to be reined back in and (told) ‘We need to do this together; we need to do
this collaboratively’. For instance, there could be a specific function related to
some business process that is required. There could be a third-party supplier that
they could have talked to in order to supply them with a solution in that particular
area OK?

You mean, outside the formal organisational procedures (in NOVOCORP)?

(Yes) Outside the formal procedures, | mean we have very strict (IT) guidelines in:
We buy, not build; we have rules on procurement and purchasing that are strict
and proper. We have a “SAP, Unless” strategy which means SAP is our first port of
call (as an organisation) and there needs to be a good reason why you don’t go
through SAP. Now, SAP does not provide every solution and (we may need other
systems), but you must go through a series of steps before you can arrive at
(selecting) your third-party supplier who may be quite local or small.

So, there would be strong emphases on guidelines and procedures to make sure
that there are no “solo runs” as such?

Exactly, Exactly (EMPHATIC), now when we look at the (SAP) project that I'm
currently involved in, you’d have to say that the IT strategy hasn’t always
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supported the business. The solution that we’re building in, what it’s replacing. If
you look at the system we’re replacing, the IT support is weak, it’s really weak
(EMPHASIS).

Is this the AGRESSO system you’re talking about?

I’'m not casting dispersions on AGRESSO itself, OK? When you look at AGRESSO,
when you look at the process of getting data into AGRESSO, sometimes, it’'s quite
manual, sometimes it’s not as it should be. Then, to extract the data in the way
that they want it, present the data in the way that they want it and use the data in
the way that they want to, they often have to go to (Microsoft) Excel or Access.
There’s a lot of external non-integrated use put to that data OK which brings its
own risks and problems. We have had problems in the past where we’ve had
misrepresentations because of mistakes being made. What we’d like to see and
what we see in the rest of the company is the fully integrated SAP solution, which
means you don’t have to extract to external, the manual intervention is almost
gone. The risk of mistakes and errors is greatly reduced, greatly reduced
(EMPHASIS). OK?

So is there a strong customer focus, governance focus and a very strong business
case for replacing AGRESSO with SAP?

There is. The business case is, the trouble with the current solution is the huge
amount of manual intervention required. That almost makes the business case
stand up by itself. In fact, it does.

The labour savings alone would probably be quite dramatic?

Exactly, exactly (SPEAKER’S OWN REPETITION). In addition to that, the speed at
which we’ll able to get the data we require, the confidence that we’ll have in the
quality and accuracy of the data, the stability of the system and the low risk nature
of having a company-wide system hosted and managed by our (corporate) IT
department rather than a couple of people in here (Exp: as per the current state of
AGRESSO in NOVOCORP).

The fact that your parent company uses it as well implies they’ll be some
additional (integration) value as well.

There is, there is (SPEAKER’S OWN REPETITION). There are an awful lot of
intangible benefits (resulting) there as well as the tangible efficiency benefits we
hope to gain as well.

Given that AGRESSO is a system that has been here quite a while and people are
used to it, are comfortable with it, right or wrong. How did you feel (so far) the
selling of the new system has gone?
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Well, you’re using the past tense there John; that’s probably not what we should
be using yet unfortunately (LAUGHS). That’s a key thing about this project though.
The most difficult part of this project is going to be the change management, the
“sell” to the stakeholder, end-user buy-in. OK. Now, here, right up to the very top
to the Managing Director of NOVOCORP and his senior management team, they’re
a hundred percent behind this (SAP project), they’ve made this decision, they’re
fully supportive of it and this is the best thing for NOVOCORP. Now, when we filter
that (support) down, that’s going to be a massive support for us in having that
enthusiasm and that support from senior management. OK? But, when we filter it
down, we’re going to need various forms of support and buy-in and it’s up to us to
manage that. We’ve got a dedicated change manager working on the team with
me now, but it’s the most difficult challenge of this project.

Naturally enough, you’ll probably have some levels of resistance along the way?

Yes
And they’ll have to be overcome...

Exactly, but it will about communication, it will be about end-user engagement; it
will be about pointing out the benefits OK? It will be about like, it won’t always be
the case that everything will be better that what it was in the past (when SAP is
introduced). It won’t always be the case that we’ll have the flexibility that we
currently have. It won’t always be the case in (terms of) ease of use. As you say,
people have gotten used to using a certain system in a certain way and as | said to
you, there’s an awful amount of use of Excel. Now, no system like SAP could ever
provide the flexibility and power in terms of (data) reporting that Excel could do...

Lack of modularity...

Exactly, the danger is that people because they haven’t been able to get the data
out of AGRESSO in the way they need to, they have then gone off and build their
own requirements but we have to bring all that back into one unified way of doing
things. So there will be resistance to that, I’'m sure there will be but we have to
work through (that).

There might also be the case of some emotional attachment to these (add-on)
systems that people have created...

Yes, when you think of the guy who’s talking to me recently about the Access
database he had built (as an add-on to AGRESSO) (Ref: who is interviewed at a
later stage). There’s definitely emotional attachment to that. And, it will be
difficult to replace that fully as in the look and feel, flexibility etc. It's something
that over the course of the year, we have to obtain that buy-in, we have no
chance.

And that year ends in December with Go-Live...
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Yes.

Is it the case in December (with the Go-Live) that AGRESSO will be switched off and
SAP will go live or will there be a phased introduction (of SAP)?

No, there’s no phased introduction. From next January on (2011), SAP is the
(SPEAKER’S EMPHASIS) system. Now we won’t switch AGRESSO off immediately. |
don’t intend to migrate historic data, but for a period of time, we will need
AGRESSO in the background in case anybody needs to access the historic data (Ref:
example of purchase orders outstanding identified by Accounts Payable manager
interviewed later).

Will there be some parallel processing?

Certainly not, no (EMPHASIS). In my experience, parallel runs cause their own
difficulties, particularly in this case where we need people to fundamentally
change the way they do things, OK? | mean there will be a change of the (business)
process by which people do things every day. So from that sense, it doesn’t make
sense.

You don’t want people to feel that they can go back to the old (AGRESSO) system.

But how do you get the buy-in when they (the users) know that safety net is still
here? You have to bite the bullet. Also the business case stacks up and parallel
processing by its nature uses double the resources so (LAUGHS) or one and a half
times at least. Over many different projects in many different countries, we’ve
(AGOCORP/NOVOCORP) have come to the conclusion that parallel processing isn’t
really ideal.

So, just to talk generally about parallel processing in the organisation
(AGOCORP/NOVOCORP) in general, is it the case that so much effort is expended
on design and testing, that parallel processing is not considered necessary?

Well, the reason you’d have parallel processing is to build confidence, acts as a
safety net. If something goes wrong with the new system, we can switch back to
the old. It should never be about that a case where if somebody doesn’t like it (the
system) or buy into it, that you can just bring back the old system, because you
never get it (the new system accepted) then. So, what we tend to do in AGOCORP
and NOVOCORP is that we need to ensure and make certain that we have a huge
level of confidence in the testing we carry out at many levels throughout the
project. So, we’ve a very strong testing strategy, | believe in our IT projects and it’s
got us into difficulties in the past with some of our implementation partners. |
recall being on the PHR system implementation, we were implementing a Payroll
and SAP HR system across the organisation. | remember specifically when we were
looking at (testing) the Payroll component of the system, it was just after the
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PPARS debacle that hadn’t gone so well (Exp: the infamous Personal, Payroll And
Related Services SAP system rolled out in the Irish Health Services in 2003 and
2004 which was a hugely expensive functional failure). We had SAP in here with us
(as implementation partner) and their attitude was to ‘Put it live, find the
problems and then we’ll fix them’. Now, there was (implementation partner)
suggested testing but it was nowhere near broad or detailed enough for the kind of
testing we would need to do for a live Payroll system. Such a system is very critical
for us, if people do not get paid, if their money isn’t in their bank account on a
Friday morning, them they may not go to work that day. For example, some of our
divisions would not be able to function...

All those safety implications as well...

You know (NODS AGREEMENT). We have continuously found in our dealings with
external partners that our (required) levels of testing are far greater and higher
than that advised or provided. So, as we proceed towards Go-live, the testing
approach taken provides us a high level of confidence, which then reduces the
need for a parallel approach (to AGRESSO/SAP changeover).

So the golden rule (in dealing with implementation partners) is that they accede to
your level of testing requirements?

Oh Yes (EMPHASIS & LAUGHS), absolutely. | mean if you like, he that pays the
piper, picks the tune. | mean the implementation partner is here to help you
implement the project which you as project manager oversee and you (as project
manager), the project board and project team are answerable to the project
executive or sponsor. So, you have to be confident yourself with what you’re going

to go live with.

Generally, when you look back, now | know you haven’t been in NOVOCORP for a
very long period of time, but from your experience, would you say the history of IS
overall is positive in NOVOCORP or have there been some issues/mistakes?

In the last couple of years, from what I've seen and been involved in and usually
my involvement as been in terms of IT governance, in (IT) project monitoring for
example, what I've been involved in, tends to be successful. (NOVOCORP IT
Projects that are) successful tend to put rigour and be strong in project
governance, they (project team and affiliated members) tend to be strong on the
support that they give to projects more so than other business units (within
AGOCORP) | believe. They tend to spot the problems, spot the issues, and get
actions to resolve them.

Would their (NOVOCORP’s) ability to put business strategy first and align IT
strategy successfully be part of their (IT project) success?

Yes, exactly.
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Generally, when you think about the strategies of the unit, what in your own
words do you feel are the business and IT strategies of the unit (NOVOCORP)?

Well, the business strategy of NOVOCORP is markedly different from the rest of
the company; it’s markedly different in the culture of the place, the people in the
place. This is our (AGOCORP’s) hope... Any growth we (AGOCORP) will have as a
company will come out of NOVOCORP. And the energy and the drive you see
around here is clear and is markedly different to maybe back at base, back in the
parent company. The business strategy is trying | guess, in my own words, what |
can see is to achieve business growth, sustainable profitable growth, so to look at
opportunities, to make the most of them and to create sustainable and profitable
business lines at home and abroad.

Just to come back to the IS strategy, | know you said earlier that the business
strategy comes first and that the IS strategy is just an enabler in NOVOCORP. Do
you feel that is the case generally across the organisation (as in the whole of
AGOCORP) or is NOVOCORP particularly effective or strong strategically?

No, | would feel that across the company, that that’s generally the case across the
company. First things first, the business strategy has to be first. | would have had
senior managers say to me in Networks; ‘Look, this is an IT project and you need to
do x, y, z and you need to put this and that in place’. I'd be saying to them like in
Networks or in Generation, ‘This is a Networks project or a Generation project,
there is a role for IS and it’s supporting us’. | guess that’s the right approach, what
we’re trying to say (as project managers) is that ‘You can order the IT piece up
front but in order for it to be as successful as it can be, you need to have all the
governance, checks and balances in place’. But the general feeling in NOVOCORP
and across the board in the organisation is that ‘Look, we make the decisions we
make for a business reason; if we need IT to support or enable us, then that’s when
IT can get involved’. That’s as it should be. For an IT department, it can be difficult
for them to distinguish between a business strategy and an IT strategy because
that’s (IT) their business. But again, our overarching reason for being in IT is to
support the business not to be our own independent entity.

Just to come back to the SAP system just starting, could you talk a little bit about
how the project came about, the implementation process as you see it, how it will
be rolled out, the key milestones etc?

This implementation has been spoken about for a number of years and would have
been recommended as far back as 2007. The reasons would be some of the
business case issues we talked about earlier we talked about earlier; the
inefficiencies associated with it (AGRESSO) and the non-integrated nature of it. The
rest of the business, 5 out of the 6 business units in AGOCORP have SAP; we need
to get the sixth one (i.e. NOVOCORP) up for consistency. If AGOCORP is going to
reorganise and different business lines end-up moving across to different business
units, then we all have to be on the same line. If not, that would be an obstacle to
that reorganisation happening. So, for a variety of reasons that stood up, back in
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2007 the business decision was made to go with SAP. There is one instance of SAP
already in the company (NOVOCORP) in Financials and HR and we have another
one for billing but that would be separate. Because we have one SAP solution in
AGOCORP, there are advantages and disadvantages to it. The big advantage is the
integrated nature, now the disadvantage is that we all need to wait our turn in the
queue to get at the (corporate SAP) system and make our own customised changes
to it, which may have some knock-on effects on the other business units we
interact with. So, the reason for the gap in time between making the business
decision to go with SAP in 2007 and the actual execution decision here now in 2010
is because we’ve had to turn to get at the SAP R/3 environment.

So there’s a natural progression of events to this point?

Yes, as | said to two other people the other day, | compared it to a runway and we
have to wait for our take-off slot. Now, originally the project was supposed to start
last year (i.e. 2009) but there was a significant project (Exp: XYZ project
implemented for AGOCORP Networks, another AGOCORP business unit) in
AGOCORP Networks which was delayed for six months. Now, we could have
pushed forward at that point but our Go-Live has to coincide with the end of the
business year so we decided to wait. The advantage of waiting those few months is
that they (the Corporate IT Department) have updated to the latest version of the
SAP environment, which is an advantage to us in NOVOCORP because we’re going
to moving directly to the upgraded newest version. So, even if we had moved over
to SAP earlier, the upgrade would have happened anyway which would have
additional work, time and testing for NOVOCORP. So, NOVOCORP are in a nice
position where they can let the rest of AGOCORP work on the upgrade and once
that’s happened then we come on board. That said though, it’s an awful pity from
a business strategy point of view with the reorganisation and other things that
we’ve been looking at, we could have done with being on SAP now.

With the delays, it’s been said that they were well-justified at senior management
level. But, did you feel that people on the ground bought into the fact that it was
going to be delayed? As you were saying, it was 2007 when it first decided; would
the users of AGRESSO, how do they feel and would you think their acceptance of
the (SAP) system would be affected by the delay or were they aware of it?

| think people would have been aware of it all right, aware of the delay and it was
something we had to live with.

You don’t think that it has added to the difficulty of implementing the system?

Not necessarily, | don’t think so, | don’t think so (SPEAKER’S OWN REPETITION). As
the company grows, and the company does continue to grow, OK? If the company
continues to grow and accelerates that growth, please God, it only proves to
people more and more and makes it more obvious to people that AGRESSO and
Excel/Access and other tied-on solutions are not suitable for our business and our
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level of business activity. As we have grown over the last year and continue to
grow, it has increased the acceptance of SAP in one way.

So, the business case is so strong and people will be (saying/thinking) if it (SAP
implementation) happens, it happens. They’re willing to understand that they have
to wait...

And as another year goes by, it only strengthens the business case, you know?
Because of the business lines, the level of business activity out there and the
reorganisation. | mean Business strategy doesn’t stand still. Just because we
haven’t implemented SAP, business growth doesn’t stand still. So, it only
strengthens the business requirement for this (SAP implementation).

So as time goes on also, and the problems with AGRESSO become more obvious,
would you look on that as a factor as well, do you think?

You certainly could, you certainly could (SPEAKER’S OWN REPETITION). Any of the
business processes within the Financial area, OK are very labour intensive, very
labour intensive (SPEAKER'S OWN REPETITION) OK? I’'m talking about the
purchasing system, the invoicing system OK? The accounting administration
processes behind our (general business) projects are very labour intensive. The
more business we have, the greater the volume of financial transactions we have,
the more exacerbated that problem becomes, the more it’s highlighted, the easier
it should be to implement a solution.

So over the next 10-12 months, how do you see the (implementation) process
unfolding?

OK, well as | said to you (earlier) we’re at the final stages of mobilisation phase.
Our blueprint phase...We’re adopting the standard SAP implementation phases. So
in other words (after mobilisation) the phases are the blueprinting phase, followed
by realisation, and followed by preparation, then Go-Live and support. Blueprint is
from Feb 1% to the end of May followed by Realisation is from 1** of June to the
end of September, followed by Final Preparation from the start of October onto
November and December (ending with Go-Live).

So mobilisation is where you’re at now?
Yes, mobilisation is about getting the (SAP project) team together, getting them
the access, the background, the training they need. Understanding the scope (of

the implementation), getting the project initiation document signed off by the
project board, getting the pieces in place.

Is appointing the Change Manager part of this phase usually? | know you’ve
decided to appoint someone internally (Exp: Fergal Flynn).
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Yes, well it's a decision NOVOCORP have made. It wouldn’t always the case (to
appoint a change manager in AGOCORP IT projects) and they should be applauded
for that. It's already shown itself (the change management role) to be useful.
We’ve already started to meet some of the key stakeholders here, some of the key
end-users here, some of the key people affected by this change and starting and
working to get their buy-in and | can already see that. Sometimes you wouldn’t get
involved, say in our (SAP) project with a change manager or a transition manager
(Exp: Business Implementation Manager Role appointed officially in July 2010
although the role was intended to be filled in April 2010) maybe until August or
September, say probably August. Training and User Acceptance Testing (Note: UAT
not utilised at testing time at all as an operational term which may be important)
won’t happen until around October and that might be usually the timeframe you’d
be looking at (for the appointment of change and transition managers). | think
that’s there’s a huge advantage in this case in terms of the level of change involved
in the company (NOVOCORP) to get that the change manager here now.

| suppose you may get some purchase around the (SAP) system early on if you can
get end-user involvement and buy-in...

Exactly, exactly (SPEAKER’S OWN REPETITION).

Should then be easier to get involvement in testing etc later on in the
implementation?

Exactly, exactly (SPEAKER’S OWN REPETITION). As part of mobilisation, | was going
through the project team; you know what we plan to do, when we plan to do it,
why we plan to do it and some of the things we should look for. There’s an
American Group, | can’t remember the name of the group but the number one
reason they give for lack of success in an IT project is lack of end-user buy-in and
they recommend nine steps for doing it...

The Gartner group...

That’s the one, it’s an interesting read and they give 8 or 9 steps to implement (to
manage end-user buy-in). We looked at the steps and we think we have all of them
covered with the exception maybe of the evangelist (Exp: a promoter of the SAP
implementation who builds a strong coalition of support for the new technology);
who we have to find still. The culture in NOVOCORP is maybe different to a US
culture (as in the use of an evangelist) and that said the change manager has been
appointed from within that (future SAP end-user) constituency and is a guy that
people have a lot of time for.

He is an internal person...
Oh Yes...

An internal AGOCORP (corporate) person?
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Oh No, he is an internal NOVOCORP person (EMPHASIS), part of the engineering
community (within NOVOCORP) and as such representative of one of the key
groups of users to be affected by this change.

So, a real end-user so to speak...

He is, he is (SPEAKER’S OWN REPETITION).

We can finish there, Thomas; that was great.

No problem at all.
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Location: Corporate headquarters/ Date: 17" February 2010/ Duration: 49 mins.

Interviewee: Christy Ryan, Head of Engineering, NOVOCORP Engineering Solutions.

Colour Key: Interviewer / Interviewee.

So Christy, you might describe your role a little bit, your job title, responsibilities...

For the purposes of this, | suppose I’'m in a new role for the last month, so my
earlier roles might be more relevant as that’s where | would have gained the
experience of working with IT. | was head of engineering operations, looking after
all the service delivery to AGOCORP Group from NOVOCORP. We’re the biggest
engineering entity within the NOVOCORP group, about 600 professional engineers
and technicians from right across NOVOCORP providing engineering services and
expertise to AGOCORP Group essentially. So, | suppose we’re different from the
rest of NOVOCORP in that they tend to be focused on managing the (utility) assets
and providing the supply (to commercial consumers); that’s their bread and butter.
We’re more (along the lines of) bread and butter in selling engineering services.

In terms of your involvement with past IT projects, what has been your
involvement? Has it been more of a tangential role?

| suppose there’s different involvement depending on the kind of IT systems...We’d
have SAP ourselves here within the NOVOCORP group and there are others
(systems) where we’re part of the AGOCORP group and others part of the
NOVOCORP organisation. In terms of the systems themselves, the IT here (in
NOVOCORP) is different to what it was in years past, in terms of being managed.
Definitely, better managed although there are still certain issues around it. There
was a certain amount of adhocracy about it in the past, there was a complete lack
of standardisation in terms of how IT was presented; engineering would have done
it’s thing, other parts would have done something completely different with no
real move towards standardising it as such.

I’d say in recent times, over the last five or six years in getting systems in place that
support the business rather than getting systems in and seeing where we can

support the business.

So, business becoming more of a driver?
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Yes.
Rather than IT being the driver?

Yes, and much more involvement from the staff themselves in how to present that.
Now, certain systems would have been used and be quite successfully internally
(within NOVOCORP). For example, the NOVOCORP Intranet is used quite well,
sometimes by some more than others and sometimes in certain places (within
NOVOCORP) and not at all in others; but that’s more of a cultural thing. It can be
used a lot more and we can pursue that later (in the interview). What are being
focused on more now are more the managements and documents through the
SharePoint initiative. Going back (in time), everything was in paper form but at
least you could find it. When we went to e-mail, we went a bit scatty but we do
manage it a lot better through SharePoint files and (although) I think it could be
improved as access to SharePoint is cumbersome and people don’t always know
how to access files and don’t know where they are so it’s not perfect.

In terms of what you’ve said there in terms of technology and what a lot of people
have said to me as well is that people were often left to their own devices and had
a lot of freedom to go away and create their own systems if they saw a need for it.
How do people feel about maybe losing their autonomy?

It’s pretty mixed and often pretends on where people are working. There are some
parts of the organisation where because of the nature of the work, tends to
encourage people to be innovative. Innovation is fine, but it can be a bit of a free-
for-all and it can be hard to know where one (system) stops and the other starts. In
some of those areas, they need it (freedom to create own systems). You can get
guys like commissioning plants who are using very specific systems; so the ideas
that you can force them into a (IT Governance) structure; it would eventually mean
that their business will get more difficult, no matter what way you intend to
approach it. So, you have to compromise it (IT Governance Vs Autonomy) at the
same time. One of the disadvantages we suffer from in NOVOCORP; now it’s also
an advantage but it’s definitely a disadvantage in some respects is being part of an
IT system that is part of an utility utilities system, with all the risk management
that has to go into that. AGOCORP’s SCADA (Note: SCADA stands for supervisory
control and data acquisition. It generally refers to industrial control systems such
as those that monitor transmission in utility systems) and IT systems are all on the
same platform...

Oh, OK...

So, a lot of our security systems, we actually don’t need (them) for our own
business but AGOCORP definitely need them.
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So, you’ve inherited a lot of extra levels that you ideally wouldn’t (want)...

Exactly, exactly (SPEAKERS OWN REPITITION). It can make a bit of difference
(SCADA) but it’s managed. On the other hand, a lot of people would prefer the
standardised approach but as long as we get the support with it. What was felt as a
disadvantage in NOVOCORP, rightly or wrongly and it a lot of it is issue (driven) in
fairness was that the (Corporate) IT Group in AGOCORP Head Office was focused
on (their own systems) and that our interests which were different we’re not being
addressed. Now that has changed; having someone like Lorna come aboard to
manage it and has refocused things (for Corporate IT) and that we have needs as
well. That's being addressed and that helps. If they see that their concerns are
being addressed, that goes a long way towards improving their confidence so that
has happened.

| suppose that ad-hoc element has moved a little to be more governed more
conformed but there’s still a little informality in the background?

There’s some, | think now that’s manageable and being addressed. | guess we’ll
have to accept a level of individuality here that you don’t have in the AGOCORP
and manage it. There a much bigger much more singularly focused organisation...

So, have the (governance) frameworks but also have a little bit of informality here?

Well, the big difference is that we’re international and they’re not. So, you know,
how does someone in Bahrain have access to files of documents? Will have to be
through the internet or some other intermediary system which can’t be owned by
the AGOCORP...

So, would you feel, if you were to try and sum-up the degree of relationship
between the corporate offices and here, you would feel that it is becoming more
interconnected (in terms of IT)?

Oh, definitely; but not just in terms of IT. The business itself (NOVOCORP) is
becoming much more integrated, is one way of putting it AGOCORP and would be
much less stand-alone than it was say 10, 15 years ago.

In terms of the IS, do you see IS as supporting the IS strategy or do you see
Business as still driving the IS strategy to some degree and it (the IS) has become
more of a secondary consideration?

(I think that) Depends on the project. Now, you mentioned the SAP project earlier;
that hasn’t been introduced yet here into NOVOCORP, but it’s in AGOCORP
Networks which we do a lot of business with and so we’ve been pulled into their
implementation of SAP (Note: interviewee referring to XYZ Implementation) and if
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you just look at it in terms of impact that it has on us and the way we do business.
It makes us very inefficient, it makes us do work that previously we wouldn’t have
had reason to do and there’s no added value if you look at it in a very narrow
sense. However, if you look at it from an AGOCORP Group perspective, they would
feel it’s very beneficial as they have an overall view or look at things. It has
imposed a discipline on them and that has enabled them to get access to data that
they not have had access to before, which is highly useful in a regulated
environment (Note: interviewee referring to deregulating utility market). Costs can
be much more readily tracked and they can track at a given time where the costs
are coming from in a project, so they get great service from the package. Now, we
don’t get a whole lot out of this as we were doing this manually anyway which was
more simple. We will have to train people specifically to use this system which is
quite cumbersome. So if we were to look at this from an NOVOCORP perspective,
we’d say ‘Get rid of this, this is of no benefit to us’, but it us to AGOCORP...

When you say ‘us’ now, you are referring to the engineers?

Yes, the effort that NOVOCORP engineering puts into the XYZ system is just cost.
There’s nothing there we weren’t doing manually already, but it’s being integrated
into a bigger AGOCORP (SAP) system that brings an overall AGOCORP benefit.

OK, so would you feel perhaps that the same views apply to the current SAP
system about to be implemented to replace AGRESSO?

Well, we don’t really know as we have yet to see the version of SAP that will
replace AGRESSO. Now, AGRESSO is not the most user-friendly system anyway so
that’s one thing that SAP will have in its favour. | suppose (LAUGHS) it was
replacing a more user-friendly system, then that would have been more difficult. |
don’t know really. It will probably be, if the new (SAP) system turns out to be as
least as user or as non-user friendly as AGRESSO, then it will probably be accepted

fine.

| suppose coming back a little to the (system) adhocracy of the past. | suppose
AGRESSO allows them (the users) to do certain things and they have adapted it by
adding a bit of EXCEL or ACCESS to it...

Yes, Yes (SPEAKERS OWN REPITITION)...
And that’s all going to be put to one side because of the system being rolled out
will lead to a lot of their own input and innovation being sidelined. Do you think

that’s going to be an issue in terms of resistance to change?

No, | don’t think that will be an issue as people here are used to change.
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In terms of people’s attachment to their own workarounds, so to speak?

Well, it’s been in existence here since around 2002 or something like that; I’'m not
quite sure about 7/8 years. For people here, systems change, SAP is standardised
across AGOCORP, they’ll just accept it. There’s also one other important point |
think to bear in mind about the nature; you mentioned earlier about the thought
of IT driving the business strategy. Now, the business strategy of NOVOCORP
engineering has changed anyway. When AGRESSO came in, the business strategy
was really about commercial business. That’s no longer the driver for it; the core
strategy is now about driving the engineering expertise back into AGOCORP
(corporate) but at a commercial rate. It’s not to make money. If we make A million
or B million [Euros] profit, that’s not why we’re here...it would have been 10 years
ago. For us, AGRESSO does not have the same overheads as SAP, so there will be
huge resistance to something like SAP from the business point of view; (that is)
viewed from the engineering business perspective. Now, viewed from the
AGOCORP group perspective, there’s a completely different rationale.

What about the change in terms of becoming more internally focused for want of a
better word?

| think there was a view that...| suppose it depends on how you view internal
trading. If you operate all your businesses as if they were completely separate,
than you’d generate a huge amount of overheads where you’d have a situation
where you’d two parts of the same business with their own consultants, own
lawyers, all of which goes to the same bottom line at the end of the day so why
would you do it? That’s one reason (for the internal focus increase). Another
reason within all of this there’s a lot of wasted effort so in 2005 when things were
reorganised, that was the rationality for engineering (i.e. to minimise wasted
effort) and it was changed in that way.

Other parts of NOVOCORP, the way it was developing and it was developing very
quickly. It was mirroring what was already in AGOCORP. You had separate
generation companies in AGOCORP and NOVOCORP, you had separate operation
and maintenance companies in AGOCORP and NOVOCORP; why would you do
that, like? Now, you may have to keep some separation as in these cases for
regulatory reasons but that too will change (i.e. as in them being separated).

OK.

From the point of view of managing staff and overheads, it makes no sense to have
all these extra staff. And in terms of contracts, having these 80 page contracts...All
these invoicing and checking...Now, it (the checking) has to be done to some level
in order to maintain cost control but it had reached the stage that the company as
a group, people could see no benefit in continuing with this (i.e. the separate
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business unit structure). Now, in terms of the work we were doing as engineers,
now | mean what we do if something changes in the project we’re working on and
we have to renegotiate the contract? What happens in practice is that you go away
and do it.

And retrospectively resolve it (in terms of the different processes that would need
to be followed)...

So, in that sense the rationale for changing AGRESSO is changing also. The fact that
it had been seen as having a bigger overhead is not that important anymore.
Because (of the reorganisation/ move towards the centre), it’s now seen as part of
the overall group.

OK, so in terms of SAP and the attitude of the business case for SAP. The support
would definitely be stronger in other business units?

Oh, definitely yes. Oh, | mean in AGOCORP Networks it would have been
overwhelming | would say in terms of having some system, not necessarily SAP
that would integrate all of their inputs so that they have a life-cycle tracking of the
costs of their (electrical infrastructure) systems as in cost of putting it in, cost of
maintaining and updating it. All of this is essential as it has to feed back to the
regulator in order to get their cost increases improved.

Oh, OK...

Have to have this information on hand. Before regulation they wouldn’t have had
to do it but there would have been supervisors all round the country who would
know the status of the plant and the costs involved, the condition of the plant.
They have all to get that information to get their price increases through. For them,
it’s essential to have a system (like XYZ).

Would you feel that other parts of NOVOCORP, like the Financials and HR side,
would they feel differently about the business case as well?

Ummm (REFLECTIVELY). My impression would be that HR would be happy enough
with the new system as they’re dealing directly anyway with HR in AGOCORP
(Corporate) so to be all on the same system makes sense.

OK...

That’s my impression, now you’d have to ask them yourself...

OK...
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Well, | would have felt resistance would have been a lot higher but that was more
of a reflection of the system cost rather than anything else. They were seeing no
benefit for a lot of extra cost. A lot of the systems they’re (AGOCORP Corporate)
giving us, we have already, like in HR an on-line system for job applications. Like
another system for managing new (project) leads, a lot of the stuff was already
computerised on non-AGRESSO systems as well and now will all have to
incorporated into SAP.

As part of the integration.
They’ll be other things like expenses for instance that will be done on SAP.

That’'s been mentioned before as a change from what has been done before in
terms of users and how they input expenses?

Now, that’s all ready there as SAP system in terms of the payroll is already on SAP
and all done centrally. The cost of having a separate one is just... (unpalatable).

| suppose looking back over your time in AGOCORP, since 1973 when you first
joined, how would you in your own words describe IT; how has it evolved, has it
been a success or has it been more patchy?

| suppose... (REFLECTING) more patchy but it’s been patchy everywhere, not just
AGOCORP. | think sometimes we lag other companies, looking at other engineering
consultancy companies now. Take being out there in the field. You could be out
there with GE a few years back and they’d be streets ahead of us (in IT). | would
imagine it’s still the same now as the (IT) focus is internal within AGOCORP; the
main focus is internal rather than trying to optimise the (NOVOCORP) guys working
in DDDDDD.

GE etc would be different...

They’re totally focused on that, like using satellite communication directly which
we do not. Whether we’d need to go that far, | don’t know. But we are trying to
address it now, more than ever before | would feel. In a recent initiative to address
the needs of our externally based, international...| suppose transient staff for want

of a better word.

Do you think there was a realisation in practical terms going out there against your
competitors that you didn’t have...You have a different structure and are part of a
bigger organisation so it...
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Yeah, in the 90s, | operated in Indonesia for a few years and these guys
(competitors) had e-mail which we didn’t have. We had kind-of crude
systems...We had a type of e-mail but that was internal and they had all of this...

Was it a gradual realisation that your competitors were moving away or was it
more sudden and was the message brought back to AGOCORP HQ or was there an
embracing of the difficulties?

No (EMPHATIC). Raising or facing the problems of NOVOCORP in head office didn’t
really count. They were more worried about a strike down in a division somewhere
(LAUGHS)...

Do you mean then or topically?

Well, no; because NOVOCORP would have a much higher profile now. Back then
NOVOCORP was a purely consulting business with no generation and didn’t
contribute much to the overall profits of the group. It was away of developing
expertise and building experience within the group. In the interim period,
NOVOCORP has gone on to build and manage their own divisions and contribute a
lot more to AGOCORP profits and so has a much bigger profile...

| suppose the whole deregulation (of the utility supply market) has given you a bit
more (influence)...

Yes, that’s true yes.

Has that given you more leverage technically speaking or would you have more
power or autonomy to push things through?

Well, definitely we’d be taken more seriously. | do yes.

You have an ICT centre (Corporate); would you feel they’re taking your requests a
bit more seriously?

| would yes.

Do you see in the future developing systems more along your own (lines)?

| do. What | would like to see develop is that we will have less people keeping
hordes of e-mails and having more in shared directories, like putting out
documents on SHAREPOINT. Developments like that; | mean we brought in a new

project management methodology last year and that’s been helpful in terms of
rolling out (projects) and managing costs. All that documentation is there on
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SHAREPOINT and we’ve seen developments out of that which we didn’t expect
50

If you were to look back over your 37 years here; if there was one IT system you
could characterise as a failure that is if there have been any (major) failures. What
would it be?

Ummm, a failure?
Well a system that might have not really met expectations...

I’'m not sure if it was a failure or not but certainly linking everything into the
central AGOCORP system was not the wisest thing to do as it has certainly created
problems for us. Now, that has since become DDDDDD, they opted out of it at the
time and they seem to have had a seamless connection with us regardless even
being outside the AGOCORP network. | often wondered if NOVOCORP would have
been better off doing the same.

Why do you say it would be better to be separate?

Well as | was saying earlier maybe a lot of the security restrictions wouldn’t apply
to us...

Was it a conscious strategic decision for AGOCORP national grid to opt out?

I think so yes, it was a political decision as well... | would imagine the powers that
be there saw that eventually they would become DDDDDD sometime in the future
and in the long term it made sense to be independent.

So no real failure per se more a case of not strategically...

Another thing as well, you know an IT system, Chinese walls notwithstanding
between regulated and non-regulated businesses. AGOCORP Networks will always
be regulated and others may or may not be. It can be difficult having all these on
the same system. | mean we could be doing some work for AGOCORP Networks,
maybe working on a wind farm maybe connecting up to the network and then
we’re all on a common system (even though one is regulated, the other might be).
Now the regulator has never made an issue of it but it may or may not be
important.

Would you feel just in terms of regulation, SAP and other systems, would you think
that a lot of it is compliance driven?

Research Audit File, Interview 4. Page 9 of 18

51



Absolutely; there are certain benefits. If you look at AGOCORP, they’ve downsized
significantly and they don’t have the same numbers nationally but they still need
to track what they’re doing. Most of their assets operate on a 25-30 year life cycle
and you do need good information...

Is some of that done automatically through sensors and smart technologies located
at the plants themselves remotely measuring temperatures say and feeding it
back?

Some of it yes; but a lot of them (assets), they’re steel, copper, wires, aluminium,
like sticking up out of the ground around the country. They had something like 5
billion Euros in assets around the country. Now, some of them have a watchdog
facility where they can monitor themselves to some degree but a lot of it has been
done manually, routinely maintained. There are maintenance plans for all the
different assets laid out at the end of the year so you can regularly collect the data,
which has to go back to the regulator. Otherwise, you don’t get paid. So to track all
that you need a system to gather this data and for people to be able to record that
they actually did the maintenance. Otherwise you’d need another system for that.
So that’s where SAP would come in (in terms of AGOCORP Networks). Also, it may
sound simple but you do need a record of where everything (i.e. the physical
assets) is. When you think of all the components, there must be literally millions of
them around the country. There must be some way of tracking them.

Sure. Even retrospectively taking the failure to opt out of the (AGOCORP Group)
systems which added a security onus on your own systems as well as additional
layers, do you think when you look back, do you see a system that’s been
successful or added value?

Yes...
Well-thought through?
Ummm (THINKING).

| suppose people have sent that generally spend on technology in NOVOCORP
would have been quite low but that in the last few years, that spending has
accelerated. Can you think of anything recent which has been worthwhile?

Well, there has been. Where | would have seen more the ICT coming in would be
less laptop stuff but more so in control. There has been a massive explosion in the
level and range of technologies available to monitor resources. If | was to have
seen value in anything, it would have been that really. From 1990 to 2005 just in
that period, the type of equipment being put in to the Networks side in terms of
control, safety is just completely different. Huge difference there, but | would say
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we did lag in IT spending around business processes. Maybe, that might have been
a good thing as we could have been getting rid of systems now that we could have
spent a lot on. The whole of AGOCORP could have been putting in something like
AGRESSO and now having to take it out so people say you could put in a new best
system every week... There’s certain things that you could have been updating all
the time and maybe it was better we didn’t go down that route. Now, AGRESSO
even though it’s a system we’re getting rid of was definitely beneficial. For us,
working without it would have been very difficult...

| suppose there’s always a faddish element around technology where you have
systems like KM and CRM systems which sometimes aren’t the silver bullet
solutions you’d think...

Now, we did have a CRM system here and we still use it. It’s I’d say...| was actually
responsible for bringing it in...Now, it was a success in so far as we had to have
something. Well, what we’d liked to have used was coming out a little bit later
which would have been integrated with OUTLOOK, more WINDOWS based. Now
our one didn’t, well it kind of semi-integrated so you had to be going back and
forward all the time which was quite cumbersome...

Not too compatible...

No; it’s still used as far as | know, now they could have made changes to it. I’'m out
of that area now, so | don’t know.

When you look back on it, were there any issues, negatives that arose...| know it’s
still used so it has some longevity but what were the factors behind the success?

Yes; the success of it was that it was a way of tracking all the bits you were sending
out to people in a logical fashion. The fact that everyone was inputting into it was
also helpful as everyone was aware of what other parts of the organisation were
doing (with the same customer). | suppose around that we had a meeting to
update it so that was good for control. | suppose for CRM systems the more clients
you have, the more valuable it becomes. Now, engineering wouldn’t have that
many clients, maybe at any one time, AGOCORP would have at most 25 clients
would be as much...We don’t need a hugely sophisticated system; if you were
selling widgets into a huge international market, then it would be likely to be more
valuable.

High volume markets...

We didn’t go for the most expensive or the cheapest option either. We went for
something that we felt would suit our needs.
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| suppose at the time were you conscious in terms of buying the CRM system, that
the system itself would not necessarily solve your CRM problems but would at
least help organise your customer data? Would you be conscious of the
limitations?

Yes, | mean there were a lot of other things with it like project management for
example. We were never interested in using that and we wanted to just utilise the
functions we needed...

So, kind of knew the scale and volume of data required?

Yes...
And it’s still considered succesfull?

Considered moderately so, yes. The expectations were low enough anyway so
given that it was probably successful.

With the exception of link to OUTLOOK?

Yes, but even other companies were using it as their front screen...there’s a few e-
mails off it all-right.

Could you talk a little maybe about AGRESSO, where it came from and what were
the drivers for bringing it in, if you were involved?

Well, as | remember it, the key driver was that we were an engineering
consultancy firm (mostly at the time) and it was key for people to be able to record
time, submit timesheets. It seemed an obvious thing to computerise time-entry
which could then be transferred into invoices which could be produced and could
be charged, linking everything together. It was really for cost control, billing and
invoicing...

So people would enter time against a particular job code?

Absolutely, yes.

And there would space to describe what you had done in that particular time, like
a typical timesheet?

It was a (typical) timesheet, yes. It was essentially recording your time and was

flexible enough to record, I’'m not sure how much detail about the job you could
put in but you could definitely record your hours against a particular job code.
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How was it perceived when it first came in? Was it looked as an efficiency gain or
more as a control tool?

Ahh (THINKING)...People were already feeling in timesheets manually anyway so

they weren’t doing more on AGRESSO that they would be doing anyway. In fact
you might be doing less because | think manually there was much more space for

putting in job details.
Was there much (management) interest in seeing what work was done?

No, not really.

More a case of hours worked per Job?

Yes, it was just automating what was being done manually anyway. Also, there
was an issue sometimes with people actually submitting timesheets on time

manually. It was felt that people would be more inclined to put them in on a
Monday morning or whatever more regularly via a system.

Was there a closing facility, in that you had to so it (submit a timesheet) by a
certain time?

Not at first now, but that was done later. That’s a double-edged sword to be
honest because you’re forcing people to go back and submit them and it just leads

to confusion.
Limited value of compulsion...

Yes, as far as | can remember they were the main drivers at the time. Get all the
timesheets in on time so we can tie them to the invoices for cost control and

billing...
Was it in any other part of AGOCORP?

Oh No...

Due to the fact that they weren’t really invoicing as such bar the customer public
supply side?

Correct Yes...

Did it’s (AGRESSO) use then just grow and mushroom afterwards?
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Well for us (engineering staff), the timesheets was the main thing. They did add
more features to it... A lot of what was added to it was for the benefit of the
finance people...They did add a lot of interfaces to spreadsheets and things like
that and made it more useful for the engineering group. We did | think, a few years
back think about making a few changes to it and we did talk to a few people about
that...

The corporate ICT group?

Oh No (EMPHATIC), someone external. Internal ICT would have nothing to do with
it. That (going external) proved difficult...

Did it begin to down on people than internally (with regards to AGRESSO
limitations)?

Not really to be honest; | think if we were left to our own devices, we won’t be
adopting SAP.

Even though people talk about the business case, that it exists and is made for SAP,
there is no obvious driver or key advantage/efficiency gain for yourselves as you

were saying earlier?

Well, there may be that I’'m not aware of. But if you look at us as an engineering
business, whatever we’re going to get out of it, will it justify the additional cost on
us, which | presume will be the case, | think there is (additional cost). Maybe, we
could be incurring this overhead anyway so (it may not matter).

People have been aware that this (SAP) is coming?

Oh, Yes (EMPHATIC). People have been aware for quite a while that this was
coming, a year or two or longer that SAP was coming.

Do you see it leading to an efficiency loss in terms of adding to the workload of
staff?

It may actually lead to increased efficiencies for HR in terms of being on AGOCORP
systems...

What about the engineering staff, the core user (in terms of numbers)?

They’ll use it only as a replacement for AGRESSO so they’ll be entering their time
anyway and Key Account Managers will download costs back out of the system. If
they’re able to do that, they’ll be satisfied. They’ll be at the same as they were
with AGRESSO. The only way we do use it is in the support of
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(AGOCORP) Networks and that is a lot less efficient now then it was when we were
doing it manually. Because of the way we have to give them the information, it’s
much more labour intensive.

Would you feel that the change management aspect of the project that people talk
about, in terms of getting people moving from AGRESSO to SAP, dO you see that as
an issue for managers?

| don’t think so no...

Do you think a change manager role is necessary?

Well, my experience is with AGOCORP is that the change happens anyway so...

You don’t see a need for change management as such?

Well, there will be some aspect of change management involved, in terms of going
around and explaining it to people and showing it...

You don’t see | suppose the classic aspect of change management with overcoming
resistance to change, more about getting people used to the process...

| don’t think so...there may be some resistance in some areas but my general
impression would be that everyone knows SAP is coming so let’s get on with it and
doit.

You don’t see an issue in terms of engaging with the change, change manager?
Well, no...

He might become more of an intermediary, an explanatory agent then?

Well, one of the issues we might have is that the people have affected by the
change, if the guys on the ground have issues; that these issues are taken seriously.
One of the issues we have had, an ongoing issues with the Networks SAP project
(XYZ), and it’s not an insurmountable issue. Now, in my opinion, it needn’t have
happened is that the guys on the ground who were describing the difficulties at the
time just weren’t listened to so issues arose.

Was there the same (SAP) project structure there?

On yes, they were all there, but these difficulties weren’t picked up...

Was it a case of the difficulties not being communicated up in time or?
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In one particular case, around the transmission projects, the primary responsibility
around that would be Networks and we’d have some input into that. The level of
engagement from the Networks staff never happened so the issues and difficulties
then were not taken that seriously and now (Corporate) ICT have to listen to them
because it’s created a blockage. So | suppose it’s important to listen to the guys on
the ground. They’re not being awkward for the sake of it; not here anyway, maybe
in parts of the organisation (AGOCORP Group)...

So, the level of resistance will be practically driven?

It will definitely increase yes.

Could you talk a little bit about your involvement in project boards; you’ve been a
senior user a few times, but not the current SAP implementation?

No, not this. | was on a few project boards, appointed onto them by Networks, not
really NOVOCORP as Networks were a customer...

Could you talk about the role?

Well, being on the project board is fairly high level; it’s not about getting involved
in the detail. My first involvement was in the AR (Asset Management Recording)
project which was about recording all the different (utility) assets on the record.
That went to go reasonably well; there may have a few difficulties downstream but
we didn’t see anything major at senior level. Now, there might be a few issues but
they worked out well.

As a senior user, did you see yourself as putting the user case forward as such?

Not really...

Did you see yourself as reflective of the user?

Well, as part of the project improvement project | saw myself as a representative
user not just of engineering but of the whole of NOVOCORP. What was good about
that project was that one of the successes of that not due to me or the board but
the fact that both (NOVOCORP/AGOCORP) organisations on the ground engaged so
much with the process. That made it easy to be honest. Now on another SAP
project, not the AR one, the XYZ one, that (engagement) didn’t happen on the

ground.

So there have been quite a few SAP projects in AGOCORP...
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| think ours is the fourth...
There must be a fair amount of SAP experience now across the organisation...

| suspect that they (the projects) were quite different; rolling out the AR or the XYZ
project particularly throws up very different issues on the ground than what you’d
have on the corporate level. Dealing with corporate centre, information
management where you’re dealing with a few senior people. Unlike XYZ when you
go down to the project, you're often depending on more, often more junior people
to support it.

So, you feel its more context dependent. Just because you’ve worked on a few SAP
projects doesn’t mean...

No, it’s very different. It might look the same in (Corporate ICT) when you draw it
out on a diagram but it’s different on the ground...

Social side of implementation...

Yes...

Would you feel that there may be a slight comfort zone around SAP that it may be
felt that we have the SAP expertise here and so on. SAP as you say is context
dependent and that might not be (fully understood).

| think from what I've seen, there is a greater need to sell it to the people who are
going to be using it. There has to be communication around why we’re doing this,
what you need to do and that you need to start doing it now. Not implementing
the system but getting people ready for the system tomorrow. Certainly from the
XYZ project, that didn’t happen. It should have happened but it didn’t as local
management didn’t engage with it.

In terms of the business case within NOVOCORP, do you think it’'s been made
strongly enough?

Once the changes that are going to be involved from getting from AGRESSO to SAP
are clearly understood, then they should be communicated directly to the people
affected. In a non-directive way, like SAP is part of AGOCORP as we are and is part
of what we do and this is the benefits it will bring. | think if you do that with our
staff, then they’ll respond positively to it.

Generally so far, do you think the business case is accepted?
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| would feel so; people seem to be happy that this is what AGOCORP needs so it
will happen

In terms of acceptance, | suppose there is a perspective on a business case as fact
rather than maybe a business case that means improvement?

Well, we’ll see no immediate benefit to it. They'll be (engineers) doing what
they’re always doing. I've seen no figures to say it will reduce our costs to be

honest...
That will be interesting to see...
But | don’t think it will (LAUGHS). That’s not the driver here...

That’s lovely Micheal. Thanks

OK, Thanks.
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Location: Corporate headquarters/ Date: 17" February 2010/ Duration: 39 mins.

Interviewee: Aoife Burgess, Financial Controller, NOVOCORP Solutions.

Colour Key: Interviewer / Interviewee.

So Aoife, just for the sake of context, you might describe your role a little bit, your
job title, responsibilities...

OK, | suppose I'm the financial controller for (NOVOCORP) Engineering and
Management or as we have now been rebranded as solutions. There are three
main business lines in Engineering Solutions; there is NOVOCORP engineering
which is mainly AGOCORP engineering, so the engineering for AGOCORP Then,
there are the NOVOCORP consultants, which is generally overseas work and at the
moment we have projects going on overseas. We have projects abroad, in
DDDDDD and two in FFFFFFF and four at home (Europe). That’s the three lines and
I’'m the financial controller for the three lines. There’s about 1060 staff numbers,
450 of them overseas with roughly 180 in DDDDDD and another 180 in FFFFFFF.
That mightn’t be exactly right but roughly.

So what does a Financial Controller actually do? Actually, | suppose lots of things
but if you were really to try to bring it down you could to two different things.
Firstly, there is a financial reporting, forecasting and budgeting element to our
business and particularly there is a controls and governance element to our
business. So, ultimately we’re the last point where you see money leaving the
business whether it be payroll, patents, stuff like that so there is an important
controls and governance element. So on a day-to-day routine of monthly reporting
and payroll and other things like before you come in, | was looking at the bid for a
contract in Abu Dhabi. It’s an X (euro) bid, so | was going through the financials on
that, going through the liabilities, terms and conditions etc. So you could be going
from stuff like that back to the monthly reporting, the financials governance and
control as in are the numbers right; are we happy we’re not going to be double

paying anyone...

So, a fairly wide-ranging and complex portfolio?

A lot of responsibilities, but not complex in that the other side of the house, for
example they have other things like trading etc which we don’t have. So, it’s

probably a fairly simple business model we have over here but it’s very broad.

OK, that’s great. You’ve been with NOVOCORP for how long?
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I’ve been with NOVOCORP for the last two years...
And before that with AGOCORP?
| was with AGOCORP for 12 years...

In terms of coming into NOVOCORP from AGOCORP, now | know your principal
responsibilities are financial, but what would have been your view of (NOVOCORP)

IT systems?

I suppose from a financial perspective, there’s the basic... (Phone Call Interruption).
(Interview resumed approx 10 minutes later)

We were just taking about your views on IS/IT within NOVOCORP...

Oh Yeah, well | suppose on a basic level, turn on the PC in the morning, the
infrastructure, that’s possibly the wrong word for it...I mean the hardware side of
things, that’s all managed by ITS (Exp: AGOCORP Corporate IT services) can you log
on etc that’s all managed by AGOCORP (Corporate). If | have a problem, if | can’t
turn it on in the morning | ring the ITS helpdesk and they sort it out. That bit seems
to work quite well; same, no difference in working in AGOCORP in my experience.
Then, the next most important thing for me is the applications you use. The one |
use the most of all, and use to do 90% almost 100% of what | do is e-mail. And
again, does e-mail work and it is managed centrally on central services and that
works fine. So the two things | use most, e-mail and the p drive (Exp: local back-up
network) from a personal perspective work fine on a day-to-day basis, and they
have to work on a day-to-day basis and they do, they’re fine blah, blah, blah. The
next thing | would use would be from a communication perspective, so the
Intranet front-end and | have to say it’s a super application that we use, and |
suppose better than the AGOCORP (Equivalent) application. Very simple to do but
useful; basic stuff like expenses which you can get there; | think ITS did a survey
once and | think something like 99% of (INTRANET) users used it to look up phone
numbers, you know and that kind of stuff, forms, procedures and it works very
well. So these three applications that | would use, | know we’d probably have up to
200/300 applications but | obviously don’t use those. For example, | don’t use
AGRESSO; actually that’s not true, | do use AGRESSO to approve the odd (as in
rare) invoice, but I’'m not a heavy AGRESSO user. | don’t but WORD and EXCEL are
other packages or applications that | would also use quite heavily.

| know you’re not a heavy or regular user of AGRESSO (Yes), but what’s your
perspective on it?

The problem with, not the problem, | suppose the problem is really that I'm
comparing it to SAP (Exp: Aoife would have used SAP Financials when working for
AGOCORP corporate) and the analogy and | think I’ve used this analogy with Lorna)
is | hear the problems with it (AGRESSO), like someone coming to me and saying
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‘We weren’t able to do this today because...” and the way that | compare them is
like AGRESSO is like a little speedboat out in Dun Laoghire harbour, you know. The
users love it, you can up and running and into it quickly, you can zip around the
harbour but as soon as you go out a bit further...

SAP is like the big tanker out in the sea which can’t come that close to the shore
and is huge, ginormous but can take you anywhere in the world. The minute
AGRESSO gets outside the harbour walls and is hit by a big wave it flips over. That
analogy | suppose is trying to say once you come against high volumes of data,
different processing requirements, the “big waves”, AGRESSO will just flip over. It's
just not robust enough. It has its limitations, I’'ve (even) heard of timesheets
disappearing. SAP has two things: its functionality and integration across modules,
its robustness, its integrity. AGRESSO doesn’t have either of those (characteristics)
but lads (Users) using AGRESSO and go in and get their own reports, make up their
own reports, their own database. You can’t do that with SAP. SAP’s biggest flaw
from a financial perspective, my view not an educated view by any means is the
lack of a user-friendly interface and the lack of reporting; the reporting is just
appalling. Just like the tanker, it will carry anything for you, bring you anywhere in
the world, but a) if you want to change it, Lord almighty, you’d need about three
weeks’ notice and an entire team to do it; like “Everybody Move!!’ unlike AGRESSO
which is zipping around. Then you‘d go look at AGRESSO where you’d be thinking
‘2 and 2 does not equal 4 here’, you’d have worries about the data integrity, like
staff saying timesheets go missing. How do timesheets go missing? Not in SAP,
never heard that happen in SAP. But I’'m not in deep enough in the bowels of
AGRESSO to really know or understand.

Your general view though would be that the users find it useful but it lacks capacity
and robustness?

Yes, it’s just that it has limitations...

Would you find people are wedded to AGRESSO or are they very conscious of its
limitations?

Yes, one of the key things is the speed of it, the processing. Someone was just
telling me this morning that it takes 20 minutes to post an invoice. That’s mad, like
where is the slowness? It seems to come from scanning in files; now, | don’t know
much about the processing of it, whether it’s an issue with PCs, the processor
speed, server memory or where the problem is but there’s a slowness issue with it.
You have to remember that AGRESSO came in ten years ago, | think; I’m not 100%
sure when the company was a lot smaller and obviously the volume of transactions
has grown since then.

Maybe, the company has simply outgrown AGRESSO?

Yes, that would be my uneducated opinion. I’'m not in a position to validate that
view but that’s the feeling | get talking to people, yeah.
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There seems to be an element of adhocracy about AGRESSO when you talk to
people too...

Yes and (In terms of how people use it) and a big issue is that maintenance is poor.
Like, you know we’re using a company who...you’d worry about the product life
cycle (in terms of support)...

And the fact that it’s not supported by the central (corporate) ICT group...

Yeah, you’d wonder what the life cycle plans for the product are. | think a Swedish
company owns it (Exp: currently owned by the Dutch Company Unit4) and you’d
wonder what their plans are in terms of putting money into it etc. | just think

NOVOCORP have outgrown it.

You also have the individual issue of people who have tailor-fitted the system
(AGRESSO) by to their own needs...

Yes absolutely... Yeah, but to be allowed to do that (EXPRESSED QUIZICALLY),
| suppose clever engineers will create their own little ad-hoc versions...

Yeah, and there’s stuff going on in one particular aspect of business where they’re
going at it in a very ad-hoc way; | don’t even want to think about it.

Maybe issues there with governance...

| suppose when we have SAP, they won’t be able to do that anymore. Like, not
only do they have AGRESSO but they also bought this other system to sit on top of
it and do other specific things; Oh holy Mother of God (VEHEMENCE).

And that’s just specific to them?

Yeah Yeah (SPEAKER’S OWN REPETITION)...

OK...

The problem is the whole corporate governance and control issues (that can arise);
like who is evaluating which is right and which is wrong?

So, of all the people that will be most affected by SAP, while not being unfair to
them, they’re likely to be the ones who feel impacted most?

You mean those people (who use the add-on system for AGRESSO)?

Yes...
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| think...Well you may have heard of the P and HR system (Exp: Payroll and HR SAP
Module)?

No...

Well, when AGOCORP (Corporate) brought in SAP 98, they put in mainly financials
and materials and they didn’t... Well, only recently in the last three or so years,
they brought in the Payroll and Human Resources or P and HR SAP module which
replaced an AGOCORP bespoke payroll system and it was a long tortuous
(process)...

Christy Ryan mentioned it...

Well, it was a long tortuous project..it was like an iceberg, all the problems were
under the surface and despite the big effort, when they went live, the problems
with the front-end were let’s just say unfriendly, (SIGHS) very clunky and on that
issue alone, it didn’t find favour.

My one fear for the (current SAP implementation)...Now, the financial staff are
very adaptable and will use a system they are asked or told to do. | still feel though
in terms of change we will have a difficult 3-4 months where users may find it
clunky. SAP is complicated, there’s no two ways about it but in a year or two years
from now, after the implementation, people will forget what AGRESSO ever was.

For me, the biggest win is that we can get reports. Often with projects, you’re so
focused on the process and design that you often forget about the end-user. The
key for the end-user is the output; if the output is poor you might as well forget
about all that you’re doing. You know, cause...or you do it and you manage it and
get the reports out. Also if the implementation (of the given project) is behind
time, then the reports will be done last and we need to do the reporting early...

So, | guess you can really see the value of it (SAP)?

Yeah, the guys there might see all the figures, but may go to run an income
statement and they can’t.

OK. In terms of the actual usability, you would see change management as a big
issue?

Yes, with respect to the engineers the big issue for them is the timesheets. Cause
that will affect...Well there’s 70 financial staff and maybe 500 engineers... The joke
going round at the time of the P and HR system was how difficult it was to put in
your expenses... (LAUGHS). Expenses inputted were down for the first three
months (of the system) until people got down to using the system. The joke was
that it was a cost reduction thing in that they (AGOCORP/NOVOCORP) were getting
back the money by making it so difficult for people to claim expenses. You know...

So the front-end...

Research Audit File, Interview 5. Page 5 of 14

65



So, the Financial staff are going to be using the (new SAP) system more than the
engineers but the numbers impacted in engineering will be higher?

Well, now you’ve changed the tool and it’s not as nice a tool...Now, the only thing
I'd say, a caveat on this is that the version of HR we’re putting in has made leaps
and bounds on the timesheet front-end. I’'m only really talking about the (SAP)
timesheet system in the AGOCORP; they may have improved it since. So a lot of
this...| haven’t seen SAP in a number of years so | don’t know. You might talk to
someone else and they might say ‘No, actually, the front-end is a lot better now;
it’s really user-friendly and it’s fine’. Actually they’re (AGOCORP corporate IT)
actually upgrading from SAP R3 to SAP R6, so they’ll have to be making updates

and changes...

Lorna has talked to me about the importance of the updates all-right...

We (AGOCORP) use SAP for a lot of different things with for example AGOCORP
Networks using SAP IU (Module) in their XYZ (Integrated Work Management) SAP
system. All the SAP financials is on SAP R3, which is being upgraded to SAP R6 and
so I'll presume they’ll make front-end changes then...

OK.
But | haven’t seen that, so | don’t know...

Because engineers will be doing something that they’re doing anyway (i.e.
Timesheets/Expenses) and they’re doing it in AGRESSO. It may not be a preferred
task or something they particularly enjoy doing, as in its part of their admin role if
you like, would you reckon the level of resistance would be high or what’s your gut

feeling on it?

Well, the professional ones will just get on with it. The ones who'll want to
complain about it, well it will be something else to complain about (LAUGHS). But
it’s like everything, in 6 months they’ll all be using it...

| suppose that’ll be a function of the change management?

Yeah, the problem here is not that...It's not the process that is changing. If you're
bringing in a broad new process than that would be (different). You’re only
changing the system to do something else. It’s not a case of bringing in a new
system and a new process and its unsuccessful; spending z million (Euros) on a
system and then people refusing to use it and it ends up on a shelf. It won’t be like
that with this system because everybody will have to use it. So, they might

complain about it but they’ll have to use it.
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Is it the case that AGOCORP having decided also that you’re the anomaly, in that
you're the only business unit without SAP. Would there be a feeling that it was
being forced upon you (as an organisation)?

(SIGHS REFLECTIVELY) ’'m not the best person to answer that question as I’'m one
of those people; | came from head office...

But do you detect any feeling (like that) from individuals on the ground. They're
being compelled to do things anyway. Is there an acceptance there (because of this
compulsion)?

MMM (REFLECTING). Personally no, but | wouldn’t be talking to the engineers
about SAP. Maybe there is (that feeling) but | just haven’t been talking enough (to
the engineers) to be heard it. Maybe, there is that feeling out there. Talking to my
own finance team, | think that there is an acceptance that the whole group should
be on the one system but have we properly explained the reasons for change?
Probably not...

You mean to Finance or (everybody)?

Really everybody, but that will be part of the change management process. | said
to my guys: ‘we’re going on SAP because AGRESSO is out of maintenance, the SAP
product is superior, and there will be overall synergies there as we’ll all be on all
the same system and there will be no issue there in terms of (SAP Software User)
licenses’. There may be issues there in terms of volume but they would be small in
comparison (with AGOCORP). Governance will be there and the only real cost is
the implementation costs. Even, when you look at the implementation costs,
you’re (currently) paying a good lot of people anyway so sometimes you would
truly (EMPHASIS) wonder what the implementation costs are.

A lot of it (implementation costs) is driven internally as you have a lot of (internal)
people involved in the project internally?

Yes, there are very few external people.
In terms of change management and overcoming (any) resistance levels, Finance
will be at the coalface and maybe might see the advantages a bit quicker. Do you

think the business case (for the SAP implementation) has been made clear to
people on the ground or is it a case of having to do it?

| think it’s more of a case that we have to do it.
OK...
Now, why do we have to do it? | think the general feeling is ‘we are part of

AGOCORP Group; AGOCORP Group is on SAP and therefore we have to move (onto
SAP)’. | would say that’s as far as most (typical user) thinking has got...
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A sensible logic?

Yeah. | wouldn’t say now... | don’t really know actually. Is the thinking behind it
more a case of ‘Bah Humbug, why should we move?’ or ‘Sure, that’s grand’. | don’t
know which side people would be on if you polled them. If you polled Finance
people, it would be ‘Sure, we’ll do it’. Our biggest issue is OK, there is an overall
acceptance that we will do it; | mean overall in Finance now; there is an acceptance
that we have to do it. Where we will lose it or where it will go wrong is if we don’t
give adequate time to training and the change management element. At the
current moment, they (the users) are on the right side of the fence. We’ll have
finance people going on the project and that’ll be good, rather than bringing
people in at the 11" hour and then say ‘here you go’. We need to train them, give
plenty of time to training, let them get used to the system and give them plenty of
support afterwards and how we implement it. We will have Go-live, a Big-Bang
approach. We'll be doing month end (December 2010) on AGRESSO and current
month (January 2011) on SAP. We’ll have two systems running at the same time so
there are a lot of issues there that we have to think through.

When AGOCORP went live in SAP in 1999, | think it was, they took a Big-Bang
approach but there were no accounts done for three months. We don’t have that
kind of luxury. There are a few issues there.

In terms of the business case, it can be made...
Oh, it has, it’s been signed off.
| mean more in terms of the informal business case...

Oh right, sorry. Well for finance it has, | can’t speak for the rest (of the user
groups). | wouldn’t say the engineers care too much. (They might say) ‘SAP, what’s
that?’ They just be thinking about putting in their timesheets and put it into
whatever system. The impact on Finance will be more complex in terms of tasks.

Actually, I'm wrong there...there will be an impact (for engineers and others) in
terms of making purchase orders. There’s a group of about 60...Well firstly, you’d
have 400 engineers doing their timesheets, and engineers working on timesheets
don’t do timesheets. Then you have the purchase order, people who can raise and
input purchase orders, which is how many...I suppose 30 or 40 people. And then,
you have finance. Also, you have HR who may process expenses (through SAP) for
the whole organisation. So, there may be or two processes that the whole
company would have to use...Timesheets and the expenses, I’'m not really sure

about that.

| suppose the timesheets would be the standout one for everybody?
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Yeah, but the expenses would be important and can involve others who have to
verify expenses...

So, you could have a domino effect in terms of an expense (validation)?

Yes, take this expense here (HOLDS UP AN EXPENSE CLAIM FORM). It’s all manual
on a sheet, I’'m not sure if all that is going to be automated...

So, going up to your superior and going through the different levels of approval...

Yes, Yes (OWN EMPHASIS).

So, in your past experience in SAP projects (implementation)...You were involved?

Yes...

Tangential?

No, | was.

Was there a formal change management aspect to those projects also?

Yes, there was. The regional stock (part of the AGOCORP SAP)_ project which |
came very late into. A big huge project (i.e. SAP Corporate Project) now in 1998
that went on for three years. | came in at the end of that (working on the regional
stock part of it), two months before the end and worked on it after Go-Live and
there was a huge change management aspect to that as it involved change across
the whole of the organisation (i.e. AGOCORP corporate) which had about 10, 000
people at that stage, a massive change. There was a huge whole change with Mick
Leahy in charge (as project manager)...

Is he still here?

No, he’s retired now. But there was a number of change managers utilised and that
was taken very seriously. There even is a change manager for the new SAP
implementation...

Oh Yes, Fergal Flynn.

Right and | was involved also in a financial consolidation project about two years
ago and | was the project manager and I’'m trying to remember about the change
management! I’'m sure we did it (LAUGHS) as it was very successful!

Looking back on those implementations, do you think that there were some big
lessons learnt, considering they were successful that people could utilise on the
current (SAP implementation) project? | realise that they were (Corporate)

AGOCORP projects...
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Back in 1998, when AGOCORP (Corporate) did their big implementation, Glanbia
(an Irish Food conglomerate) implemented SAP at the same time. Now, | don’t
know if you know anyone in GLANBIA so | will hasten to say that their
implementation didn’t go as well and | was down with them a few years ago and
they are still living with some of those mistakes. Our implementation succeeded
because the man who ran it brought the company to a halt to do this. He had
everyone involved; there wasn’t a single person that he did not involve. It was THE
(SPEAKERS EMPHASIS) SAP project. It got huge publicity, huge buy-in, huge senior
buy-in and management buy-in...All those textbooky things that are so important.
Now, he had huge resources and he spent them. The project came in on time and
just about under budget. He had a huge amount of support after Go-Live and he
kept that in place. He is a very clever man. So, his aim was to deliver and he had
the budget and resources to deliver. He brought in a load of external people... |
came into AGOCORP on that SAP project. Probably the big issue for this project
could be that they’re over in Project HQ. They’re not here; you can’t see them
every day, now they’re in and out but the fact that you don’t see them, that’s

unfortunate.

When | worked on the financial consolidation project, we were down in Project HQ
too and we made a conscious effort to do certain things or tricks | suppose you
could call them. | was dealing with a lot of lower level accountants across the
business units who never interacted with one another. So once a month, | got
them all together and they loved it. It got them out of their desks which they
loved, they’d come down to Project HQ, have a cup of tea and would maybe meet
Johny who they may not have seen for a couple of months. It was almost a social
occasion for them. They’d do (then) what you were looking for. It’s those kinds of
things that the (current SAP) project will have to do.

Is it unrealistic though do you think, comparing the size of the original SAP
implementation from the late 90s to the current SAP implementation to say that
the successful original SAP implementation should act as a template (of what they
do) given the differences in project size, time, resources etc; that you could apply
lessons learnt from the original SAP implementation to today?

| think you could, but are they (the lessons) written down anywhere?

Organisational memory is gone through retirements etc?

Yes...

Would Eoghan Barrett (AGOCORP Corporate IT Senior Figure) have been there?
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He would have and also Dave Coleman, who’s like Mr. SAP and over a lot of SAP
functionality...

Would it be fair to say, without being overly critical that maybe the lessons learnt
(from previous SAP implementations) aren’t distilled clearly for circulation?

You see, the problem with that is; OK you might write the key things down but you
do it in such a generic way that it probably reflects how you do things anyway in a
project so there’d be no what’s the word? You couldn’t probably say that no other
project had done the same things, it’s the little ways in which things are done
that’s hard to capture, like how could you write it down...

The context...

Yeah, you might see (in Lessons Learnt), ‘Hold more meetings’. Like, everybody will
do that, it’'s how the meetings are run, who did you invite, did you have tea and
scones? These are the small things, but people will come to a meeting if you’ve tea
and scones! I've learnt that (LAUGHS), the twenty Euros you spend on Tea and
Coffee can make a big difference. | suppose you could say that the successful
projects at least in an AGOCORP context are those that...| suppose this is such a
generalisation and this could not even sound right. All of the things being equal, if
you have enough resources, enough and the right people, often the icing on the
cake is if that person in charge of the project is politically aware. And being very
politically aware means having the right people, access to the right people, you
know for...

Things like project boards?

Project Boards etc. | don’t know if that’s (morally) right or wrong. It’s probably
wrong. People always say that one of the most important things for a successful
project is senior management Buy-in, yeah, yeah, and you know what it’s really
really (SPEAKER’S OWN REPETITION) important. Tommy Walsh (NOVOCORP
Financial Controller) pushes everyone to attend (meetings) and he’s really rowing
in behind the SAP project and that’s really helping. One of the big things is that he
comes from a (IT) systems management background and | think that will make this
project successful. He understands how important it is that this happens. Take
another financial controller without that background and I’'m not sure that would
happen. We had a particular financial controller from a non-systems background,
couldn’t understand the value of systems and couldn’t get it at all. Managing a
project in circumstances like that would be very difficult.

(Is it a case of him/her saying that) Everything is a cost?
No, more along (the lines of him/her asking) ‘How hard can it be?’, just put in the
system and so... Having a champion of it (the new SAP system) who understands it,

the importance of it to the organisation is... Like every organisation has differing
priorities. Important things get most of the time. So, the original implementation
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(of SAP in AGOCORP Corporate) got the time, P and HR implementation on the
other hand wasn’t that successful or at least the perception was that it wasn’t

successful....

Sorry there, you said the perception of it, what do you mean by that?
Well, the scope expanded the classic things that go wrong...

Scope Creep...

Scope Creep, it didn’t come in on time, cost T million Euros and didn’t seem to go
well. Did the whole organisation buy into it at the start? Did it have the profile? |
don’t know...wait, it did have the profile in fairness to it...

Was there a change manager appointed to it?

Lorna Doone would be the best person to ask that of now; what | know about it is
through the electronic mail and people talking about in, the gossip etc. It (my view)
mightn’t be fair or a rounded and balanced view but generally the perception
would have been that it was not that successful. | could be now that perception
has changed. History might have changed, the more we move away from the time,
the more successful it might be. It was a tough project. Now the question might be
(for this project) might be, how do we not become P and HR. Now, if the HR
manager was here, they might take umbrage at that statement. We have got to
make sure that...you know the SAP project, we’re taking the vanilla flavour as in
over the road (as per corporate SAP) and there are a few little extras that might

trip us up but...

It will be interesting to see how things go but one last question in terms of how
things will be going forward, it might be an unfair question to ask but would you
be confident (that the project will go well)? It might not be a fair question to ask...

If you can turn that off (LAUGHS AND POINTS AT RECORDER), | can give you a
straight answer...

| suppose would you be confident that any of the lessons from previous projects
have been absorbed?

MMMM (Reflecting)...

By people from AGOCORP who will be part of this process and hopefully making it
successful?

There are two questions there now.

There’s a lot of SAP implementation expertise, there are good structures, the
classic textbooks things are done, the change is selected...
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Yes, early (on).
And all the (project) processes are followed?

MMMM (AGREEING).

But do you feel that in terms of where people are coming from, if the experience is
there, that it will come through in implementation?

Yes, | think it will. My experience in AGOCORP in IT projects is that we tend to
implement IT well. Well, the ones I've been involved in. XYZ, umm (AMBIVALENT
FACIAL EXPRESSION), there’s stuff going on in Networks that I'm far away... My
own experience of the BCS implementation is that it went well and | carried a lot of
what | had learned there forward onto the SAP implementation. Having worked in
SAP a couple of years, then in finance, then brought back to do this. Now, | was
kind of made brought back to do this (BCS implementation) because they knew
(and were saying), ‘She worked on the old system and she knows a bit about SAP
and systems’. Now, it went fine, it worked and is done. Now, P and HR | don’t
know (how successful it has been). We have some very good people on this
project. | think Lorna is very good. | think Tommy is a good champion, a key piece
of this. We have a project board and we have the AGOCORP Corporate Financial
Controller on board who’s very important person. He worked on the previous
(large-scale corporate) SAP implementation and he’s now group financial
controller and was my boss. You've got Tommy who’s got quite a strong systems
background, like he worked in AP (Exp: Accounts Payable) and in a systems
environment. So we have senior people like Lorna and Tommy involved in the
project, all (of whom) have worked with SAP and have SAP knowledge.

OK, they are up there (GESTURES IN TERMS OF THEM BEING AT A HIGH LEVEL). In
my experience, with systems, it’s often the small stuff that trips you up that they
(those operating at a higher level) don’t get to see or they don’t ask the questions..

Or doesn’t get back up to them...

Yes, or people don’t think of it or don’t ask the right questions and then
fundamentally people go Aargh! (ACTING OUT SHOCK/SURPRISE). But then, the
people who are the project are very good. So, if | was asked how | feel about this
project, | would feel it’s going to be a good project. It’s going to be very hard but
we will make it happen. We’re just after completing the NIB (National Irish Bank)
project which was a big success and the project manager off that has been rolled
onto this project (Thomas) which | think is good...

Keeps the momentum going...
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Yes, but it’s a good question, (Exp: she's coming back to the earlier lessons learnt
question here) maybe there is or maybe there isn’t, or maybe I’'m just not aware of
is that in ITS (AGOCORP Corporate IT) is there a document that says this is what we
learned from the SAP 98 implementation, this is what we learned from XYZ, this is
what we learned from the P and HR project...Are they all in some knowledge
warehouse somewhere or...

Are (all the knowledge) gone out the door in Mick Leahy’s mind...

Yeah, has it all gone off to retirement (LAUGHS). | don’t know the answer to that
question but Lorna would maybe know ‘Did we do that?’ We probably should
have. So the answer to that is when I've finished my little project, did any of my
kids (Exp: Her staff) come to me and say...Did we do a project report? We probably
did but there was no kind of project implementation lessons learnt so nobody can
ask ‘What did you learn off that and put it away (somewhere for others)?’ Maybe,
that’s the nirvana of knowledge management... | don’t know...Great in theory but
doesn’t happen in practice. But we implement a lot of systems, we do a lot of
projects, we should probably have something like that but that’s somebody else’s

job...

Great Aoife, that’s fine. Thanks very much.

No problem
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Location: Corporate headquarters/ Date: 17" February 2010/ Duration: 44 mins.

Interviewee: Ryan English, Manager, NOVOCORP Engineering Solutions.

Colour Key: Interviewer / Interviewee.

So Ryan, just for the sake of context, you might describe your role a little bit, your
job title, responsibilities...

The part of the business that I’'m responsible for is the looking after and
maintaining of the divisions that NOVOCORP own that is separate to AGOCORP
and NOVOCORP. We operate and run and are fully responsible for maintaining and
updating those facilities; sometimes we run facilities on behalf of third parties for
example in countries like DDDDDD and YYYYYY. This is something separate from
AGOCORP and this requires or needs about 420 staff. We actually manage more in
Ireland than AGOCORP does and that’s what we do and what I’'m responsible for
and there’s a small team here and most of that staff are out working in the
facilities working with a staff of about 15 at home.

So must of your staff will be based outside at a given moment?

Yes, working in the actual places. We have about 40 on average in each European
facility and another 70 or so in DDDDDD etc but that’s just more for cultural

reasons.

When you say cultural reasons, what do you mean? Is it a case of getting numbers
in there on the ground to run the facilities or?

Well, it’s more about the processes and procedures might be different, some of it
to do with IT actually. You also have security staff which you would not have here
and so on and so forth so with people leaving in compounds etc. It’s a totally
different arrangement.

Is this (the operation and maintaining of facilities) the same as the Tolling model
other interviewees have talked about?

No, the tolling model is something different. It’s the business around the facilities
where they are owned; it’s a separate part of the business where the ownership
and running of them are in separate parts of the business. One part of the business
has the contracts for buying the raw materials and producing so much on behalf of
the owner. Our part of the business would involve operating and maintaining the
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facility on behalf of the owner which could be ourselves but the businesses are
separate and in separate sections.

So almost like an owner-occupier rental agreement?

Exactly, yes.

So, in terms of IT what role does it play for your part of the business? With so
many of your staff out of the office at a given time, does it help manage the
distance barrier?

The distance barrier...

The distance barrier between your staff working in the facilities and those back in
the office...

Yes, well there are different technological requirements. Obviously, in the facilities
themselves there are specific operational and maintenance systems as such
whereas back in the office, there are other business systems as part of the overall
company and the communication between and trying to keep contact between

office and employees working.

What kind of role do you think IT plays in the organisation from your experience?
Do you feel it’s strategically valuable? Does it play an important part or less of an
important part than it should? Could you sum up in your own words the role of IS?

The answer to both those questions is definitely yes. IT is strategically important. |
would say it’s critically essential not just from my part of the business but for the
whole of the business. It’s absolutely critical to building the service, to providing
services efficiently, in meeting the needs of the customer. In all those things, IT
strategy is essential to support the business strategy, to grow the business, support
the business, sustain and grow revenue and meet customer expectations in a way
that’s as cost effective as possible. The IS strategy must align with that and must

support that.

In your opinion, is Business strategy in the leading seat in the organisation, is
governing the IS/IT strategy, that there is alignment between the two and that the
business strategy comes first?

Well, there may be misalignment between the two, but business strategy
definitely comes first. If we have a management meeting about the business
strategy, it’s all about growing the business, increasing revenue and meeting
customer requirements. IS and others like HR just support that. Maybe that’s not
right. Maybe IS is seen more as a support service and less of an integral part of

delivering the business strategy.
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So in terms of IS being support, would you feel that there is misalignment between
the two (IS and Business Strategy)?

Well, it’s difficult to say everything is the same or put all the businesses into one
basket. It may be different in different parts of the business. When you talk about
something like SAP, coming from the AGOCORP side, that’s a process and probably
very lined up (as a system) with the business side. Now, AGOCORP is a very large
business as is NOVOCORP which has more than a thousand staff so both are
complicated businesses as is NOVOCORP in its own right. So when we talk about
business and IS strategy being aligned, there are certain parts of the business
where they are very closely aligned and parts where they’re not.

Could you elaborate on maybe some of the (IT) success stories and some maybe of
the failures?

(SIGHS). Certainly, | think and this is probably true of most other companies when
it comes to the office applications and systems, we’re pretty good at getting access
to what we need in terms of facilities in terms of say Blackberries, remote working,
home working, access to laptops etc. There is a very strong view in the company
that these tools and | know that’s different to IT strategy, are there and are
necessary in order to deliver (the business strategy). So, in that sense there’s a
close alignment between people recognising the benefits of IT and all elements of
it and bringing it to the business successfully. They are some applications within
the business where the implementation of IT systems is done successfully and
often across the business. There are other systems and I’'m not sure how this has
happened where IS strategy and architecture is driven by AGOCORP and it has
particular standards and policies. That’s probably appropriate but there have been
times when we’ve become deliberately more separate from AGOCORP as we're a
separate business. | suppose if you’re becoming separate that other things like IT
or HR will become more separate to reflect process differences anyway..

Like a natural decoupling...

Yes, and some of that decoupling....| suppose there have been plusses and minuses
with it. Where | see the plusses which I’d like to look at a bit more maybe would be
the fact that... | see a big difficulty, particularly in big organisations to try and get
systems delivered to people on the ground that they actually need in HR and IT
however. If you’re thinking of a super system like SAP; for each person or process
in the organisation, they may have to wait a while in order to get what they want
out of the system. | suppose that’s common in other big organisations, | know that
it is in maybe other organisations that are structured in different ways, have more
resources and centrally allocate resources that can be thrown at the system. They
can have multiple versions of the system in different locations and I've seen this in
other organisations, 10 different locations around the world. But maybe AGOCORP
hasn’t done it that way, maybe they should or shouldn’t, | don’t know. But the
time that NOVOCORP was more separate, there was more on a more simple level,
the local development of systems and probably a better alignment of systems.
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What | think is that once systems get back to AGOCORP and the centre, the
emphasis is on SAP and these bigger systems and so on where there is less
alignment. AGOCORP as a business, which is changing at the moment, is different
to that of an international consultancy and they have to consider customer billing,
metering...

Health and Safety, Risk regulatory...

Well, more so the Z or so customers and all the systems needed to support that,
the call-centres. Thinking about the network system which has millions of assets
around the country that must be monitored, every pole for instance and have asset
management systems that must be capable of managing all these. It's not
surprising that the driver of IT in organisations tend to be those big systems; now
we need and use big systems ourselves, particularly in the last few years. You tend
to find that we need a lot of applications. | mean when we travel overseas; the
ability to be able to get communications and link in to our places overseas, that
has never been a big priority as such in the business as you tend to get a focus on
the bigger systems like SAP. | mean AGOCORP went through a period of developing
systems in house; you might have heard about DWMS (i.e. Distribution Work
Management System) and DFIS (Distribution Facility Information System), two
huge systems that a huge amount of work went into and their whole focus was to
drive down into and help manage work and consultants. The work that’s going on,
getting that down in a more efficient way as a support system. That’s fine but
that’s a very different business to what NOVOCORP has been doing over the last
few years. For relatively small applications, for example, an engineer going out to
RRRRRR wants and needs to be able to get access to systems back here; what you
often find is that not’s as easy to do. There’s some technical reasons why that’s the
case; | mean AGOCORP systems as you’re probably aware for security reasons is
hard to access as all the software systems are on the same server cluster as the
SCADA (Supervisory Control and Data Acquisition systems which automate some
key operations) so there’s concerns there regarding access and data control. These
issues probably wouldn’t apply to another company or they’d have a different way
of dealing with them. A large semi-state company or not even a semi-state
company cannot really address all the system needs of its component businesses.
We had that more for a while as | said earlier when we were separate but over
time we have got more integrated back into the parent again and we tend to be
under the control of the central IT function. Now | think that has huge positives too
by the way but you need huge resources.

Do you feel there is a case for NOVOCORP having almost two separate strategies
with one IS strategy (reflecting NOVOCORP IS Strategy) linked to the parent IS
Strategy? You'd have a top-level say corporate IS strategy linked to your own
specific IS needs?

Yes, Yes.

| know something like that happens informally...
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It does, but | suppose the issue that arises then is the implementation of the
strategies and what would be the steps for implementing a system. How
centralised would the controls be and how would it feed into a strategy and the

resources...

You do borrow IT resources from the corporate IT function so there might be a
logistical issue also...

Yes, yes.

In terms of AGOCORP’s perspective, would you feel that would have been a feeling
that perhaps NOVOCORP had become too independent from an IT perspective?

Yes, that feeling could have been there but how big an issue it was, | don’t know. If
there was that feeling, | could understand it. If you’re responsible for IT and all the
governance and security issues that exist, you’d need to make sure that you have
as much control as possible over all issues that could arise. | wouldn’t say...maybe
another problem, maybe | would think myself, when | look back myself say over
the last ten years or so, when we’ve had separate systems and applications
implemented. I’'m not really talking about big systems now. They’'ve been done on
a very local small scale usually. In my view, | don’t really think that senior
management in the company (NOVOCORP) have put enough emphasis or here
have had enough belief in IT; they have paid lip service to it. | think everyone
knows and accepts that IT is important and everyone has a mobile phone or
laptop. Nobody is going to say IT isn’t important unless they want to go back to the
slide rule kind of thing. There’s a difference between saying IT is important and
putting effect to that in terms of how you approach strategy meetings, when you
go to the actual meetings at corporate level and get buy-in and resources for those
things like the two strategies mentioned earlier. Maybe senior management didn’t
believe in it strongly enough or didn’t feel that they needed to push the need for
systems too much.

Would you feel that’s one of the reasons why other people in the organisation feel
that the core IT spend was so low?

| wouldn’t really know high or low core spend was. An issue | feel, and as a
manager | take responsibility for this as well, is that we often in this organisation
talk about how important communication is and when our engineers go abroad,
even taking account of the fact that the IT infrastructure in some of these countries
such as DDDDDD would be poor. Actually, this was an issue up to very recently in
the UK, a country with obviously good IT infrastructure. But | could never
understand why we couldn’t have a simple system that could with all the security
factors considered give someone access to whatever data they needed just like |
can here in the office. Many other organisations are able to do it; I’'m sure that the
Intels and banks of this world are able to do it and I've seen companies like
Siemens who are able to do it and they were able to overcome these (security)
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issues and so on. The reason that hasn’t happened and I’ve said this before is that
for AGOCORP it’s not their core business; | don’t blame the people in AGOCORP or
Corporate IT. | mean they’re not going to be waking up in the morning wondering
what can be done to make our IT more effective and if they are they’re focusing on
the (service) issues we’'d be expecting them to focus on. But for us here in
NOVOCORP, close to the centre stage albeit not on it; we need to have certain
systems and we need to do certain things in a specific way. Now, that’s beginning
to happen a little more, recently but senior levels in the organisation (NOVOCORP)
never really saw the value of IT for the business.

Do you feel you lacked a champion at senior management level?

Yes.

Do you feel AGOCORP have become more attuned or sensitive to your needs over
the last while, thinking specifically in terms of the central ICT group?

| think it has in recent teams. | suppose that bring people over from the corporate
ICT function to work here has helped and that was an argument made (for their
moving over) at the time. The relationship that they have (with former colleagues)
and so on has helped and it has certainly improved (the relationship).

So, the social capital they have brought has been important?

Yes.

So you can see a little more buy-in from AGOCORP Corporate in terms of ICT
support, I'm thinking specifically of the (current) SAP project?

Yes, it has definitely improved.

So, if the SAP implementation was something that would have gone through
maybe 5 or 6 years ago, then the resistance might have been higher?

| would have thought so, yes.

When you look over your time here and think about the history of IT in the
organisation, | suppose it’s never really uniformly positive, but on balance has it
been more positive or negative?

Oh, more positive than negative. | think there are areas where we could have
done, obviously there are individual applications that mightn’t have gone through
exactly as one would have liked but... Again, looking at the bigger systems in
AGOCORP, there’s usually a change management component because some of the
systems require people to change the way they do things as well. We’ve often put
in the systems and assumed people will just change with them. Often, those driven
from the bottom don’t often get visible support from people at the top, not just
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signing off cheques and they don’t work. Now, Lorna knows this because I've
talked to her about it. Just taking the recent SHAREPOINT application across the
organisation, | don’t think that they’re doing that the right way. It might not be the
most astronomical system or involve a big change in what people are doing but
these things only work if there is some communication of the change to the users.
What we tend to rollout the system and expect the benefits to happen.

Is there a change management process (around SHAREPOINT)?

No, I've argued for one. Now, we’re coming to a meeting in the next few days to
talk about that...

Is there any reason why there was no change manager role? Looking at other
projects, it seems to be standard practice...

I don’t know. The way they seem to have done it as | understand it is that they
have appointed administrators in each section to kind of manage it. As far as | am
concerned, administrators are just administrators, they’re not change managers
and so something else is needed. | don’t know whether it was a resource issue (to
have a change manager or not) or something else.

Would you be a big believer generally in having a formal change manager role?

Well, it's something...I don’t think you can or should spoon-fed everyone either
but it’s like your video player at home or your DVD, you only use the 20% of the
features, like play, pause, record, the rest you don’t worry about so you need to
know what 20% is relevant to you and how to do it. OK, | mean I’'m amazed when |
look at a tool like OUTLOOK, I'd say 75% of the people who use it, don’t use it in
the way intended. That’s a very simple tool and there are people going on courses
externally to see or learn tricks as to how use it better, like the Tasks (feature). It
surprise me that in a company of this size, not a change manager as such, but
something that maximises the benefits of the system for people as much as
possible. Like, what probably will happen for SHAREPOINT, is that different
departments will use it for what they need it for and so not make the most of it.
Looking at the administrators, | mean they’ll focus on the relevant bits.

So, you’ll have a bit of a cherry-picking exercise?

Exactly; and when you think about it, if | moved from here today and in six months
to some other position in the organisation and they use SHAREPOINT too, they
shouldn’t be using it in a way very different to me. Not 100% the same of course
but that’s the way we do things; we let people work away themselves on the
system not thinking about the change management aspect and not giving enough
resources to it. SHAREPOINT requires people to change; the natural tendency for
people is not to change unless they see a benefit. There needs to be someone out
there selling the change. I'll see it differently to someone else who'll see it
differently to me. That’s happened in the past and systems have failed as a result.
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So, lack of thought (as to change management) has led to a lack of system usage?

Oh, yes definitely. | mean take for example the IPhone and say NOVOCORP made a
decision to bring in the IPhone as the mobile on this floor for say 20 people.
Someone has gone out and researched this phone and the benefits are clear and
this is the phone you must have. Two ways you could do that; you could bring in
the 20 mobiles in their boxes, leave them on people’s desks and say away you go
or you could bring the 20 people into a room, do a demo, get them to bring it back
to their desks, show them certain features, work with them for a week or so, get
them to do certain things and come back in a month or so and give them help. Give
the resources that are necessary and the chances are that it will be successful.
Now, it’s probably a little extreme but we tend to do it (implement systems) the
first way. Now, as | said it’s a bit extreme to say it’s exactly like that but certainly
that’s how | see it. | feel the first way is much more beneficial; | mean you’d have
people taking to and learning off their neighbours and such.

Would you feel that some of the reasons why systems are implemented this way is
done to the users being engineers, people who might be expected to be used to
and be able to figure out how things work and learn by themselves?

Definitely, yes, there’s a lot of that yet.
More able to figure out than say other users like HR...

It’s not so much the being able to figure it out. It’s like you don’t expect people to
be spoon-fed. As a company if you want to maximise the return from what are
expensive systems you need to be thinking of having the resources to support it
not just providing the system which is what we tend to do at the moment.

So, you would see the role of change manager as being very critical going forward
in trying to implement projects successfully, getting the buy-in?

Yes.

So, in terms of getting the buy-in, whether you have SAP or something like it and
then systems like SHAREPOINT which are smaller or less extreme or something like
that, that you should have the formal change manager role and project structures,
maybe not to the most formal level?

Yes, but I’'m not familiar with projects or products like SAP which are so big that
you’d have no choice really. They just go in and you finance it. Obviously if you’ve
got a change manager or someone like that coming in and selling it that’s helpful
but you’re going to have to use it anyway. When certain things go on-line, like
expenses which are off-line here but done online in AGOCORP, like when SAP is
implemented and all expenses here are on-line, I’'m not going to be taking paper
expense (claims); you’ll have to do it on-line for example. Whether that’s the right
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way to do it (i.e. having to do it) is another thing but in terms of other systems, you
could get twice or three times the benefit if you supported the people (when you
implemented) and if you did it in a uniform way with everyone benefitting and it’s
the same when you move around etc when you wouldn’t have these different
approaches and so on. There are some systems where people might use only 5% in
comparison with someone else who uses 75%. Now, that 5% might be fine, they
might not need 75% but maybe they could see benefits at 10% or if they were
brought along to that for example. More than (the minimum), even for standard

office applications.

Do you think that’s partially due to the classic (IT project) mindset that once the
system is delivered, that the job is over?

| think there’s a bit of that yeah but in fairness to the (NOVOCORP) IT and Business
Process people, they have a pretty small resource for an organisation of over a
thousand people.

They probably have to strategically prioritise where the resources go?

Yes, they do. | suppose we’re coming back to this issue of whether or not senior
management really see IT as something really strategic. | mean look at the trading
system (the ongoing Energy Trading and Risk Management (ETRM) system for
buying and selling) that we need for here and the UK. | mean you could argue
about the cost of it from the point of view of spending C, F million (Euros) on it but
there’s no argument about having it; it’s so fundamentally key to the strategic
nature of the business. The bigger systems tend to get priority. | mean they’re
fundamental and absolutely essential but if you’re looking for efficiency gains or
ways to help people work more efficiently than you’re going to get them through
less sexy or sophisticated systems whether it be a document management system

or so on.
The long-terms gains there would really add up...

Absolutely. We’re an organisation with over a thousand people in this building.
There’s not many of them handling the trading system, only very few of them and
four of five hundred engineers. The vast bulk of the engineers need to use often

some basic office systems.
Taking the fact that some of the say smaller systems are critical, and leaving strong
supportive (senior) management to one side for a minute, do you think that maybe

stronger business cases need to be made for this smaller systems sometimes
rather than having the senior management buy-in being more important?

Oh, | think the buy-in...
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Not just in terms of senior management supporting the system, signing the
cheques etc, do the business cases have to be made stronger or are they less of a
factor do you think?

Well, | don’t know how the company do it. | could mention or one or two other
(systems)...OK, looking at one of the previous systems like the CRM system that
was brought in a few years ago. Now, I’'m not really clear about all the reasons for
it as | was working abroad and came in more at the tail-end of it. I’'m not sure what
the driver of it was, | mean we have customers and we need to support them and
all that so a system was needed for that. So people went out and did a reasonable
level of investigation and talked to them about it about the needs (of them as
customers) so the system could be geared and designed towards that. So, it was a
sophisticated CRM system and six months after it went in, it stopped being used. |
mean three years after it went in, it’s only being used very partially so something
like that is interesting. | mean, why did it fail? Something like that, an expensive
system and second of all, it’s not used to the potential for which it was designed
initially. It would be an interesting exercise to look at it; | mean | have my personal
views as to why it failed as to why it failing and what would you do differently
tomorrow to do it better.

What in your own personal view were the reasons why it failed?

Well, from what | saw, my own personal view is that people had different
expectations of what they wanted it for; | mean Individuals who were going to be
users had different views of what they were going to use the system for. It had one
or two strong champions but not enough champions around the place. Also, it was
a little cumbersome to use as well. In reality, | think people found that maybe if
you have to put in customer data and so on, | could maybe do it in a different way
and what’s the benefit to me? It was also being used very locally so the company
wasn’t seeing this like SAP or the trading system; it wasn’t mission critical and it
wasn’t lined up with the business strategy as such. It wasn’t really beneficial to the
organisation as a whole but more locally for individuals that it had benefits for.
Now, it turned out to be an expensive system since and it’s not really delivered.
Maybe, it’s a case of finding out who are the potential users and having the buy-in
and maybe having a change manager. | don’t want to keep using the words change
manager but some process to make sure before you invest in a system that people
are going to see the benefits out of it.

Mmmm...

| mean the only way people will enter information and use a system is if they see a
benefit for themselves. | mean the only reason | use my calendar (i.e. OUTLOOK
calendar) is to make sure | don’t miss meetings. | wouldn’t bother using the
calendar (function) otherwise. | can even use a 15 minute reminder so if | don’t
want or need to go to meetings, | wouldn’t be using it. There’s a clear benefit to
me in using my calendar in OUTLOOK. Unless people can see a clear benefit (in a
system) they’re not going to use it unless it's a system something like SAP where
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you use it because you’ve no or choice or whatever, | mean like a payroll system is
something you have to use...

Enforced systems...

Sure and that happens in plenty of cases too. | mean, | think it’s a question of
trying to get people to...Maybe though people look at senior management, take
the SHAREPOINT system. Now, I’'m not an expert on the best way to put in a
system and get buy-in and so on, but you know we’re putting in SHAREPOINT
across the organisation and will be used by different parts of the business in
different ways. Now, senior management in the organisation don’t use
SHAREPOINT. It’s used occasionally and you can get invited into at a very basic
level. Now, I’'m talking about the senior management team that I'm on (i.e.
engineering group). Now, the senior management in NOVOCORP don’t use it
either. The group that I’'m on, I'm not sure if you know about how the company is
organised but the engineering group is headed by Liam McHale and his senior
management group and we don’t use it. Now, | raised this actually just at a senior
management meeting last Monday; we should have all our agendas and
presentations from our meetings up on that (SHAREPOINT). If that was somehow
visible to the organisation, then you might get more buy-in from the rest of the
organisation. If the senior management group aren’t using tools like this
(SHAEPOINT), then it mitigates against (wider) buy-in, in my view.

Not leading by example...

Yeah, leading by example. Now I’'m pretty sure, actually I’'m a 100% sure that it’s
the same with the EDT that they don’t use it at their meetings. Now, I’'m not sure
what it’s like in other organisations but if you don’t see senior management using a
tool, if you don’t have people who fundamentally believe in the importance of
systems. OK, they accept it (i.e. importance of systems) but they don’t give
visibility to it, then is IT seen as really a critical part (of the strategy/organisation).

Do you think that its (IT) perceived more as a cost than an advantage?

No, | wouldn’t say that, it’'s a question of giving visibility to your beliefs. | mean
there’s no point in saying to someone Blackberries are great because you can get
immediate access to e-mail and so on (if you don’t carry one yourself). You don’t

carry one yourself?
No, | use an I-phone (for similar functionality).

They’re the same; | mean that wouldn’t make much sense (to encourage people to
have one but not use one yourself). There was a senior manager here not so long
ago and he always had his mobile phone switched off except when he wanted to
make a call. Now, I’'m not saying that the whole company knew that...What | mean
is that you have to (as senior management) give signs that you think IT is
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important. Some of that can be quite simple and can be done in direct ways but |
don’t think we do it adequately.

Signposting and your own attitude feeding into (the users)...
Yes.

In terms of the new SAP implementation, what are your initial gut feelings about
it?

To be perfectly honest, | have very little knowledge of or involvement in it to be
honest so I’'m not that au fait with it. | suppose my only gut feeling was the fact
that it was delayed by a year...| don’t know to be honest how well NOVOCORP is
going to integrate into it and how well it’s going to go. I’'m not that involved in it.

Would you have used the old AGRESSO system at all?

Yes, but only on a...From a financial reporting perspective, it’s been used for many
years. | certainly hope within the organisation that nobody is arguing that it be
retained as it's a cumbersome system, pretty user hostile system but over the
years and I've worked abroad for a good number of years so I've been away from
it. But anytime I've wanted information from AGRESSO, I've got it manually in
terms of sitting with someone from the financial side and talking about getting the
kind of information required. AGRESSO for financial reporting? | don’t get any of
my financial reporting (from AGRESSO) online, which probably says a lot. | sit down
with the finance person and | ask for the account information that | want. Where
they get it, | don’t query them.

Do you think therefore that the business case, you say it’s cumbersome and not
user friendly, do you think the business case for replacing AGRESSO is pretty

strong?
For SAP to be introduced?

Yes, at a high level at least? It’s coming strongly from the (AGOCORP Corporate)
centre, | know but do you think people see a strong business case. See the benefit
from switching from AGRESSO over to SAP? I’'m not making a judgement on
AGRESSO’s usability, SAP is quite complicated (to use) too. But do you feel that it’s
easy to make the case to move from AGRESSO to SAP and easy to make it for the
main body of users?

| don’t think that it's easy to make it on a pure cost basis, a business case. | think
people will say our systems are efficient and won’t see it as a business case. They’l|
look at it as an AGOCORP corporate base. It’s been decided that we’re going to be
a SAP organisation; it’s not like we have a choice of going with SAP or something
else. There are costings done and so on but the reality is that the decision has been
made on the basis that AGOCORP had gone SAP. It’s not the case where there’s a
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business case that says the cost savings are going to be greater that what was
there in the current regime. | don’t know if that view (as regards savings) has been
made clearly enough to people. | think the majority view will be that we are
moving to SAP because AGOCORP has decided to move to SAP. I’'m not saying it’s a
bad thing but | don’t know if there are many people out there who know that
there is a separate business case that shows that moving from AGRESSO to SAP
makes financial sense from NOVOCORP’s point of view.

So, your view would be if there is a business case for SAP, that it’s not out there or
not clear?

It’s not clear.

OK, how would you feel... | mean people are accepting that it’s (the decision to
move to SAP) not coming from within but rather without and that SAP is in all the
other parts (i.e. group businesses) of AGOCORP. Do you think that people will buy
into the new system? In the past, systems have been put in and people have
accepted them. Do you think that it will be a similar case for SAP? Do you think
people will just go with it or do you see resistance?

No, well to some extent...It’s at the stage now (i.e. mobilisation) where all the
background work is being done in terms of getting the resources and so on. Again
the issue of trying to get buy-in. SAP is going to be obligatory as well so it’s not so
much a case of you really need buy-in for use. OK, you want people to use the
system as efficiently as possible so from that sense you need buy-in for it. | think a
lot will depend on how it’s rolled out. If it’s just put in and plonked on peoples’
desks, if there isn’t a process of selling into people, then it won’t be accepted.

Is there a danger that it might fall into the I-phone trap that you used, the analogy
earlier?

| hope it doesn’t as it’s such a fundamental system. It requires people to change
the way to do things quite fundamentally so...

So, as you said earlier (re. SHAREPOINT) maybe people might use it for that 5, 10%
you talked about?

Oh yes, absolutely and that’s the risk. Now, I've never used SAP and | hear
different things about it from different people, as you say it’s not that easy to use
but again if people build up a resistance to systems like this early on, then it’s very
difficult to get them back. The way the company starts going about this, the way
they sell the benefits of the system, the way they go about selling it as in how the
system makes their (i.e. the users) lives easier, that you could get information
whereas before, you had to ring someone up, that sort of thing. If they (the users)
understand that, then it’s more likely to go well.
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Do you think people at senior level here trying to push through the SAP system; do
you think they understand the difference in scales of use at the end, as in the 5 or
10%? Do they associate success of a system with just the use of a system or more
of a higher scale of use?

Oh, | hope they do (associate success with a higher scale of use)...l think a system
like SAP is more a system for the finance and HR functions. That’s where the main
users are going to be in terms of managing the finances and HR side of it. Other
Individuals (outside of HR/Finance) will be users of it but really in a sense it seems
to me now speaking for myself, | get my information from AGRESSO through a
finance person. Presumably, one would hope that in the SAP system, if | wanted to
look at the overheads from a particular Job Number from six/seven months ago,
I’d be able to find it and do some analyses on it. Now, that’s presuming, | don’t
know if I'll be able to do that or will | still have to (use someone from finance).
Hopefully I'll be able to do that (as in use SAP) rather than ring up someone from
finance and occupy their time. Be one of ten or more people asking her the same
question. If | can answer the same question going into the system and not call her
or spend a half an hour going through it in a meeting, then clearly it’s much more
efficient. So, to the extent | hope that people don’t just see it as a big tool that
manages the finance and HR function better than what we did. | mean that’s a big
part of it that we do things from a finance and HR perspective better than what we
did in the past. But | hope for the business users...| mean the same thing should
apply for HR queries; if | wanted to check say the absentee rate for someone, then
| could but I've haven’t seen that | will be able to because it hasn’t been sold or

promoted or whatever.
Do you think that should (the efficiency gains) should be clearer?

Yes, absolutely. This is a big organization with a huge amount of job numbers and
processing which line managers do and so they should be able to get the
information they need (from the new system).

Would you feel that there’s a general feeling that they don’t know if they’ll be able
to do that?

| would certainly feel that; | would imagine that hasn’t been sold. | mean, any of
the presentations, of which there have been few, that | have been to on SAP have
not been focused on that (i.e. beneficial uses).

They’ve (the presentations) been more of a high-level...

That’s my impression. This comes back to, | suppose to how you implement these
processes. | don’t know if there is a plan to do that (i.e. tell people the benefits). |
don’t know how to get the 10% of usage rather than that 80%. | don’t know if there
is a plan for that or how it would look for SAP. To come back to the earlier (I-
phone) analogy, | hope they’re not just going to drop it (the SAP system) on
people’s desks. | hope not and that we extract the maximum benefit from it.
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That’s great Ryan; we can stop there. Thanks for your time.

OK.
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Location: Project HQ / Date: 26" February 2010/ Duration: 54 mins.

Interviewee: Fergal Flynn, Project Manager, NOVOCORP Engineering Solutions;
appointed as Change Manager and business lead on the SAP project.

Colour Key: Interviewer / Interviewee.

So Fergal, just for the sake of context, you might describe your role a little bit, your
current job title, responsibilities...

Purely in terms of the project, | was formerly asked to take the role of change
manager and business lead for the (SAP Financials and HR) project in November
(2009). It took a little bit of time to get agreement on that because of business
transition from the previous project that | was on and trying to see if | would be
available. That’s why I’'m in the situation that I'm currently in; double-jobbing (i.e.
change manager role overlapped with project manager role overseeing the
construction of a facility many km away) and there are not enough hours in the
day. So, | was asked by a senior manager in NOVOCORP, Liam McHale to undertake
the role; it was sold to me as an opportunity, which it was, to get a bit more
experience, to get a bit more exposure and to see the company from a different
perspective, so no problem (for me) getting involved in the role. One thing | would
say though is that in terms of the (change manager) role, although | had some idea
myself as to what the role entailed, if you talked to say five different people,
they’d all have different opinions (as to what the role entailed).

People on the project or people in general?

| suppose if | went to talk to someone in HR, they had one perspective, if | talked to
someone in finance, then they had a different perspective; the project manager
had another idea. | thought it was a bit strange (that everyone had slightly
different ideas) and | was figuring out myself what | was trying to do. | think at this
stage (beginning of blueprinting), people on and external to the team are trying to
figure that out as well; what’s he going to do? Is he going to help me or cause me
trouble? So, I’'m just in the process of feeling my way through that at the moment
and really trying to find my own scope. Especially as in my case, | don’t have a
finance background, a HR background, an IT background. So, if I’'m meant to be the
front or the face in terms of going back to NOVOCORP and saying this is what
we’re doing, then coming back here (project) and trying to balance expectations
here in terms of their profile versus the profile | might get back there versus me
being able to ask the difficult questions back there whereas maybe | should have
brought Rena (Carmody) the process lead for finance to ask the questions. So, I'm
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trying to figure that out at the moment, so I’'m probably drifting from the
question....

No, no, not at all; have you ever worked in a change management role per se at all
then?

No...one thing | have found in looking at it and I’ve done a lot of research into it,
part of my role previously as project manager does involve change management as
part of it. The client’s operation team are going to take over the facility and the
contractor so | found the roles from that perspective quite similar but | didn’t
realise it until | looked at what | was doing. (I’'m) Not necessarily managing the
project in terms of technical delivery but I'm trying to manage the clients’
expectations, the end-users’ expectations and the contractor who we’re paying to
deliver it (the project). I've looked at it and aligned the two (projects as in SAP
implementation and construction) and looked at my background and realised that |
can do it. It will be more challenging this time then in my previous role | had the
technical capability to understand an issue and take it forward at least to a large
degree, 50% of the issues I'd know, the other 50% | could rely on someone whereas
this project at the moment, 95% of the issues, I'm relying on someone else’s
knowledge where | have to take a decision on it or deal with it by passing it on to
someone which is quite different.

So, did you get any formal training on change or change management or what
would be involved?

The only direct training | actually have had is the (Leadership) course | attended at
the University of FFFFFFF where we did a Change module. | actually went back and
had a look at my course assignment and applied that. One thing that jumped at me
was the John Kotter change model which | read in a book someone loaned me. |
never mentioned him in my assignment which is strange now looking back! What |
have started is some change coaching from a guy with whom I've had a few
sessions.

Is he an internal person?

No, he’s an external guy; the first session | don’t think | was quite ready for it so
didn’t get too much out of it whereas the second session, | went in with my own
plan, my own views on it and someone to bounce ideas off and he challenged me
and it seem to have worked better. He’s independent and has no agenda so it’s
nice to be able to bounce things off him as well.

In terms of getting appointed, did some senior person outline any of the criteria for
why you were appointed at that time?

Mmmm (REFLECTING); | suppose they needed someone from the (engineering side

of the) business. Leaving aside finance and HR, people (i.e. engineers) will be doing
expenses and timesheets differently, will be doing performance management
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differently, so having someone that comes from the business, to help with that
transition (is better). That’s how it was sold to me; basically we needed that
representation there (on the project). Liam McHale said to me as well that we
needed someone from the business on the inside of the project dealing with the
key account managers (from NOVOCORP Engineering) to minimise their
complaining and to deal with any issues. So, if there is an issue there, | can get
involved, understand it and feed it back from there. That was the main reason...

Part of the user population so you’re representative...

Yes.

| know it’s very early days and you’re undertaking coaching, but how do you see
the (change management) process working? | know you’ll be here with the project
team but how do you see working as a process; it might be difficult to answer that
right now...

You mean in terms of managing the process?
Yes, managing people and the process...

Ultimately, | suppose I've come to the conclusion that | don’t need to understand
everything; | don’t need to know what the finance, ICT and HR groups are doing,
but ultimately that | am aware of the impact that’s going to have on each group
within NOVOCORP. One of the main aims is to communicate the change as per the
effect for each group and reassure them in terms of issues like job security or
dealing with things like ‘well, this is the way I've always done things, | don’t want
to change, because I'm set in the ways’. So, every time | look at it in comes back to
communication, whether that means online on the intranet, or through e-mail or
putting something into our bimonthly internal newspaper. Try and target a lot of
the team leaders and department heads and provide them with a base of
knowledge so they can communicate down to their teams. What I’m thinking of
doing is to try at the end of the process to circulate a one page questionnaire and
get their feedback (as to how the communication worked) so | can take something
from that and improve.

Feedback on your own role or on the project?

The project, if ’'m coming to you and saying to you; ‘Listen John, as of next January
(2011), you’ll be doing your timesheets and expenses in a different way, don’t
worry about performance management as that stays the same, it won’t affect your
bonus or anything but it will mean changing training and moving from submitting
timesheets/expenses on paper; this will all be done through SAP. Let me explain to
you what’s going to happen and what this means’. Now, | also intend getting
feedback on the existing system (for submitting timesheets/expenses) and seeing
if there’s something there in that process that could be improved. If | can or can'’t,
at least I’ve asked the question.
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So, a bit of reflection more towards the end?
Yes, and maybe get more buy-in.
Would you consider yourself a user of AGRESSO?

Well, as project manager of the construction, | would have relied on it for
timesheets but would have got everything | need from finance. The system is
viewed as an unfriendly system to (by) the business community. Now, the finance
might like it (AGRESSO) or hate it, but most seem to like it at least when they
compare it to SAP, it’s quite flexible whereas SAP would not. | understand SAP is
considered to be more robust etc. From the business perspective, the system
(AGRESSO) does not provide them with what they need. So, at the moment I'm
trying to manage user expectations around what SAP will or can provide. Getting
an understanding of what we can or can’t deliver at this stage.

Do you feel then that the business case (for SAP) is yet to be made?

To the business (i.e. user) community, definitely yes (it has not been made); one
thing that struck me when | went to talk to a couple of people when | was asked to
take on the role was...Now, a feasibility study had been done previously to
determine the extent of the project, are we going to go with SAP or something else
or what’s the scope of the project... Now, | went to talk to some of the key
managers in the business, the key account managers who have to deal with clients
and who would actually outside of HR and finance, use AGRESSO themselves to

source financial information...
Would they do it themselves or go though HR or finance?

Depends on their knowledge of AGRESSO; they would be able to go in and pull
information out of AGRESSO and into EXCEL where it can be manipulated using a
pivot table. Financial information is all we seem to use AGRESSO for; we don’t
seem to use AGRESSO to do a lot of reporting as it doesn’t have that capability.
That’s my opinion from the people I've talked to; there may be other opinions. One
thing that did strike me in terms of the people | talked to, is that there was a
general view that ‘we don’t know anything about this project, we heard about it
two years ago when it was first discussed and we were told people would come
back to us and give us feedback but that never happened..”. Senior management
signed off on it (the project) but they didn’t get any buy-in, there was no
consultation with the next level down. That left a gap there that | decided to jump
into and that was the only thing | did before Christmas. Because | did that, because
of me coming from the business, they kind of rallied around me, ‘if you want
something, resources, let us know and we’ll give it to you’. And, it helped because
from my point of view if | needed someone to come down here (Project HQ) from
the business, | feel | can go and get it. Whereas without that, | would find it

difficult to do so.
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So, definitely on the business issues there was a lack of information (with respect
to the project)?

There was (EMPHATIC); which surprised me. On the finance, HR and IT side it (SAP
project) seemed to be very clearly understood, whereas on the engineering
business side, the coalface side, there was definitely a gap.

So, they wouldn’t have any appreciation of the business case or system
justification?

No (EMPHATIC).

Would they be critics of AGRESSO themselves? Would they be more likely to fall
into the ‘AGRESSO is user-unfriendly but usable’ or “AGRESSO is not robust enough

camp’?

Most of them (REFLECTING) would fall into the non-robust camp. They would
definitely have issues with how AGRESSO is used, how usable it is but they also
hear the horror stories surrounding SAP implementation in AGOCORP in the past.
The ‘as-is’ condition they can live with, what the new system will mean when it’s
implemented, they’d be unsure about. | suppose to summarise, the things that
jumped up at me when people came back to me on the project were along the
lines of ‘not another Accenture project’; (the perception of) a bunch of external
people coming in to implement a system, then leave without providing any
training. That kind of attitude was there...

Is that relating to Accenture’s involvement in the big (corporate AGOCORP) project
a few years ago?

Yes, yes; there’s this thing about external people being involved in projects and
they’d remember. Also as well they (the NOVOCORP engineers/KAM) would know
a lot of people in AGOCORP Networks where they've had a few difficulties with
this XYZ project that they’ve implemented.

Is that SAP based?

It is; it’s not finance based. It’s a SAP system intended to bring integrate all the
different projects that (AGOCORP) networks are managing at a given time. To try
and schedule the work, so if we’re building a new unit, the plans and control for
that is done through SAP so building schedules and costs can be controlled. Now,
it’s a huge project and it went in a year late and the project cost went from 10 to
20 million. Because of XYZ, we now have three people working for us full-time that
we didn’t have three years ago whose job it is to input data from what we do into
the XYZ system to support Networks who would probably say themselves that it’s
(XYZ) not working as well as it should. So they (the NOVOCORP engineering
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business) have that and they have Accenture pulling out too early (they would feel)
as their experience (of a SAP implementation).

So, the SAP context would not be overly positive?

No, it would not.

| know you didn’t work on the XYZ project but was there a similar governance
structure on that SAP project as there is on the this (NOVOCORP) SAP
implementation?

Yes, | meet the change manager (on the XYZ project) and he’s one of the people |
would have talked to in terms of trying to define my role. | met him a couple of
times alright. What I’ve taken from the XYZ project and now this is from talking to
external people, not people who worked on the project as there seems to be
sensitivity around it, in terms of the management of change and the delays around

it.
Sensitivity internally or externally?

Internally, when | talk to the change manager, | have sensed that it’s not a subject
to bring up. Now, I've tried to learn from him in what he’s done but | haven’t gone
and asked him in terms of what went wrong or why things didn’t work out.
Because | feel he doesn’t want to be asked that question; that’s pretty obvious. |
haven’t gone there yet; | may yet! Externally, though the feedback | got was that
the project lacked support from senior management in Networks to force it
through. | believe that senor management from NOVOCORP have learned from
that and are giving strong support to help the project through. Liam and Lorna
have both said it to me that it wasn’t there (in AGOCORP Networks) the project
support. It’s visible and you can see the support here (for the NOVOCORP SAP
implementation) from the project board.

So, looking back over all the different SAP implementations in AGOCORP in the
past and assuming their governance structures weren’t overly different, that
means that there must be say 5 or 6 change managers in AGOCORP group who’ve
done what you’re doing now.

Yes...

So, there’s a lot of change management expertise in the organisations (both
AGOCORP and NOVOCORP). Do you have access to it?

No, not formally. There’s no access to that at all. | mean “Joe Rice”, a member of
the corporate ICT group who worked on the P and HR project in AGOCORP in a
change type role a few years back; I’'m meeting him next week. And there’s “Colin
Neeson” who was the XYZ change manager who’s now working on a parallel
project, and he’s managing the change aspect of that. Now, that’s a very
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challenging project affecting 800 technicians. Previously at the start of the week,
technicians were given a roster of jobs they would be responsible for in terms of
assets, and they’d manage the workloads themselves. Now, that’s all changing as
the new system will manage their individual workloads which they’ll get from a
Palm Pilot. Once they’re finished a job, they will enter that and update the system
remotely and then they’ll get their next job so a substantial change in behaviour
will be necessary.

Difficult to manage in terms of peoples’ IT skills and such like...
Yes, and that’s how they’ve operated for years and that’s quite difficult...

So, you’re teaching base with other change managers and establishing
connections...

| have yes, and people keep telling me that you need to consult, you have to do
this or that...I'm just trying to see how | can do that. One thing I’'m grappling with
at the moment is the changing of our expenses regime because of SAP; | mean to
be like the current expenses system in corporate AGOCORP SAP. Now we’re
changing our (NOVOCORP) expenses regime from off-line manual form to replicate
what’s in AGOCORP. There would be no point in changing a system to keep 1000
people in NOVOCORP and inconvenience the remaining 6000! Now, the AGOCORP
expenses part of the SAP system is being upgraded in June, | believe to be made
more user-friendly. Now, post-upgrade this is the exact same system we’ll have in
NOVOCORP; there’s no change and it’s exactly as it is in AGOCORP so you have to
ask yourself what’s the point in consulting (on the new expenses component of the
SAP system) if there’s no change that | can make. What I’'ve decided to do is to call
on the team leaders, to give them a presentation that they can give to their own
staff and give them a questionnaire at the end to get some feedback so at least if
there is some feedback on some issues that I'll try and I’ve concluded that that’s
the best level of consultation that | can do on that. Some people I've talked to say
don’t bother because | can’t change anything but | still feel | need to do something.

Do you want to create even a path of communication around change so that
people will know when change is happening and be told about it?

Yeah, they’re not being ignored; they’re being told what’s happening. | mean some
people have been using the same manual system for twenty years; to go to an on-
line system is different for them and should we not actually ask them if they have
any comments, any feedback on the existing system? Maybe, | can actually learn
from them. For me, it’s more about the process of getting their buy-in and making
them feel they’re being involved.

If the upgrade gets delayed in any way, is that going to have a knock on-effect on
the NOVOCORP SAP implementation?
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A serious effect; at the moment, we’re in SAP terminology, in the blueprinting
phase and will be so until the end of May; we have 120 BPID (BPID: Blueprint
Phase Implementation Directive; a document used in the BLUEPRINT phase of SAP
implementation whereby existing business processes are modelled and explained
in their current pre-SAP (“as-is”) and proposed within-SAP (“to-be”) forms) on the
finance side, 15-20 on the HR side. Now, when | say “we”, I’'m not directly involved
in trying to define the “as-is” and the “to-be” as such which we must get done by
the end of May. Because in early June, the June bank holiday weekend, the (SAP
expenses system component) upgrade will be implemented (by corporate ICT) only
after which corporate ICT can take on board our new configuration (i.e. the various
agreed “to-be”s). If the upgrade gets delayed or pushed back, our configuration
gets pushed back and therefore our whole project, so we have to go live by year
end (of 2010) so potentially we could lose a whole year because of it. The
(NOVOCORP) SAP implementation was supposed to go ahead last year but because
XYZ was delayed, the resources weren’t available and so we were delayed. So, at
the moment we’re next in line for configuration.

In terms of (NOVOCORP) staff knowing the system was on its way, do you think the
fact the system was delayed a year ago had made the process of change
management more difficult?

(A lot of people) didn’t know it was happening last year. First | heard about it, now
I’'m down the food chain was when | was asked to take the change manager role.

OK, was that a deliberate policy as in wilful neglect or was it not a critical issue?

Well | suppose at the moment in AGOCORP, there is a lot of uncertainty, a lot of
unknowns, in terms of where the organisation is going. With that, the XYZ project
was going to be delayed and we didn’t know for how long and also SAP were
pushing (AGOCORP Group) to implement the upgrade to avoid falling behind. We
sold part of a business, AGOCORP Contracts which utilised a SAP system. There
was also therefore a fear that something may have to be done on SAP to facilitate
a sale on that. So, there was uncertainty for the timeline on this project all along
really until we got (Corporate) IT sign-off on this before Christmas (2009). So, we
were waiting for all that. At the same time, I’'m not sure if there was a need to tell
people (about the coming implementation). People might disagree but at the
moment, I’'m not jumping up to put a page up on our (i.e. NOVOCORP’s) Intranet to
tell people all about the project. | mean we’re now in February and if | tell
someone now that how they submit timesheets or expenses is going to change as
of next January, it seems a long way away for them. This whole idea of creating
urgency...You're not creating any urgency if you're just telling people ten months
in advance and even at this stage, critical buy-in and input at that early stage is not
really needed. (I foresee) the broad communication starting in the next three-four
weeks; | think that’s an appropriate time as we’re getting to have a scope of what
it is we’re actually doing in terms of the HR and Finance side so we can actually go
out with clarity on scope. I'd rather spend the time at the moment, refining my
communication approaches and techniques making sure that the right message is
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delivered at the right time, as in a positive message...I'm met our communications
manager in NOVOCORP over the last few weeks and I’m learning a lot from here in
terms of what to do and what not to do (in terms of communication).

What do you think yourself will be the main issues with respect to communication
to the end-users?

The best way, | would feel to do it is for me in terms of the end-users would be to
provide monthly or bi-monthly briefings to the team leaders and expect the team
leaders to pass it on to their team. Now the risk is for some team leaders, they
don’t get the right message or they don’t engage in passing the message in. Now,
the alternative is to go to everyone on an individual basis and that’s not going to
happen. But, if | can get access to the team leaders, if | can get across the right
message and on the engineering side, if it’s coming from myself and a couple of
key people | will target, if | can get that message across. In terms of the high
level...Intranet, e-mail and so-on will only get a certain catchment. | believe really
to make it clear my initial target is senior management so that | want to try to do is
say go down to Fleet street where there’s 600 engineers or so working. Talk to the
team leaders and ask them to pass it on and look at questionnaires and so on. For
example, get the manager down there (interviewed at a later juncture) to maybe
deliver half my presentation and show his support behind it. We are a company
that follow leaders; we have in certain areas, leaders who well, to put it bluntly, if
they say ‘Jump’, you say ‘How high’! And it’s not because of fear but out of respect
and | want to maximise that. We’re a young company and we’ve had a lot of older
employees retiring in the last few years. We've had a huge influx of young
engineers who are keen and anxious to make a career for themselves, so there’s a
natural intent to fall into what’s happening (i.e. SAP project). The more we can
communicate with them, the more we can make them at ease, then the better.

Do you think the KAMs are aware of their responsibilities when it comes to
change?

Mmmm (THINKING). Some of them would — doesn’t mean they’re going to do it.
There’s one area, one group in the engineering area; about 600 people working
there, the biggest area in the company, Now, I’'ve gone to their SMT meetings
twice and given presentations as to what’s happening and in the last presentation |
was outlining my approach to change and change communication and how my
responsibility was to provide a change network, to give them the communication
to feed to their team. | summarised that that’s the only way we can communicate;
| can’t do all of it, so it’s basically up to this guy. I'd already talked to the senior
manager before hand and he rowed in after them at the presentation in terms of
the message. There were a few (negative/critical) comments but it was reasonably
positive. I'm going back to that SMT meeting next week and | hope to form a
change steering group, basically of six managers around the business and sit down
with me, and go through my change plan, my communication plan, which I'm
trying to develop at the moment and basically what | would so to try and get them
to agreed to it. | have a good idea of my change plan but what | will do is turn it
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into a series of questions and see what they come up with and see if it’s different.
It may not be the same paragraph by paragraph as to what | exactly intended but it
will be their plan.

Giving them a sense of involvement?

Yes, it’s their plan and will look to them to take it forward; under that then, will be
looking to them to take it forward and suggest people to target so it can be moved
ahead with directly.

So, when you think about the user population, the engineers, HR and finance, of all
the groups you’ll be thinking about, which group do you think will be most
problematic?

Yeah, in terms of the actual change... From the feedback I've got, there are two
specific areas where the feedback is not great. Other initiatives that have been
rolled out across the company, the take-up in that area has not been great. Some
people say it’s because of the specific manager and the other aspect is that the
staff is always on the road, never in the office. They’ve tended to have done things
in their own specific way and not engaged with change. So, there are a few areas
I’'ve been focused on but | haven’t gone through everywhere to figure out...

Do you see yourself adapting your approach depending on the audience you’re
addressing in a change or communication role?

| haven’t thought about it too much to date to be honest. It was more that I've
haven’t got to the point of thinking about the change message at different points. |
was thinking more about the levels of knowledge being transferred and I'm
conscious as well of not going out delivering something this month and then going
out next month and maybe doing or saying something else. I'm aware of the
difficult areas but instead of maybe going into these areas, more talking to the
team leaders in these areas and suggest to them to give a first or second briefing
so | can see the reactions and questions and get feedback as to whether there is a
uptake or not or a particular issue there. That’s all I've done to date...Ask me next

month!

In the case of some of the users, they’'ve kind of taken AGRESSO and made it their
own; do you foresee or see an emotional attachment to AGRESSO as a result?

MMM (Reflecting). Only from the Finance side, there would definitely be an
emotional attachment there. The greater IT community, they mightn’t like it, but
there are people there who would have supported it over a period of time — we
actually have one of those people working here on the project. | have a sense that
they’ve put a lot of time and effort into it over the last couple of years, they have
supported it so it is important to them and | sense that when we’re talking with a
certain part of the business and they say ‘Well, AGRESSO could never do this...”;
there’s a reaction along the lines of ‘No, actually you can if you do this and this’.
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So, there’s a defensive reaction where they defend it if they can. From the business
side, there’s a comfort in knowing what they can do with AGRESSO, how they can
deal with their clients, so it’s more of a fear with SAP, that we’ll land them with a
system that they find more difficult to get information out of or can’t meet the
needs of their clients. More fear than emotion | would say, or rather more fear
than attachment.

So, there’s no kind of ownership (as in a proprietary feeling) around it (AGRESSO),
as such?

No. One of the most challenging areas for us is the Networks key account
(interviewed at a later point) as we have around 600 projects with AGOCORP
Networks currently ongoing. Some of those projects might be worth a few
thousand or even a few million. Some could start now and take a month, year or
ten years. They’re sitting there ongoing and any time, there’s a bit of work done on
them whether it is on a TNM (Time and Materials) or a fixed-price contract basis,
then we bill. We have 600 active job numbers in AGRESSO, reflecting the 600
projects; we could be charging say for 200 jobs a month, that’s 200 invoices. Now,
that volume (of invoicing) has increased dramatically over the last few years from a
low number and they couldn’t manage that kind of level of interaction in AGRESSO

at all.

The account team that manage the projects, the billing, the invoicing, the contract
signing, whatever has to be done, contract approvals, that’s grown from one
person to ten over the last few years. Now the supporting financial side of it has
resulted in the development of an ACCESS database outside of AGRESSO that deals
with this high volume of data. We’ve gone down there a few times and had a look
at it and there’s a potential that SAP will replace it. Now, we got the impression
from them and the KAM that if we could replace that entire database etc with SAP,
that he’d be delighted. He can see himself that although the database works, that
they have to keep on tweaking it to make it work. It’s not robust and he has to
keep on taking that into account. He’s also aware that issues have popped up in
AGRESSO where data has gone missing and we’ve ended up under-invoicing the
client as a result and lost money. You can’t go back and re-invoice afterwards -
we’ve lost close to half a million and that’s gone around Networks and all over (the
organisation). So, if people say ‘AGRESSO is not robust’, they won’t get a challenge
because the evidence is there. | wasn’t aware of this until | got this as feedback
when | presented to them.

So, in terms of the issues arising as time goes on, do you see Finance due to their
particular reasons and ways of using the system as being the most difficult users to

manage?

Well. Yes, but the biggest risk | see with respect to the project. The intent of the
project is to really adopt the AGOCORP (corporate) way of doing things. Like, if you
have an accounts payable (AP) function in NOVOCORP, then the new SAP system
will reflect how the AP function works centrally. So, it will be different and we’re
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mapping that (i.e. using the BPIDs) and there’ll be a transition there to be
managed. What | don’t see is that although we have a project team on the Finance
side, they are seen to be experienced in what they do, | do get the feeling that
they’re a little on their own in terms of the financial controllers back in NOVOCORP
who all come from AGOCORP and are used to SAP. They see this new system more
as an add-on with a few tweaks which they expect the finance team here to get
right. There’s a risk or a fear that the finance part of the system may not be as
quick to get going when the system is up and running in January and I'm very
conscious of that.

From talking to the main financial controller who has maybe 40 people working for
her, her idea of the level of involvement of her staff and the level of change

required is different to mine.
Is that Aoife?

Yes, it is. | would prefer us to be talking to them a little more and keeping them
informed. Now, she may have a valid point in that accountants will do what they
have to do; she’ll tell them when the time is right what the system will be like and
what they’ll have to do different and they’ll just do it. (She’s saying) From your
perspective, you’d be better off getting on with it and come back to us for the
training. I'd like to do a little more (that just that). Now, | know that Triona
(Braiden, interviewed at a later point and part of the Finance team on the project)
would be very conscious of that in terms of developing something here to bring
back to the business in July and August and to be told ‘You should have done
something differently’ and they’ll be resentment there.

Do you think that given AGRESSO works albeit in a limited way and the fact that
NOVOCORP were formerly more independent; is there a sense that this is an
imposed system or is there a higher level of resistance as a result?

On the engineering side yes, there is that. I’'m not sure if you’re aware of the recent
reorganisation that has happened?

I've heard it discussed, yes...

Well, NOVOCORP and GENCOM are now one, and positions are changing and we’re
coming together as a unit so SAP could help facilitate that (Note: GENCOM had SAP
already) and bring us together. There are probably two caps: one would think it’s a
good idea to bring us more closely together and back towards the mother ship
whereas you may have others looking at it, wondering on the pessimistic side, this
is them (AGOCORP) coming over to manage us, this is their way of controlling us,
we’re going to be managed and put in our box. So, there are many different

opinions...

So is there a general feeling that autonomy (of NOVOCORP) has diminished over
time?
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It is and in one particular part of the business which is the Facility area which is the
area that | come from, that’s a definite feeling. For us to expand and be successful
we (Facility) would need to be taking on bigger and riskier projects but AGOCORP is
risk-averse. So, we’ve been limited in doing that. Our capability then has been,
we’ve been very busy on a number of AGOCORP projects which are beginning to
die off. | suppose with the merger with GENCOM as well, there would be a feeling
that the business (within Facility) could be under a little bit of a threat. In the
other areas, they’ve just been so busy, there is a hope and it also exists in Facility
as well, that with coming together, there is an experience and a more
commercially aware attitude within NOVOCORP as opposed to AGOCORP and that
will help the (GENCOM) integration.

So would see less trouble with this integration?

Hopefully, yes. | suppose there’s the ultimate expectation as well that we’re
coming together as a company more on the finance and HR side, that they’ll be
more opportunities to move around the business. At this point in time, it’s only
senior managers that are able to move across and no-one else can move. So, if a
job say is advertised in Networks or GENCOM, then | can’t apply. I'm a direct-hire
employee (of NOVOCORP) so I’'m on different terms and conditions and pension
plan to employees in AGOCORP. Aoife, Lorna can move back and forward, | can’t.
So, for the younger employees, being part of one system may enable more

opportunities.
Do you think that people perceive that across NOVOCORP?

In terms of the SAP system or the coming together?

Well, both really?

From the younger (employees’) side, yes; there is that expectation and hope. On
the project side, people might not be aware of it but | am and will try to milk it.

In terms of the reorganisation with GENCOM having SAP already, do you
sometimes feel you have two parallel SAP projects?

Well, SAP exists for years in GENCOM so | wouldn’t consider it a project as such.
What we have to consider though is say we have two separate financial systems
(GENCOM and NOVOCORP) that need to be integrated so we need the enterprise
model first as they call it in SAP. Up to a week ago, we didn’t have anything on
that. Now, the FCs are looking for the enterprise model and we couldn’t deliver
that. So, we’ll have to deliver that.

Would you have any concerns with regards to say maybe some NOVOCORP staff
that may have to move across to GENCOM and have to work on SAP?
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Yes and we’re working on it at the moment. It has been identified that there are
certain people working for GENCOM who’ll be moving over to NOVOCORP at the
moment. There’ll be (NOVOCORP) managers then who’ll be asked to approve
expenses for these former GENCOM employees, who'll have to do it on paper not
on SAP like they’re used to. They’ll probably be saying ‘Why am | doing this on
paper and not on SAP?’ they’ll think we’re in the dark ages and its mostly senior
managers moving across. We’ve also been informed that there are 25 employees
moving to help manage the transition until SAP is live here next January (2011).
Because of the realignment and restructuring that’s going on, groups are being put
together of both NOVOCORP and GENCOM employees, so if they have expenses
and timesheets, they’ll be doing them all through SAP.

Will people be physically moving?

Some will and some will remain here in NOVOCORP. We’re also aware that if they
(the NOVOCORP staff) do move across and are using SAP, they’ll be communicating
with their former colleagues in terms of what SAP is like to use, what kind of
training and supports they’re going to get etc. Also with the June SAP upgrade, we
fully expect SAP to be much more usable come that time so we’re trying to target
those people. Now, we got a list of those people just last Wednesday and I’'m on it!
Because | fall under IT (due to being on the project team) and Lorna, her (BP/IT)
team is merging with the GENCOM team and ironically we’ll be amongst the first to
use SAP! Because of the reorganisation that is, and nothing to do with the project.
What we’ll be worried about then will be to target everyone including ourselves
early to debrief them on what they’re going to see over the next three months and
after that and what the intent (of the system is). So, ultimately they have a good
feeling for it. But to be honest, looking at the list and the type of people that are
on it, | don’t expect it to be much of a problem and we can manage it.

The expertise that AGOCORP will be providing on this project in terms of the
technical expertise, what is the general feeling on the ground in terms of the
supports that AGOCORP offer in terms of IT, shared services etc?

We use to have a situation where we had a lot more support within the company
(NOVOCORP). If we had a problem, there was someone, one or two people you
could call on directly to help you. Now we’ve gone from that to picking up the
phone, dialling a support desk and if they can’t fix it remotely and you’re waiting
then for someone to come over and you have to wait a while. So there might have
been a perception that we were going backwards. We were looking at our
expenses as an organisation, the overheads with respect to our competitors, |
mean the NOVOCORP HQ used to cost y million Euros a year rent, now it costs z.
When we decided to stay and not move location for whatever reason our IT costs
just seemed to grow astronomically; an IT overhead that was added to the charge
out rates we were charging our customers. We have been told on umpteen
projects (by potential customers) that ‘we want you to do the job but you’re just
too expensive. Even if you come down a bit, you’d still be too expensive...’
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How much of your or overall (corporate) IT budget say is your responsibility?

We’re paying for SAP and we don’t even have it. We have to share that (cost)
burden because even though | don’t use SAP for my expenses at the moment, | fill
out a hardcopy that goes to HR and they input it into SAP for us. Payroll is
controlled through AGOCORP. So we’ve been paying for all supporting and other
AGOCORP (IT) systems for years and there’s a feeling that we’ve been paying too
much and we could streamline our overheads and charge-out costs.

Would you feel the IT support you get (from corporate ICT) is good enough?

From a personal point of view ... (PAUSES), | don’t have issues but I’'m a simple
person who has a simple job when it comes to IT. | mean say | use WORD, EXCEL,
OUTLOOK and the Internet. There are other systems such as document
management and drawing systems, different technical packages etc and there’s a
big gap there. | don’t feel it personally but people who work with me who use
those systems would say that.

Would they be people who you’d target specifically re the change?

They would be...yes. But for them, they would probably look on it less as an IT
project but more like a Financials/HR project.

That’s great Fergal. Thanks.

Great.
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Location: NOVOCORP HQ / Date: 26" February 2010/ Duration: 39 mins.

Interviewee: Warren Gatling, Financial Performance Manager, NOVOCORP.

Colour Key: Interviewer / Interviewee.

So Warren, just for the sake of context, you might describe your role a little bit,
your current job title, responsibilities...

Sure, well I've been working for NOVOCORP now for nearly a year and a half. My
role is basically financial reporting manager for NOVOCORP so almost like maybe a
group accountant for NOVOCORP for want of a better word. So, | suppose my kind
of day job is the financial reporting of the management accounts on a monthly
basis to AGOCORP. To head office, the budget and the audit. They’d be the three
key roles | have. Aligned to that all the technical issues that come up come through
me or there is a dotted line or indirect responsibility that everything accounting
comes through me and goes on to auditors or the department. My department is
kind of a portal to AGOCORP, to the auditors or tax (ation) or anything like that.

Could you elaborate on the technology?

No, sorry | meant technical accounting issues should come through me, all the
accounting issues, all the statutory issues should all come through this area..

A lot of compliance responsibility?

Yes, it’s quite varied and detailed. You’d have to have an oar or a hand in on
everything here accounting-wise.

A fairly wide portfolio of responsibilities...

Yes, very wide and challenging.

So, you’d hopefully be benefitting then from the implementation of the new
AGRESSO system and SAP transition? Make your life more easy being integrated
with AGOCORP systems?

Well, at the moment we’re on AGRESSO and 80-90% I’d say of all companies within
the NOVOCORP are on AGRESSO. There’s what, maybe 60 or 70 statutory entities
within NOVOCORP and four or five business units within NOVOCORP. Statutory
entities criss-cross the business unit which then go into one NOVOCORP group and
that goes over (to AGOCORP) to take an auditing aside for a moment. The
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statutory entities don’t really match up with the individual NOVOCORP business
units. You could have 70 statutory entities here (for one NOVOCORP business unit)
and 15 for another, with lines going across. The structure is quite complicated, so
the fact that 80-90% of them are on AGRESSO is a help, 100% would be a help, and
really 100% on SAP would be even a bigger help! From that point of view, it will be
a benefit as much if not more AGOCORP Group Finance as we’ll be on the same
system as the normal data reporting role. We’ll have to move to the same
timeframe as them so it should make all the reporting smoother. At the moment
we have to consolidate everything at an NOVOCORP level and move it onto BCS
(Business Consolidation System), the reporting part that sits atop AGRESSO
whereas now we’ll all be on the same system, so if there’s issues with group
finance we can go in and out of the system.

Should streamline the process?

Should make it very streamlined as they will have a very clear idea as to what'’s
happening here. They (Group Finance) can see into BCS but as far as | know cannot
see into AGRESSO. It’s difficult to do so, not that they need it to be honest. From a
business process point of view it will make things smoother — I’'ve always thought
we should be on the same system anyway so it’s a good idea that we’re all going to
be on SAP.

Would you feel that there could be any auditing or governance issues around the
fact that you’re on different systems anyway?

No, it doesn’t really. Now | talked to Deirdre McNamee, she’s in change of
corporate governance at NOVOCORP and she was saying that ultimately that our
financing and accounting report system is fundamentally BCS. The integrity of
AGRESSO is looked after over here. So, the short answer is no. In terms of the
overall governance and auditing structure, AGOCORP is considered as a whole and
we’re audited by KMPG. A separate team (from AGOCORP) comes into here and if
anything is wrong (they’ll pick it up). Anything that criss-crosses from AGOCORP to
NOVOCORP, payments, loans and receivables, intercompany is agreed through BCS
— I’m not sure it’s agreed though AGRESSO - it’s aligned up anyway so even though
we’re not on SAP, it is lined up.

Now, | know you’re going to be part of the integration process.

Yes.

Do you think the move from AGRESSO to SAP is more advantageous for AGOCORP
than NOVOCORP or do you see the agenda as being something different?

Yes, it does depend on the agendas and they can be different for different parts of
AGOCORP and NOVOCORP. When you look at the NOVOCORP HR department, it
would strongly make sense that they should be aligned with AGOCORP HR. For
ourselves, we’ve kind of got used to working with AGRESSO and being a separate
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body and made it work that way. | think advantages will come here but at least the
same amount of advantages will accrue to AGOCORP. We have an issue now for
the last couple of organisations that we’ve taken over. They haven’t been put on
AGRESSO in light of the upcoming conversion to SAP so we have about 80-90% on
AGRESSO with that recent 10% on something else. They’re all on BCS, the reporting
system but the more the secondary systems the more you’d worry.

Bit of downward pressure to control?

Yes, even when we go to SAP, not all the businesses will go on SAP due to being
overseas or maybe we don’t have a controlling share of them so we’d have to
come up with some new shareholder arrangements or agreements to do that so...

Ideally you’d like them all on SAP.

Yes, sure.

Given what you see in terms of the utilisation of AGRESSO every day, do you see
some advantages that may be lost when it’s replaced or would you feel the
business case for SAP is compelling enough for that to be overcome?

It’s difficult to answer that at the moment. I’'m waiting on 130 BPIDS and when |
read them, | can give you a more informed response. I've never used SAP to be
honest so the advantages for me anyway are a little theoretical at the moment.
Sorry, | can’t give you a more compelling answer at the moment.

| suppose over time you’ll see that coming through with the testing and as the
deadline draws closer, in terms of..

Oh, I'd expect to see it in the next month. The BPIDS | have are. I'm not sure if
you’ve talked to people about them but they basically show how we’re going to
align what we technically will do in SAP (i.e. “TO BE”)what we technically can
currently do in AGRESSO (i.e. “AS 1S”) and what process effects is going to have to
people’s lives here. When we get them, the effects will have a little more sense.

Do these documents are about changes that affect the process. Are they going to
be articulated to the people to be affected by the changes?

They will be or should be... I'm the change design authority (I think it is) and I’'m on
the board of change and there a lot of things at the start that will come through
me and have to go out to the financial controllers and then feed back to me and
back to the SAP design team where we can get a final decision on what we will
accept and change and | think most processes will change.

Do you feel a sense a pressure or responsibility is to distil the documents down and
explain or justify the changes to your staff?
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Yes, | suppose some of these documents are 10 or more pages long and can be
quite technical in terms of what the content is referring to and I’'m not sure that
everybody expects or needs that level of detail. | will try and insure that I’'m saying
to the financial controllers is that | will be advising them as to going with the
approach that the SAP team recommends unless you have an issue otherwise. For
the bigger issue we’ll have a joint approach. Looking at the small things, | mean at
the moment that we have 200 purchase order requisitioners and we’d be pushing
for that to be brought back into a responsible team of twenty or ten people. That’s
a no-brainer for us but may be problematic for others, but I’d still be pushing to
accept it though. For other ones like AGRESSO does it this way, SAP does it this
way so if you post a journal differently on one to the other, then the financial
controllers would need to know all about it. I’'m not sure if that’s what you’re
referring to and maybe you’re thinking of say further down the track when people
will be using it on a daily basis?

No, just generally when you ask about the business case, there’s mixed feelings
about whether the business case has been made.

MMMM (Nodding).

Your best business case is probably in terms of spelling it out, within the
documentation so maybe is it a bit earlier to say the business case has been made
or should it be made on a process-by-process basis?

MMMM (Reflecting); | think parts of the original business case mentioned the
savings we were going to get moving to SAP. When you think about the way our
business is structured at the moment, that’s the way we needed to do it but it did
entail having to hire a lot of accountants over here. An awful lot of time is spent on
financial accounting and reporting over here. Part of the business case refers to the
new (SAP) system and the savings it will bring and how reporting will work under it
and the possibility of centralisation of some functions. Those types of things are
definitely needed for the business to go forward. To make the case for SAP to go
forward, you needed to show savings. So, from the business process case though,
you’re definitely right that until the BPIDs are understood by everyone, when the
accountants and financial controllers really understand it, only then will you really
understand if the system is successful rather than at a senior management level, if
you know what | mean?

Yes, | mean at the moment the business case is more aspiration, it’s something on
paper that the business case stands up and the finances are sound and the effect
and changes haven’t been articulated as of yet?

Well, it has for Tommy Walsh and for people at senior management. | would
consider myself pretty integral in terms of what | control and am responsible for
(with respect to the SAP implementation) and I’'m not really sure about the
business case. | don’t really know how it’s going to change our lives on a day to day
basis yet and so you’re right. Within the next couple of months only, will people
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like me at that level will really understand and really get what changes and effects
are going to happen and that will be ongoing.

On an iterative level...

Yes...

Do you see yourself as an intermediary between the greater body of users and the
technical changers?

(LAUGHS) Unfortunately yes...To be honest, even though | haven’t used SAP, the
fact that’s in AGOCORP does help me in that we already know how a system would
work. So, | may say to myself ‘I’m not sure about that’, | would be confident in so
far as the system is already with AGOCORP. | might feel different about it if it was
an entirely new system. Do you know what | mean?

You feel that there is enough user and systems expertise and experience within
AGOCORP to make the system OK?

Yes, if it was a new external system,. | would feel we would need to know
everything about it pre-implementation and be very sure about it.

Almost like there’s a lot of “known unknowns?”.

Yes, | would feel the risk management of the project would be more focused on
getting it on time, that the change process works well. That’s what we’re trying to
do with respect to the (financial) year-end and that’s the key risk | can see (in
terms of missing that deadline).

So by the end of January 2011, when you’re collating and submitting all those
financial reports, you’ll have a clear idea as to whether the changeover has gone to

plan...

Well, we don’t actually report in January so it would be more...We audit in January
and we do things differently at year end to AGOCORP. We have a period 13 where
we do statutory adjustments as | was saying early. The way we report to our
auditors would be different then how we would report to AGOCORP. In theory,
they would be the same but the figures can move around a lot and it does. We do

all that in Period 13..
Like a 13" month...

Yes, so in February we update AGOCORP with all the detail of the previous
(calendar year) with January of the New Year as this period 13 which is also
inputted into the February reporting. That doesn’t happen at SAP; it’s not a big
deal this year (2010/Jan 11) as we will still have AGRESSO. The big difference will
be when we budget in September 2010 for all of 2011 and that we remember and
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consider that we can’t have a period 13 as in January 2013 to do all the
adjustments we would have always done as AGRESSO will be gone and SAP will be
operational. We will have to work out a way of doing it..

This “period 13” adjustments...

Yes, we will need as well to consider how the go-live in January next (2011) is going
to work as if we shut AGRESSO off on the first of January and say to everyone OK,
pop your balance sheets etc on to SAP... Because we spent all of January and the
start of February doing all the (statutory adjustments), and the audit, the final TBE
(To Be Expected) Balance Sheet for the 70 companies and it’s going to effect the
bringing over of data to SAP; that might have to done a couple of times.

So AGRESSO won’t be turned off on the first of January 2011?

No, we’ll need it for a while and we also need to go back to it at the end of January
for our final balance before we bring it over to SAP.

So, a bit of parallel processing at least initially. Has that been considered in terms
of system planning do you think?

Not sure, | did say it recently to the project manager that there are definite issues
like this will come up. So, I'll have to talk to him again so that there’s something in

place for that.

OK, when people talk about parallel processing, they often say the alternative
option of a cutover is pretty risky. However, they also observe | suppose on
parallel processing that it is risky also in that it perpetuates a connection to a

system you’re trying to replace...

Yes, sure...

Do you see that being a danger in respect of the move from AGRESSO to SAP?

| don’t think so as | perceive the level of parallel processing to be limited to the
essentials of what it is we need to do in January is these period 13 type
adjustments whereas SAP will be used to process salaries, invoices etc so the level
and nature of parallel processing would be quite defined or limited. When and
where possible we need to be looking though next January at what (parts being
parallel processed) could be easily moved back to period 12 (December 2011)
getting our adjustments done and making our lives easier (in January 2012).

As AGRESSO will definitely be gone the next time (Jan 2012)?
Yes, want to get down to the bare minimum of issues that you have to be

managing...
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There will probably be a few testing problems along the way.

MMMM, MMMM (NODDING).

When you think about the business case for SAP, do you think financially a strong
business case? Do you think that there is a business case for the user in terms of

making their lives easier?

I think it will. But again, it will make more sense to me over the next few months
just how. But | suppose fundamentally we have the same processes as AGOCORP,
it’s got to save us time. Not that AGOCORP processes are perfect or ideal but at the
moment if we have an issue with AGRESSO, we have to fix it ourselves. If a
problem happens with SAP, at least we’ll have the equivalent people with
AGOCORP experience and won’t be on our own. The processes we have should be
aligned with the AGOCORP processes so on that basis, problems should be solved
faster and we won’t be on our own from that point of view. From a management
reporting point of view, in theory we donl;t have to jump through as many hoops
(with AGOCORP) as we would now.

On a day to day basis, do you see it (SAP) being able to be sold as a time-saver?

Hard to know until the business process documents (BPIDS) come through. Now,
I’'ve seen one or two documents that show the (“To Be”) map and the processes
there definitely seem to be much shorter than what we do currently. The way it’s
done through AGRESSO here seems to be much convoluted.

Is the process shown through Business Process Modelling?

Yes, there is a model of the process showing it in both AGRESSO and SAP and it
shows it through a diagram and also through a description afterwards.

So, in terms of your own views, you’re not a long-term AGOCORP employee. |
know you’re not a technical person per se in terms of your role but how do you
perceive the systems you use or have seen implemented here.

Well, | suppose | can mainly speak to the Accounting systems and the one thing |
would say is that I've noticed is | suppose it’s because we have so many companies
there’s a bit of a downfall here as to when we acquire a new company. They’re
often on a different (accounting/financial) system to us and what do we do when
that happens? Take for example in the last few years; we’ve bought a lot of wind
companies and brought them mostly into AGOCORP. Now if they’re actually
generating, there’s a special division within NOVOCORP (i.e. renewables) which
they’re brought under. Now, say on the day they’re acquired and brought into
NOVOCORP, they have to work out what systems we have, how they work, how
they feed into our own financial control systems. Now, up to now that’s been a
little lackadaisical and not as smooth as | would like. No, lessons have been
learned from that and it’s getting better but | suppose the point I’'m trying to make
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is that amongst all the different statutory entities, managing all the varied systems
that we have is tricky. It’s something we need to get better at. Now because of
SAP, because of a takeover process, the technical accounting (i.e. Goodwill) etc
should be covered but the financial reporting control systems probably need to be
controlled more. That’s something we will work on and get better at.

How do you think that would improve? Do you foresee a specific evaluation step
for the systems (of the newly taken-over organisations)?

Yes, well | think...
Should it be part of the Takeover process?

Part of the takeover process should be that SAP is our set accounting system, so if
we’re going in to take over a company, we should be telling them that SAP is our
system and as part of the takeover, you will be moving to SAP. As part of the
takeover process, we’ll have a man coming into your organisation and as part of
the basic steps we undertake in taking over a company like the legal side and due
diligence. Another step should be systems (as in evaluating systems) whereas it is a
step now...

Is it a formal step?

No, informal. It could happen over a period of months post-transition and can
cause problems if there are (system) issues. Instead of putting in actual figures, you
end-up putting in budget figures and so on...

Things get thrown awry...

Yes, that’s about the main issue I've seen here in terms of systems. In general
terms, the systems we have work well and AGRESSO works well and feeds into

BCS.

Do you think the systems are aligned, that they do what the business requires?

| think it’s a relatively good alignment. | think there’s a difficulty in terms of what
we need internally from our own business units and what the AGOCORP Group
finance want in terms of the level and method of reporting. A lot of work is done
for group finance or the head of XX. It’s the same figures but presented and done
in a different way. | suppose the basic point is that the system works well and
there can be differences and it’s aligned to a point and maybe one taskmaster gets
more of what they want than another.

Is that for historical reasons or is it just the way the systems work?

It’s a bit of both yes, a bit of both. The things that say the executive director and
say the head of the business unit would not always and often vary rarely align with
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%
what group finance would be focused on. | mean the head of a section where there
is a thousand staff and a lot of consulting work is done. They might look for data
along the recovery rate, who’s working on what, the costs whereas group finance
want more high level stuff like total profit, |gss, costs etc. So, a lot of reports run
out of AGRESSO through EXCEL. So there are a lot of people who spend a lot and
some, all of their month doing financial reporting so...

Would these be maybe some of the people who would have built a lot of add-ons
to AGRESSO as a system?

They have yes...
Would be necessary if they run reports regularly?

Yes, pop it off AGRESSO into EXCEL and run macros. So, you could be doing
financial reporting for the entire month for these guys (in different Business units)
no technical stuff like financial accounting or advising or anything. Now, that could
be their role and if that’s the case, that’s fine. Obviously if you could align the two
or get what you need for this guy by pressing a different button, you could reduce
time

Do you see SAP providing that?

Well, you’d hope you’d get that possibility from SAP or you’d need to get some
process that could align what people are looking for...

| suppose that’s how you envisage SAP with more control over how data is
presented for you and you can pick your own reports to meet demand rather than
always trying to fit data into a formatted report or requirement.

Yes, but whether you’d get the level of information that you’d need to meet the
individual demands in that way, I’'m not sure. I'll have to wait and defer (he may
mean revert) to you on that. It would be part of it.

Do you think that’s understood as an issue?

MMMM (Exhales)...

It seems like there might be a resource issue otherwise in terms of what would be
required (post SAP implementation) to do this...A lot of duplication

Oh, | think if you go to the business units and they will say yes, definitely there’s a
lot of reporting effort in terms of turning a figure one-way for one guy and another
for some other person. They would find that frustrating but needed and if the new
system (SAP) could alleviate that in some way then that would be welcome. Now, |
don’t know a lot about how SAP works but if the HR and SAP is aligned as well as it
says it is, then say for the (E and FM) function we discussed earlier then where they
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have a lot of employees, projects, cost centres, then (with SAP) that might be able
to be grabbed at more easily and aligned with the financial reporting information
(that AGOCORP group may want).

OK, see the full connection.

Yes.

Do you feel that | know this might sound like a strange question, is there a danger
that people might have some sort of emotional attachment to the system they
have created?

Oh Yes...

Just thinking of the people who do the reporting and say the EXCEL add-ons
they've created which will have to go away when SAP comes in? The emotional
attachment can vary but can you see this becoming an issue?

Oh Yes, | would think the first couple of months are going to be a very difficult. You
know, there are AP (Accounts Payable), AR (Accounts Receivable) and general
ledger people whose daily life/job is very standardised. You’ll be changing
everything about their daily job from the first of January (2011) and so | would feel
that the change management process is nearly more important for the people
involved than the actual systems and getting them up and running. That side
(systems) is almost easy and the real test will be | suppose on say the First of
January (2011) when you ask someone from AR or AP to run an invoice, do they
know what button process. So, I'll be very interested to see how that (change
management) plan unfolds over the next few months....

That’s the real litmus test, | suppose...
Yes, that’s going to be difficult, it will require a lot of communication on the part of
the change manager and it’s so important that everyone knows their role under

the new system, knows what to do and been trained.

How do you see your working relationship with the change manager evolving over
the next couple of months? Do you see yourself as the eyes and ears on the floor
or something more formal?

| wouldn’t say eyes and ears as what I’'m looking for in terms of financial reporting
and performance might complement rather than align with what he is doing

On a technical (accounting) level?
But in terms of communication, slightly broader at times than what | would need it

to be, because he’s not an accountant. He might say that “I need to communicate
on that” to say some of my people. | would know say that for certain things they

Research Audit File, Interview 8. Page 10 of 12

114



may need more (Communication) and for certain other things less. So, we’ll be
working in tandem together and try and get each other to understand what bits we
need to communicate next to AP say, and the best way to do that and | can share
with him what he might need to get a bit more involved or aware in an accounting

sense, is the theory.

Do you feel, in terms of taking information from the ground up back to the SAP
team....

Oh Yes, you’re right there in terms of ensuring that (my) teams are doing what
they should be doing and that the (SAP) project team are doing what they know is
the right things from a financial perspective. Ensuring Tommy Walsh knows
everything that’s going on to the level that he needs to know. An awful lot of my
job will be robbing Peter’s stories to pay Paul. Ensuring everybody knows what’s
going on. So that’s what | mean when | say that my role will be complementing the
change manager’s.

Do you see your relationship as being more formal and informal or the governance
and structures rule the decision?

Well before when I’ve worked on projects, it was more informal but now Thomas
is the project manager, and he’s such a good project manager that I’d imagine that
it would be more formal with things set-up maybe through SHAREPOINT. It might
be using the IT systems that reporting is kept formal and that everyone knows
what’s happening?

Good snapshot of time?

Yes, well already there have been a few starter queries in terms of “we’re thinking
of this small change, what you think?” or a couple of questions with respect to the
(BPID) mapping, and when | was talking to Thomas yesterday he was even saying
and | agreed that we should make that formalised in terms of a format when a
question is asked and when | respond that it’s in a prior format so that there’s a
SHAREPOINT version of it (transaction) that’s there.

You said you worked on a prior project; did that project have a change manager?

Well, it did and it didn’t. It was the banking project, where we switched over our
bank accounts to a new Bank. This had a clearing account where all our current
account money gets scooped up into a single account for delivery to AGOCORP. All
our balances are squared at zero overnight and AGOCORP can leverage the funds.
Rena (later interviewed) was heavily involved on that and she’s also the accounting
lead on the SAP implementation project team. And, a lot of the things are done
were informal so I’'m happier that it’s more formal this time.

So this is the first big financials project at least, with a defined change manager
role?
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Yes, | mean the banking project was never envisaged to become as big as it did and
it kind of become more formal as the project went on, if you know what | mean?

Ok...

Whereas for this one, they know how big it’s going to be so they have the board in
place, a project and change manager, a different scale (entirely). The other
(Banking) project was not supposed as big as it was...

Sounds | suppose that you were just combining bank accounts but there was
more...

Not just combining but moving to a sweep account format and also trying to pool
the accounts from all our entities proved to be a big change both banking and
accounting wise. You're right in so far as people might say “Sure, you’re only
changing bank accounts, what could be so hard”... But it took over a year to do and
was bigger than thought but it worked out fine.

That’s great Warren, Thanks.

OK, Great.
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Location: AGOCORP HQ/ Date: 26" February 2010/ Duration: 35 mins.

Interviewee: Ronald Seaton, Chief Information Officer, AGOCORP Group.

Colour Key: Interviewer / Interviewee.

So Ronald, just for the sake of context, you might describe your role a little bit,
your current job title, responsibilities...

Well, 'm the chief information officer for AGOCORP group so essentially I'm
responsible for the ICT group and report to senior board level on the corporate IT
function which includes relationships with external client and business units within
the AGOCORP group, including NOVOCORP of course.

Could you elaborate on the IT relationship between AGOCORP and NOVOCORP,
how it works?

We don’t really have a specific relationship between AGOCORP and NOVOCORP as
such; it’s more between ICT group and the business units, all of the different
directorates around AGOCORP. Our responsibility here in ICT group is to provide IT
services required by the different business units but also to provide technology
leadership, also to provide IT strategy for the company as a whole. | see it falling
into two camps. In one camp, we have really the services side, meeting the needs
of the business units and their customers and in the other camp, the customer is
actually AGOCORP. Two very different roles and we’ve established the business to
reflect these two service delivery and strategy/governance roles. We put in place a
governance function in place a few years back, one of the first Irish companies to
do so, with Lorna Doone having a key role before moving to NOVOCORP. It was
described at the time as ensuring that the right decisions were made about the
right technology at the right time and | put a different stance on it. What
governance for me is is about making sure that AGOCORP’S IT investments are
aligned with the business strategy, nothing more beyond that. Full stop, end-of-
story. We put a number of structures which mandate that happening, we
established a leadership council, which | chair and which has representatives of all
business units at a business manager level which meets on a quarterly basis, and
actually takes a forward view as to what’s coming down the tracks from an IT
perspective and tries to deal with those big issues. It’s more of a review than an
executive body. Below the leadership council we have the technical council, which
has on it all the IT managers from all our respective business units as well as our
(the group) IT architecture manager and the strategy manager also. They look at
the technologies and coming up with roadmaps for those technologies.
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So you have a defined IT Strategy role?
Oh we do, yes.
Who's the current...?

Oh, “Robbie Ross”. Strategy and governance role together which | feel should be
together. Strategy sets out what you should do and governance ensures that it gets
done in the intended view, making sure no gap emerges between the business and
the technology. Governance and technology (councils) that’s the main two bodies.
Now within each business unit, we have a business council which is mandated and
is tasked with determining the IT priorities of each business unit. On a monthly and
quarterly basis, we take a view as to what’s coming down the line. So, prior to
those governance structures being introduced, AGOCORP as a company would not
have had a clear sense of what IT issues would or could arise. They would on a
pieced basis but would have been a job of work to bring it together. So these new
processes give visibility to the totality of IT across the organisation, so we now
know how much we spend on IT across the organisation in terms of CAPEX (Capital
expenditures) every year. We can see the relative priorities within business units
and we can make judgement calls on what needs to go ahead dependent on
certain issues.

For example, the implementation of the AGRESSO move to SAP, it started a year
later than NOVOCORP would have liked. There were conflicting issues across the
organisation and we felt it was too risky to go ahead there and then. They
(NOVOCORP) were not overly happy with that but we made the right decision in
terms of prioritising... We’re like air traffic control for IT here in the centre, we own
the runway, we decide what takes off (in terms of projects) and more importantly
we decide when projects land. We have a lot of planes in the sky and we need to
bring them down safely (on the governance and strategy side). On the services side
though, we provide not just the IT services but also technological expertise to the
business units particularly in light of their own particular projects. The
responsibility and authority for a project lies within the business unit
fundamentally. My role in an individual business unit project is a) a provider of
(technical) people to it and b) that the structures within the project meet the
governance requirements as laid out by us at the centre...

More like an overarching supply and consent role?

Yes, but not an executive one. Want to ensure the projects stays within the line
and that governance standards and procedures are met and followed.

No hands-on role as such?
| don’t but some of us would have. Like the NOVOCORP SAP project, one of ours is

gone to that as project manager. We’ve basically loaned him out for the 9-12
months. Now, that’s a slightly different arrangement in that we don’t usually
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provide project managers to business parts of a project. The project manager role
splits into two, the business piece, in terms of business readiness and management
and the IT project management bit. Usually we do that (IT) and the business unit
itself does the business piece. Now in this case, this is an upgrade project and that
the level of knowledge in the business unit and the acceptance of it, we provided
the person to the business as well.

Could you elaborate on what you mean by the “acceptance of the project”?

Well, | suppose the problem for any project is that it gets initiated within a
business unit by somebody who'’s is very interested in making it happen. It's more
the changing of the business that’s critical, the change management role and as
such that’s what | meant by the acceptance of the project. This initial project is a
year late for different reasons and there’s a broad acceptance of this being the
right thing to do for the business and the business seems up for the change

management that will come with it.

More of an internal change manager role?

Yes, | would be very nervous putting one of my people in to manage of an IT
project in a business if there was a significant change manager component
reporting into them. That needs to be built from scratch. It’s difficult enough to do
change and you really need a business person from the business to do it. If you

drop an IT person in there, the reaction you get back is that “this is IT trying to
change our business”.

Keeping it at a support function?
Absolutely, absolutely, this particular example that’s very true.
You have a small semi-upgrade | believe coming in your own SAP environment?

It’s more than semi (LAUGHS); semi-completion wouldn’t keep me in my job! No.
We’re upgrading the overall SAP R/3 environment...

Could that have a knock-on effect on the NOVOCORP implementation?

Well, it’'s more of a sequencing issue and as such there needs to be resource
considerations, as in getting the planes to land on time etc. A technical upgrade in
moving or upgrading from one version to another and make sure that we remain

within support and maintenance. This is the last upgrade we will have to carry out
in SAP for another five years probably.

Is there a positive usability gain in terms of the interface?

Yes, there is.
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Would it be happening anyway for maintenance reasons?

Well, yes but it’s more about getting the platform to a stage where we can look
over it. AGOCORP has high ambitions in lot of areas and we need to ensure that
the platform is robust enough to live up to those ambitions in the future.

When you look book at the relationship between AGOCORP and NOVOCORP, is
there any reason why NOVOCORP didn’t like all the other business units, move to
SAP and be like the parent sooner?

Oh, they’re definitely a laggard in that regard.
Are there historical reasons for it?

Oh yes, there would be (NODDING STRONGLY), that was before my time but SAP
was brought into AGOCORP back in 2000. NOVOCORP was always a bit different
but very much so in the past but less so now with GENCOM and NOVOCORP being
one, so now we have a bit of the old and new (businesses) put together. Back
before, NOVOCORP was an independent directorate and there was more
separation and an acceptance of them being separate within the company. There
was a degree of acceptance within the business (AGOCORP Group) that separation
was useful and a good thing for NOVOCORP.

They had differing commercial rationales as well...

There were yes. The decision to go down the AGRESSO route was probably taken
within NOVOCORP and I’'m not sure how well it was challenged to be honest. But
equally, the decision was made at a point before ERP systems really started to bed-
in. The view you’ve taken now is whether we want a best-of-breed approach
(where businesses decide the most effective systems for them) or whether we
want an enterprise-wide approach. We’ve come to the strategic view that an
enterprise-wide suite of applications reduces overall cost.

So cost is the key discriminating criteria?

Well we see it like that; others might see it differently. | mean with best of breed
applications, you get the best possible system for the individual areas or business
units. But then you get a huge amount of interfacing to be done and is the same
set of data going to be moved between different systems and require different
formatting?

So resource costs for interfacing would arise?
Oh, absolutely. To go enterprise-wide rather than best-of-breed was the decision.

Now, it wasn’t a single decision to go SAP. We took the decision to go enterprise-
wide with SAP in 1997/98. We took a separate decision in 2003 to go with SAP for
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our market-facing applications, those that run the supply systems. Taking those
decisions together, we are wall-to-wall a SAP House in terms of ERP.

But that strategically seem right as well to be honest. NOVOCORP coming in under
that ERP structure would be the last piece in the jigsaw, so to speak. They
(NOVOCORP) would have been encouraged by many people, including me, | must
say, to move in that direction (towards SAP). And, | think what’s happened over
the last six, eight months would indicate the importance of the move in that way.
NOVOCORP is no longer a separate entity within AGOCORP; it's now a
fundamental part of AGOCORP when you look at the old part that is GENCOM
becoming part of the same directorate with NOVOCORP. Definitely getting there
would have been a hell of a lot easier at the time if NOVOCORP had been on the
SAP platform when those changes were announced.

Was there any open resistance to that or was it a logistical or historical issue?

(NODDING). Oh, I’d say there was significant reluctance before | arrived here. Now,
I’'m not saying that | removed that reluctance. That reluctance was definitely there.
I mean | don’t think it was by chance that NOVOCORP went down a different path
to AGOCORP; there’s a cultural difference there.

Would you feel that SAP could be seen rightly or wrongly as a threat to
(NOVOCORP’s) autonomy?

It could, it could (SPEAKER’S OWN REPETITION).

Even more because of reorganisation (within NOVOCORP) and deregulation?

It could certainly, and I’d say that it is. There’s the possibility of it being seen as
something the centre wants to happen to NOVOCORP. Where the heads have
come together over the last 18 months and | mean Lorna Doone and the former
director of NOVOCORP would have been key to it is an acceptance. An acceptance
sounds like they’re reluctant and | don’t mean it like that. A view has emerged that
SAP is the right answer for NOVOCORP. That being part of the corporate fold is the
right place to be. The last few reorganisations proved that.

If you want to see the alignment of the business with IT... If you saw the
relationship between AGOCORP and NOVOCORP as one of NOVOCORP being an
owned subsidiary of AGOCORP; that we invested money in it and resources in it
and got a dividend from it..If you just took that view, you would say that
NOVOCORP should be able to decide what level and type of systems they
implement to meet their business requirements. If you said that and that the only
point at which AGOCORP would have an interest would be at the point of
consolidation, say at month end accounts etc. Everything within the four walls of
NOVOCORP is their concern. That’s not how AGOCORP operates. Now in fairness,
AGOCORP has probably not been as clear with NOVOCORP as to how it should
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have been with respect to say the overall business model, the relationship
between AGOCORP and NOVOCORP and how different it is (as in different business
models). Clearly NOVOCORP is not a holding company investment type structure;
AGOCORP sees NOVOCORP as part of its big platform for growth. When you put
NOVOCORP and the old GENCOM directorate and manage over the integration
over a period of time, that illustrates that NOVOCORP as being different to
AGOCORP is no longer the case. In relation to IT, you get a point then, where you
have Business strategy and IS strategy aligned. If you were continue to go down
the path of NOVOCORP having IT independence and have the NOVOCORP and
AGOCORP relationship to be just based on finance, then the SAP decision would be
up to them. So in effect, they’d be creating their own SAP instance rather than the

corporate SAP.

The reorganisation might have another aspect | suppose you have people from
GENCOM who have used SAP before and all that comes with that working
alongside people who will be seeing SAP up close for the first time.

Yes, that’s right.

Would you consider that to be potentially adding another risk or level of
complexity to the process?

Any move from one system to another they’ll be complexities or change
management involved...

Some of the NOVOCORP people working very closely with GENCOM will have a bit
earlier onto SAP. That may make change slightly more complex?

Yes, it could yes.

Any process risks concerns?

With respect to the overall change process or the upgrades?
The change process more so?

Well, | suppose that’s one of the things that the project would have to deal with.
It’s definitely a risk, but there’s also potentially a risk of distraction as well in so far
as the varying users. As long as the project lays out the plan and follow through on
it and are conscious of the scope of the project, and moving functions moving onto
an ERP platform. | don’t see a problem with say GENCOM people being on an ERP
platform, | don’t see it as a huge risk to be honest. | wouldn’t see it as a
fundamental change in the risk profile of the project to be honest. | think at a
higher level, there’s always a possibility with a major project more about change
than systems and you've got AGOCORP reinventing itself. There could be a
distraction (with the reorganisation) happening at the same time as the system
change in so far as you could lose sight of the (objective). But the project is well
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bedded down seems to have a clear scope and focus to it, so | wouldn’t expect that
to be a problem.

OK, so in terms of the AGRESSO-SAP change, it’s one of many SAP projects and
implementations of varying scales that have been implemented in AGOCORP.
Would you fairly content and confident with the existing level of SAP expertise in
AGOCORP available to NOVOCORP (bearing in mind that there is no
implementation partner in the AGRRSSO-SAP changeover)?

We've been developing SAP implementations since 1997 or 1998 so more than 10
years experience anyway...

So, would the AGRESSO changeover be as per normal procedures and controls?

Well, | suppose the only difference this time in comparison to previous
implementations would be the lack of an implementation partner, like say
Accenture. That’s not being done this time.

Would you feel that’s a good decision?

Well, we’re not doing something or implementing something new or different;
we’re just changing over from one system to another. When you look at the calibre
of the people from NOVOCORP involved in the project, | wouldn’t have concerns
on that front...

There’s no real value then in bringing in that external expertise?

No, the experience is here.

People have emphasised the importance of change management and there’d be an
enormous emphasis on change management in this project. With the various SAP
implementations in the past and recently, like XYZ in AGOCORP Networks, there’s
probably a strong reserve of change management experience in SAP projects.

Correct, yes.

Is there say a formal forum where Fergus Flynn could go and say talk or consult
with change managers from prior SAP projects?

No, I’d say there isn’t. That said, AGOCORP is a tightly networked organisation so if
people in NOVOCORP working on the project want or need to pick up the phone
and ring someone say in (AGOCORP) networks, then that’s open to them.

Did you ever see the need for having that more formal, not say Lessons Learnt
documentation or maybe does it happen anyway organically (as projects roll-out)?
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Well, | mean projects are simple really. Get very very clear as to what you want to
do, resource to meet project requirements as possible and get the right program
and project structures. Make sure that the project board know what their body of
work is, which in the past was certainly an issue on AGOCORP projects. And, make
sure that people understand their roles and responsibilities. If you set out on a
project with a very clear strong basis, you’ll probably be OK. The projects that tend
to be problematic are where the projects get decoupled from the management of
the business and where the governance structures for the project structures are
lacking or not put properly in place and your QA (Quality Assurance; Note: QA
reviews are done as a standard at regular intervals in AGOCORP projects group-
wide) isn’t done then that’s likely to lead to certain difficulties. You could have lots
of “Lessons Learnt” fora. We do lessons learnt (reports) on all major projects. That
information is available, Thomas Mulcahy would be well aware of lessons learnt in

the past...
Access to all change management experience...

| don’t think you need a process to make that happen... Lessons learnt should
probably find their way up through the governance structure anyhow and come
back to the fundamentals.

In terms of the history of SAP implementation in AGOCORP generally, are there
any high level key issues you feel in terms of lessons learnt for the current
implementation?

Again, I'd answer the question in general terms. The key issue is more process
specific rather than technology. Understanding what’s required before you commit
etc; making mistakes generally would be down to right-to-left rather than left-to-
right planning. And not really understanding what you’re getting into before you
go down that path, | suppose that would be our key lessons learnt if you like.

Context independence in terms of different people arises too in terms of
pinpointing specific lessons or issues?

Yes, | suppose that’s true but it does come down to some general issues. | have
there a very good report the Chaos report which gets into good detail on a list of
things that have caused projects to go wrong at various stages.

In terms of the business case that is necessary to make in terms of NOVOCORP
moving into SAP and losing some independence with the reorganisation. Do you
think that the business case is very strong for turning over the new system or is it
more confirming to the existing platform?

Well, | suppose I’d have to say it’s very strong since | signed off on it (LAUGHS).
Well, in the first instant within NOVOCORP, it would have been signed off by the
NOVOCORP Director but he would have signed off on the back of it and | felt it was
strong. They couldn’t really continue on their own; we’re back to the business
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alignment argument again where you saying well the reality is that NOVOCORP is
no longer a different business but part of an overall AGOCORP strategy. Without
that you would not have been able to have had the reorganisation of GENCOM
into NOVOCORP that we had last November (2009). Who knows what decisions are
coming later? Once you decide at the executive level to reorganise or that
reorganisation is possible, then you have to common platforms if changes in
structure follow, otherwise you’d have a mess.

For flexibility and scalability?

Absolutely, you’d have a mess - it’s a must have. The alternative is to have “Best of
Breeds” all over the place and deal with that huge mess; or take the investor-
return AGOCORP-NOVOCORP old-style approach...

Hands-off approach...
| wouldn’t say hands-off now, definitely hands-on, very much so.
More so the old systems development...

MMMM (Thinking), no, still hands-on but maybe it was, maybe more, not formally
structured to do so, more push than pull maybe. | suppose for me it is a black-and-
white question. Is a business unit part of AGOCORP or not, then if our strategy
across AGOCORP is to have enterprise-wide rather than system specific or best-of-
breed then everything flows form that. Are we going to have autonomous business
units on an investor-return style relationship or are we going to have an integrated
framework. The decision has been made; it’s an integrated framework. Are we
going to have best-of-breed systems? You not letting orgs in the framework choose
their own systems in a best-of-breed way within the framework as if that’s the
case; you end up dealing with all the integration issues that come your way. |
wouldn’t characterise it more as a decision about how the company wants the
organisational landscape to look like rather than a hands-off approach. So at one
of the continuum you have the investor-return style relationship whereas at the
other end you have the integrated company. Clearly there are points between
those ends. Once you have an integrated framework, then at one point you have
the best-of-breeds and at the other end you have the enterprise-wide. Under
either of those options, you’re still retaining some control over what the answer is.
Now we have made the decision to go integrated, than the enterprise-wide

approach follows...
SAP implementation (in NOVOCORP) being a consequence of that...

Absolutely, yes. What's your enterprise-wide architecture going to be? Will it be
SAP or ORACLE or something else; we choose SAP so...
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In terms again of the signed-off business case, and the sensibility in terms of
improved integration, as a business case it's easy to “get” on a strategic level,
would you feel at the individual level that the users get it?

| don’t know to be honest; | would see that as more of NOVOCORP’s primary
(activities); | do know that one of the issues in terms of the delay last year was that
a lot of work had been done in terms of conditioning people to the change but that
became a concern in terms of that falling off due to the delay. More really again
about business change rather than an IT issue...

Would you think yourself in terms of an average user how their view might be in
terms of the system as being more maybe for AGOCORP rather than NOVOCORP?

| think one of the issues in AGOCORP and this is not just an NOVOCORP issue but
no matter what business unit you're in there seems to be a view that things are
done better in that business unit (as opposed to the parent) than here or anywhere
else. | expect if you follow that thread through that the major view you’ll probably
see emerging without doubt | would feel is that the view that this is more for
AGOCORP rather than NOVOCORP... That’s part of a change management process
and maybe that’s not the overall view...

Managing that in terms of change will be...

Well, yes in the business case to move (from AGRESSO to SAP) and they were
encouraged to move, was done by NOVOCORP for NOVOCORP. All of the building
and the conditioning around the management and users was done by NOVOCORP
so I’'m probably not close enough to be honest to say; they may have come a long

way (in terms of
user attitude). | wouldn’t know, but | think that expectations are a big part of a

project is linked back to project management and the project change process
needs to deal with that.

Has it ever occurred before that you’ve had a situation where within AGOCORP
you’ve had one business unit left that is yet to implement a system present in all
the other business units? For want of a better phrase, a systems anomaly...

(LAUGHS) Oh, there are a few anomalies across the organisation all-right but not
just in system terms. They do exist...Like, | mean...

| suppose something akin to the current implementation in NOVOCORP where
you're replacing System A with some corporate system B...

Well, in terms of (AGOCORP) Networks, we’ve just made a big investment in the
XYZ system over the last couple of years. People (in Networks) had in the year
2000 gone to tender on a system to manage their work. Now, | wasn’t in IT at the
time and they had all the things set up and teed up to go although they changed
their plans all-right. Now at the time, they were about to commit to a non-SAP
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solution. Now at the time, there wasn’t a directive in the (parent) company that
you know you had to go with SAP...

When was this?

About 2000. SAP at that stage was the parent ERP and across the business units.
(AGOCORP) networks were looking at a ERP solution for asset work management
which would lean into SAP at many different points. Now, they were keen to go
with an identified alternative as in non-ERP solution, now | think it was called
MAXIMUS, | can’t remember. Yes, back in 2000. Now, | remember being very
interested in it at the time as | was in regulation and the market was being
deregulated. Now the first 30% of the market was deregulated and we did it for
the first say 300 customers and it was done on the back of a fag packet in effect.
Spreadsheets calculated all the totals for the first few (commercial customers). The
next two years (200-2002) brought it up to 40% and that extra 10% brought an
enormous difference as in 10-15,000 customers with full market opening in 2005.
Given how easily we had opened the market for 30%, | had my suspicions that
AGOCORP would think full Market opening would say be only three times or so
what we’d done to get to 30%...

(They felt you could) simply scale it up...

Absolutely, with the same systems. | engaged Accenture to come in and do a
review of our progress to full market opening. They came back and said; “You can
make it, you have time but looking at your existing systems, you’re doing a lot in
effect the asset work management system from Networks, customer billing and
you need to do market opening as well...”. So, pick a horse from these three
runners; they can’t all go at the same time. As a consequence of that, all the other
systems were shelved and the whole focus was on market opening. The solution
then picked by the market opening project totally separately was a SAP solution.
Both customer supply and asset management systems were left to one side. It
wasn’t run from corporate; | think someone was taken out of corporate to head it
up by the chief executive. There was a huge cohort of people, probably the biggest
project we’ve ever run and they chose SAP independently as the solution. When
that project was completed in SAP, Networks came back with their original asset
work management system proposal, went to the market place and then
independently chose SAP. Now, in 2000 they weren’t going to choose SAP and then
five years later on their own, they do.

It wasn’t a case of one entity being left behind (in the case of AGOCORP Networks).
If they had decided to bring something else back from the market place, they
would have had to justify it internally and there would have to be a big challenge
process... There was no-one saying you must have SAP but they would have
needed to justify something else in terms of an alternative system. If NOVOCORP
had gone to market and looked for say a successor to AGRESSO, say AGRESSO 2
then that would also have been challenged. We would not be saying “Thou must
use SAP” but we would have been challenging and looking at utility companies
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across the world, 80% of them are on SAP... To go for something different would
be the exceptional route.

That would basically mean that when AGRESSO ran out of functionality, they have
gone the SAP route anyway?

Well, absolutely yes.
Thanks so much for your time Ronald.

No problem.
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Location: NOVOCORP HQ / Date: 26" February 2010/ Duration: 18 mins, 26
seconds.

Interviewee: Christopher Lloyd, Engineering Manager, NOVOCORP.

Colour Key: Interviewer / Interviewee.

So Christopher, could you give me some background on yourself?

Well, at the start of the last downturn (mid 1980s), | ended up in the IT area,
introducing PCs and CAD (Computer Aided Design) and all that kind of stuff around
IT and telecommunications and different roles like that. | spent a lot of time
looking after the IT issues when we (AGOCORP) sold all our retail stores. The
company like to do that, as in pick you out and throw you into a situation to see if
you can survive or not. So, the chief executive (of AGOCORP) sent me over here
then to lead up the engineering function. We have about 530 people working here
in Ireland and abroad. I’'m over here 6 months now (since September 2009). I've
also been working on the smart metering project, on the project board and also on
the XYZ project as well so I’ve been around that and a bit of strategy as well. But as
for the AGRESSO-SAP project, | actually know nothing about the innards of it, other
than AGRESSO is here. | have an icon for it but | don’t need to use it. | certainly
don’t intend to start using it if it’s going to be moved on... | do know that SAP
Financials and the HR though as some of that | would have had to use over in
AGOCORP, like the expenses and time-entry and all that...

Now I’'m over here and that I’m looking at the implementation point of view, I’d be
very strong on getting the project change manager into my management meetings
on a monthly basis. From my experience, most business functions don’t get
involved unless they’re arm-twisted into it and we’ve seen that ourselves on prior
projects, even when those projects have had say IT experience and project teams

etc.
Looking at it with your IT hat on?

Yes, from an IT perspective; | mean you can see it looking across the organisation
where you’d have systems implemented and then users only engage and they’re
wondering why a system is this way or that way so...That’s one of the big things

I’'ve noticed.

When you were in your old IT role in AGOCORP, did you have much to do with
NOVOCORP in terms of IT? There was a bit of autonomy here.
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Well, the history was that there was an IT group that was formed here that was
originally part of an IT group that | was involved in over there and that was like a
subsidiary dealing externally. Now we took that over and we merged it with,
probably 5, 6 years ago and there was only one but you’ve probably noticed in
each business group there is an IT function feeding back into the central IT
function. We have it here too with Lorna Doone leading it up and she’s responsible
for bringing anything around IT into NOVOCORP; and it's the same way in say
Networks or other business units so she’d be responsible for getting a team
together to drive SAP, using project boards and all that stuff.

Where I'm sitting now, I’'m interested in the business aspects that the change
manager reporting into the project manager, coming over here and making sure
things would be implemented over there. Now, | have him teed up from the start
to be over here working on that and not waiting until it’s all there and let them
figure it out with timesheets and all that.

How do you feel so far, | realise that it’s early days but how do you feel so far
about how (your) management have bought into the (system) change?

On Tuesday, we’ll have our third monthly meeting and | bring the change manager
every time. They’re buying in more optimistically now because of another (SAP)
project in (AGOCORP) Networks that has impacted on them. That’s had quite a few
problems and I’'m always saying to them (management) if people (in Networks)
had engaged from the very start, then we wouldn’t have had these problems that
we have now. If you have people saying that’s not half as good blah, blah, blah; it’s
probably done to a lack of engagement. That’s why | bring the change manager
along, but (I tell the managers) he’s not going to do it, it’s you (the managers) that
are going to do it. I’'m not managing the ins and outs of it, the holidays, timesheets
and all that. I've told them that filling out a timesheet on SAP HR a lot easier than
in AGRESSO from my own experience. The people who first encountered SAP HR
over in head office threw their hands up in the air too because they hadn’t asked
or engaged. | remember being over in telecommunications where | was managing
about a hundred people and they’re on the road a lot and they went bananas
when they had to (use SAP to) fill-out their timesheets. But after a couple of
weeks, they had to use it and they grew to like it.

When, | came over here and moved into a manual paper format, | spend probably
more than four times as much time filling it out. There are other advantages too in
an on-line system...

In terms of doing calculations and automating...
Absolutely, it would calculate the total mileage or an overnight rate for you but
manually, you have to take the time to calculate it yourself so it takes longer. You

have to align receipts with the forms and stuff so it’s not ideal and there the
examples of (how SAP is better) that | keep on using. Now, | can see that they
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don’t have the interest at least at this stage that they should have and will insure
that they will have by bringing the change manager back.

How many people would be reporting to you?

9 (Key Account Managers).

They’re in effect Change managers too in the (AGRESSO->SAP) implementation?
Well, that’s what they’re doing all the time yes.

But in terms of the SAP implementation?

I’d say probably two or three will because they’re stuck with the problems that XYZ
has caused them and their team. Their team leaders and designers have to manage
these problems and so I'd be saying to them that if people had actually got
engaged sooner, these issues might be a lot easier. So, if they don’t see themselves
as or become change managers then...| mean | want the change manager to help
them but them to do it and not the other way around. That’s the big danger. It'll
have to be the people on the ground and at this stage about three or four are well
in tune with the (XYZ) exposure. But the others might get burned too!

Have you a fallback strategy to really get engagement in terms of the change
manager’s role?

Well, what I’d like to do at some stage is to get someone else that get burnt in a
previous business unit that can say how they’re burned but the XYZ people or
involved people should see it.

It’s all new for the change manager too; he’s being challenged on this and he won’t
actually know. The few things over here since | came over in terms of engineering
disciplines and how things operated, It’s one of the things that I’'m comfortable in
the IT space. I’'m trying to get familiar with the engineering way of doing things etc.

Now the engineers will use the system maybe for two or three big things like
timesheets and expenses, totally different to say how maybe the financial
department would use it...

Yes, but even on my team, | have some key account managers who have to use
finance functions and collect financial data so it can vary. They do accounts with
the other business units and we trade internally and externally like in places like
DDDDD overseas and all other places. We have a project management side to that,
where jobs are managed. Two or three guys are really into the detail but have yet
to be involved so far but they are critical to the change.

How do they feel about the change?
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To be honest, they look on it a substantial pain in the neck!
Do they feel it’s being imposed?

Well, yes and it is being imposed. | mean we have to be honest and upfront about
that. The company (AGOCORP) has decided to go down the SAP route. For
whatever reason some years ago NOVOCORP went with an AGRESSO solution.
Now the (AGOCORP) Chief Executive has decided that this is a SAP company so
that’s the way we’re going.

Was there any conversation round that?

At a high level, there was no going down and asking people in the organisation for
a view; that’s a corporate call.

Was that a mistake?

Well, from my experience, ideally you’d want to get everyone on board but from
my own experience in implementing corporate IT solutions, you’re never going to
be able to do that.

Would you feel the delay in implementation has had an effect?

Yes, screwed it up big time yes. I'd say that they created a certain amount of hype
about it and then it died. That would be my impression or feeling; | haven’t great
evidence to prove that.

Sense of deflation arose?

Yes, and you have to reenergise people again and some of these guys dealing with
XYZ would not have had a good experience and that will be an issue, no doubt
about that.

Would XYZ be similar in terms of how it was managed etc?

Similarly managed yes, with a project board, change manager, all of that. The
people over here didn’t engage in a similar fashion to some groups in Networks. If
you talk to people in AGOCORP Networks and they’d have had similar issues in
trying to get management and I'd have been told before coming here that (the
level of engagement) here wasn’t great either. Now obviously people here will say
that that’s not the case but certainly that was the view. Even back when | was in
AGOCORP, | could see this happening. | can recall the software manager Seanie
McMurry would be saying when | was on the project board that we’re at the end
of the process and we still haven’t got the information we need because they
pushing back all the time. That’s because they weren’t engaging and | (knew that.
Now, part of that is due to how busy people were in renewing the supply networks
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around the country, billions on network reinforcement and then you have this new
XYZ system taking people out of the (renewal) work and wanting them on XYZ...

Become a distraction?

For some, but it was a necessary distraction. And now you see the Network
services people who engaged are OK, but the Networks projects people who didn’t
are suffering the most because they have to use it (XYZ system). | could see the
same thing happening here unless we’re careful...

In terms of lack of engagement now leading to suffering down the line?

Absolutely, yes...
How do you feel you can incentivise people to get more into it?

Well, there’s no answer to that. I'll keep it current at our management meetings
which we have monthly. We only cover five or six issues a time so safety is always
on it and | can keep the project on it as well. I'll also keep in with Lorna and she’s
given some insights into feelings on the project and | would bring her or Thomas
Mulcahy to a management meeting if | felt it would be helpful. There’s going to a
bit of a struggle for the 300 people who have seen or exposed to XYZ.

Not a great context...

Now for others, like say the people in Engineering and Maintenance and Civil say,
they haven’t been in this (implementation) space for a while, so I'll be trying there
to keep it as positive as possible. They don’t have a template, they’re more blank

slates. If | can keep it high on the agenda and the change manager and the doors
open for him and we will find that easier.

So, there’s no great love for AGRESSO?

Well, | couldn’t really comment to be honest. I’d say that like other systems once
you get used to it...

You don’t hear too much negative comment?

No, perversely it would be better if there were! Might be easier to get across this
new system then...

Some people have said to me that engineers using AGRESSO, being engineers have
actually adapted the system or built little add-ons here and there.

Yes, have they?

Built little databases and so...
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That wouldn’t surprise me...What they’re going to look for is those adaptations to
be taken on board into the new system and when that doesn’t happen, they’re
going to be cheesed off.

Some level of emotional attachment?

Of course, there will be if you’ve built a system yourself. But what happens when
these people move on? We’ve had islands of systems like for example where a guy
built a system and they asked us to take over in corporate IT and we said no. There
was no documentation and it was all in his head so | could understand the
emotional attachment but would be opposed to something like that. But if people
like that engage early on in the process, they may be able to get as much of their
features built into the new system. The problem with not engaging is that those
people will be bad-mouthing the new system and saying my own (version) or the
old system was better...

That’s great, Christopher. Thanks.

No problem.
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Location: NOVOCORP HQ / Date: 31% March 2011/ Duration: 53 mins, 9 seconds.

Interviewee: Liam McHale, (then Manager, NOVOCORP Engineering Solutions, now
1/11, HR Director, AGOCORP Corporate).

Colour Key: Interviewer / Interviewee.

So Liam, could you give me some background on yourself?

Well, I've over 31 years in the company so | have a lot of experience in different
aspects of the business, including IT and change but in this role I've been it for
around three years and there’s about 1,200 people (that I’'m responsible for) in the
organisation.. That’s the main business lines; also we’ve established a head of
engineering role (Christy Ryan who was interviewed at an earlier research
juncture) which is a fairly small team here which has about five people which look
at the strategic role of engineering and what we’re in and should be getting into.
He has a person on all on the main engineering projects here and helps manage
project delivery. That’s under his (Christy Ryan) role. They also have a capability
function and they look at where we’re targeting our technical resources and see
whether we could be targeting better as well as looking at the overall positioning
for the future; whether that’s correct in terms of the overall NOVOCORP function.
There’s two others reporting into Christy and they’re experts in AAAA and BBBB
(respectively) and their job is to look 5-10 years down the road and see what’s
happening in terms of the functions and technology and how it might affect the
business and how should we position ourselves for that. They’ve only been
appointed in the last month or so and they’re finding their feet.

We launched the rebranding of the company yesterday and there’s a drive to move
the organisation to move to the next level which is what our clients and AGOCORP
require of our strategy and then what that requires from a technical and
developmental perspective. So, there are many streams of work going on but that
just gives you a flavour of what’s happening at the moment.

In terms of the business strategy, could you elaborate a little on that?
Within the management team, | have Christy as (Strategic) Head of Engineering,
then there’s Christopher who’s Engineering Manager, then there is Ryan English,

“Lorna Smith” looks after Consultancy but then there are a others; | have a small
team here and “John” who looks after the business strategy, have you met “John”?

| know “John”, yes.
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Well, so “John” would have a small team that looks after quality, strategy,
marketing, risk and then he is also the custodian of a brief to make sure that we all
input into the strategic direction (reaches over and produces the five year plan).
Now’s that’s the five year plan document for strategy and this is a working
document that we revisit and revise which is “John” brief along with marketing,
risk etc.

With new strategies and rebranding etc, would you feel that your business strategy
has changed considerably within the last six months or so, or it is more of a long-
term change?

Well, we’ve found that well when | came over (first) three years (ago), there was
no real accountability in the organisation. There was a consultancy wing, (also) a
mass of engineers doing different things without overall control. What I've tried to
do is to bring in these business lines as in “You run the business, it’s your business
and V'll support you as | can in terms of resources etc”, ensuring that the
NOVOCORP competency is moving in the right direction. We needed to get change
in focus and | also had to strip out external parts of the business embedded in the
organisation. For example, you’d have, say different people in different parts of
the business doing external consultancy. | brought that in under one (structure).
They (the consultancy side) now deal with all the external work and they then go
to the body of engineers and resource it appropriately (depending on the skill sets
required on the project); that’s the business model. Now, also there’s a different
business model in terms of the other parts of the business. So, it’s been quite a big
change in terms of the change of accountability, in terms of the focus. Also, in
terms of service offerings to customers, | feel they’ve been enhanced. Also, in
terms of the marketing changes (i.e. rebranding), | brought in a professional
(external) marketing person and that’s really made all the difference. | wanted to
do that, the whole organisational rebranding and customer improvement changes

also.
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Have customers become more demanding over the last few years (and/) or has
there been an increase in competition?

Well, customers have definitely become more demanding and as such we have
also the capability to interact more with me. People often say to me “Oh,
customers are getting more demanding” but | think they always have been; we just
realise that a bit more now as we can do more market research. | often go visit our
top clients and we do a lot of online surveys and interactive feedback from me.

Stronger and better customer profiles...

Market research is a much faster process now, thanks to those kinds of
technologies.

So technology plays an important role in your business?

Oh, it does. We look on our role here, | often like to describe it as an “enabler” of
strategies; IT will be an important tool to help us enable our strategies, to enable
us to do things better and faster for our customers.

So IT has a more strategic role when you’re dealing with customers?

Yes, but the difficulty you have with IT is that people (as in the engineers) expect IT
to deliver more and quicker. Some people allow for the fact that you know if you
want an IT solution, you have to manage, deliver and govern it. It does help offer a
better service but users want it now so you can end up with a plethora of IT
systems which can be hard to manage.

Like IT “Islands” so to speak...

Sure...
Was that a big problem, when you first came over here?

No, well | think... | came at the same time as Lorna Doone, who was developing a
strategy and putting it (IT Strategy) together anyway and she was pretty clear in
terms of telling people as to what IT can and can’t offer. People can be very
(critical) of IT when they feel, you know “IT can do this for me, it’s brutal” and stuff
like that and you (as management) might say back “I can do that but you have to
do this for me or IT can only do that...”. Another thing you have to consider is say
(what we did) in the Marchwood facility in Southampton. | went over there, got all
the (NOVOCORP) staff over there into a room. Now, we’re very tight on safety and
we emphasise that always. You come to work, you go home for work and you're
not injured, that’s core. We’ve have had some serious accidents but we’ve had a
big improvement on that. Our Chief Executive is very focused on safety and it's
something that’s discussed and asked about a lot. So when (in Marchwood), I'd
finished talking about safety, then after going through all the main things on the
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agenda, the last question was “well, have you have any issues any concerns?” They
all said “Yes, we can’t do this printing or access this...” the whole thing was an
avalanche of IT concerns. They had learned to live within these issues and had
never really emphasised them to me on my previous visits. So, when | came back, |
rang up Lorna (Doone) and asked her if she’d go over to Southampton and
discussing these IT issues with me. Lorna came back and sorted out these issues
one by one. They were giving out about the IT services and in that scenario, you
need to spend time talking about these issues, and I’d never given it the time or
had the time before.

Do you think the fact that these (governance) structures are here make it easier for
these kind of (IT) issues to be resolved whereas in the past maybe people would
have lived with it or found their own (ad-hoc) solutions?

No, | think that (these issues) could happen regardless of any structures to be fair.
But we’ve learned a lot from it so for example, when Carrington (another UK
facility) was being constructed, Lorna and her team were over there, dealing with
issues and requirements and managing any issues before they arose. The lessons
are being learnt and service quality is improving and we’re more attuned to that.
Lorna and her team are watching that space. Since Lorna has come on board, IT is
much more focused on meeting the business needs, so we’re aligned.

IT enabling the business?

Yes, enables us to build our facilities and run our operations efficiently. The
problem with IT is say if | can’t access my Outlook say the one day in thousands
that | can’t then | give out. It’s happened before when head office went down
before. Now, we have continuity planning but that was little value as head office
goes down. You’re so reliant on IT and it’s so critical...

How do you feel about the desktop services being provided centrally?

Well, when we had that problem, there was a meeting to discuss the reasons and
Lorna represented us as the user. We wanted Lorna to represent us and it really
affected us in terms of the international business and the services we provide...

How do you feel the service provision works? Would you like your own IT
Department/services?

No, | don’t think so (FAIRLY EMPHATIC); I've no problem with the service provision
as long as we have an input into their service plans, their continuity and crisis
planning and all of that. That input really came out of the meeting that Lorna had
with the centre that we just discussed. Lorna got involved and had inputs into the
resolution and what would happen if something similar recurred.
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In terms of the engineering population, what do you think their views are on the
new SAP implementation?

Yes...

| suppose there is a feeling that in the past, the engineering population went away
and did their own thing, at least there’s the perception of that in terms of say
AGRESSO and their own workarounds that they created to manage the system? Is
that a common perception or phenomenon do you think?

A lot of our engineering people are some of the best in the world and are
extremely intelligent; they’re fundamentally engineers and so they can write
programs or solve technical problems anyway. | mean in the case of SAP, it’s there
and we’ve got to use it and that’s it.

What | found is the various phases of change, once you stick to it and come out the
other end...]| was down say in “Watson” Street (another Dublin office of
NOVOCORP) and was there with the rebranding and there was a few brand
champions with me as well. They went in and we had the T-shirts on and we were
talking about changing e-mail signatures and about using different letter heads etc.
You had some people there saying you know “I don’t like that font; | want to use a
different font”.

When | went down, | was talking to the brand guy and asked him how things were
going and he said to me “Things are going well, but some people aren’t happy with
the font and want to change it”. So | brought all of them together and said how
great and exciting a day it was for the company, launching a new brand, but some
of you will like it, some love it and some will be neutral...TOUGH, all this about

fonts, colours, drawings etc is not going to happen...

Once they get used to it, they’ll be fine. The key is to stick to it because if you allow
deviation, deviation becomes the norm and if he’ll do it, she’ll do it and so on. So,
both in the rebranding and SAP implementation, this is what’s happening. People
will accept it and get used it.

Is there a danger or a risk if you like in terms of people feeling perhaps that the
system is imposed?

Well, it is being imposed (EMPHASIS)...

| suppose you may find some font analogies (from the rebranding) in the SAP
project?

People are going to find SAP difficult; they’re used to doing certain things in certain
ways. They write their expenses, sent them down to their managers and approved
and then sent down to accounts and inputted. Now, they’ll how to do it
themselves and that’s going to be change and in any situation where you make
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change...If you tell people that there’s no other option; if you do not use this
system, you do not get paid (TAPPING TABLE FOR EMPHASES) Simple — that will
focus the mind very quickly. We won’t allow any deviation at all and that’s why
Fergal Flynn has a big job to do but he’s not alone and will be helped...

When you say we have no deviation in the system, do you feel it’s decided...?

No, no the design phase will allow for that and that’s where that will be sorted out
but when that’s over, that’s it; there will be a scope freeze and no more changes
will be possible.

How do you feel the design phase is going in terms of what you know about the
inputs? Are people taking the time to think about it?

You know at times, yes, I’'m a realist, some people will and some won’t (engage).

Some people may be more incentivised by the effect the change might have (on
them).

Not incentives so much say as some people don’t want it to happen because its
change...there’s a huge amount of change in the organisation, you’ll have
champions who’ll come with you and you’ll have those who won't... It would be
important to articulate in the appropriate forum why the change is necessary and
convince people of the need for it.

Do you think the business case has been made or does it need to be made if the
system is coming in anyway?

Well, | could tell you that yes, the case has been made and you could walk out the
door, ask someone else who'll tell you “SAP, haven’t a clue about that”. There are
600 people here and there in the building with 200 away... It's difficult to
communicate here, there’s e-mail yes, but face-to-face can be difficult. What we
tend to try and do then is to do it on a floor by floor approach (i.e. as in one office
floor at a time) and communicate that way... If we were waiting for everybody to
be here, we’d never communicate. So I'd give the communication to the managers
and then they can go out to the floor with it. SAP will be on their radar a bit more...

Would you feel the fact that people are never all here make the change manager’s
job harder?

Yes, huge(ly), huge(ly) [SPEAKER EMPHASIS]...

Have you a strategy around change communication?

No, but we’re working on it....
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What has tended to work well in the past?

We conduct staff surveys and one of their managers; all of his staff are on the road.
His area excelled in terms of feedback on communication, morale etc. 80/90/100%
and he’s done it — now that manager, Paul McGrath and Mitt Ryan will be working
with the change manager on the change implementation plan.

In terms of the change management role, was there anything that prompted you in
particular to appoint Fergal?

Well, | suppose the first thing was that he is an excellent project manager and the
other thing is that it's a challenge for him. He’s got good experience, good at
relationships, has energy and drive...

Was the fact that he was an engineer come into the equation in terms of being
part of the majority target (SAP) user population?

Absolutely yes...
In terms of speaking their language as such?

Sure, yes. | know in other areas, we used change managers outside the user
population and it’s worked well. What | told Fergal was obviously this is not the
first IT project we’ve ever implemented so he needs to talk to people who worked
on previous projects before, what they’ve learned and what mistakes they made
etc so | asked him to do that and he’s doing that.

Of course, he’s not available as much as he’d like at the moment (Fergal was at this
stage Project Manager of a generation facility being constructed some 200km +

from corporate HQ)...

No, but we knew that at the start and at the moment hopefully, that’s coming to
an end and is winding down in a couple of weeks...

Does the delay in facility completion cause an issue?

Yes, ideally we’d liked to have had him earlier and that’s something we’re
watching very carefully.

We’re lucky though in that we have Christopher over here who had a senior IT role
in AGOCORP corporate for fifteen years and who knows this stuff (IT
implementation) backwards. He was key in getting Paul McGrath and Mitt Ryan on
board (in terms of the change implementation plan).
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Christopher mentioned to me about the XYZ (SAP) project and the fact that it
hadn’t gone as well as hoped and that his staff were very aware of this. He felt it
might be a help rather than a hindrance in terms of (his staff) realising that they
have to participate...

| also spoke to the retired AGOCORP Corporate employee who managed the
implementation of the original wide-ranging corporate SAP solution in 1999 also
and if you asked him what’s the biggest concern; he’d say Scope creep. You need
to box it off because people will grab what they can. So scope creep will be locked
around the end of May and Fergal Flynn can push on with the communication...

| know it’s difficult given the project nature of work done to communicate
effectively as you said earlier. How can those issues be resolved?

It’s not easy but Mitt Ryan has shown you can overcome that issue and he’s going
to talk to my team as to how he did it.

You’'re reasonably happy that you can come with absent staff?

All the managers are here though, it’s just their staff are absent! So if you cascade
down the communication, you’d get it across.

Chris Lloyd that all managers he has are in effect change managers, all 11 say of
them; do you think that they see that?

Well, that’s about differences in management talent and personality: some will get
it and be good at it, others less so...

What can you do in that situation?

Well, what | like to do and Christopher Lloyd agrees with me on this is to get some
manager who'’s doing a particular thing well, bring them in and get them to explain
and talk about what it is that they’re doing well. You tell me and try and pass on
best practice across the range of people in the teams you’re dealing with. It can be
anything, communication, involvement, strategy and performance say for

example...

We’re going to have issues with some people on the project, we know that and it
will be important to communicate at those difficult times. Yesterday at the brand
launch, | was talking to people, yesterday and today in the coffee dock we had
brand champions with the t-shirts on and asking people what the change means
for them, how to use the new logo etc. Now, | know regardless of all that, we’ll
have people who won’t use the font or the logo or write reports the way we’d
like...Now, reports go to the different managers before they come to me in a
collated form. So, all the managers have been briefed and if the reports submitted
to them don’t meet the criteria, and then they’re told to go back and do it again.
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So, the managers act as a gate for that for me. It's about consistency and
promising a certain service to the customers. We’re not stopping individual
creativity and there is a lot of scope for that...

Within a controlled way...

Yes, | mean some people might say | won’t to do it the old way but that’s just not
acceptable any more. Within the report is where you do your creative approach
and that’s how you express yourself.

So in your role as Senior User on the SAP implementation... Maybe you could
describe it. How do you feel things are going?

Well, | think it’s going quite well; on the project board, | contribute to many of the
issues we discuss like the project initiation document, the business case, the
decisions around some staff from corporate IT around the issues say last week of
someone leaving and | contributed to that. As senior representative of the users,
my role is to insure we (users) get what we can from the system....

Would you see yourself as an advocate fighting for the users, getting support from
the service side as well as getting the case across?

That’s a tricky question as some of the users will say we don’t want this system
and I’'m not going to go with that. As senior manager, | mean I’'m not going to say
“Hold on, this is crazy...” (LAUGHS); there are people here who're saying that,
(also) that it’s a waste of money, that it's madness...

In terms of your dealing with corporate ICT, | know there have been a few
problems in terms of the initial (SAP implementation) delay, the upgrade that’s

coming etc...

Yes...

How do you feel about the delay; did you feel there was damage?

Well, | rely on these guys a lot; they’ve been through this change quite a lot. |
mean I'm not going to second guess them; they’'ve just come through a tough
implementation (XYZ) and guys like Sean McMurry. They’re serious hitters and that
along with Thomas Mulcahy and Lorna (Doone); that gives me comfort. | mean, |
would consider it most important for me to contribute where | can be most useful.
When | see these guys, I’'m not going to question their technical capability but |
would question them if they’re moving into my space and coming into the users. |
say that look 12 months into the future and make sure we’re making the right
decision now that without which the project might fail. Taking the current issue
with the (Corporate) ICT employee who might be leaving, | made a point of
insisting that they stay on...
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And what’s the status on that?

Not sure at the moment, but we made our decision clear in the documented
minutes.

Talking to people, the project delay might have led to a loss of momentum. How
would you feel about that?

Now, that’s interesting actually as we were quite annoyed about that at the time.
We had everything lined up and ready to go and were briefing and we suddenly
got word back that it had been pulled. We made sure that we would get the green
light to go the next time.

What was the reaction on the ground when things were delayed?

Not really sure, my view was that people got on with it. It hasn’t really come up as
an issue. (We made it clear that the next time) we were going up the hill all the
way the next time...

In terms of the upgrade?
| won’t be well up on that to be honest; | rely more on the ICT people for that.

Are you happy then that the ICT function is being looked after and that you're
contributing what you can as a senior user?

Yes, | mean | can’t give this 100% of my time as | have other responsibilities and am
on other boards etc so what | do is look at the others’ track record of delivery.

In terms of the business case?

What | see in terms of my situation is that we’re putting the right plans in place to
make sure it’s delivered on time. | keep in touch with Christopher and the rest of
the team and we keep on top of what needs to be done.

| mean were already one quarter of the way into the game with three quarters left.
What | want is when we hit the scope freeze at the end of May, that the shutters
come down, then the upgrade and then the new Performance management and
HR functions are added and then you’re at the point where you have hopefully not
too many change or alteration requests and then Fergal Flynn can kick off with the
communication side of things.
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When you get past May and on into the summer months, then things go quickly
with holidays and then September. | had a long chat with Fergal Flynn about his
planning and to talk to people who’ve done it before and then go...

In terms of the business case being out there, if you ask the average engineer on
the ground about the SAP implementation, what do you think they’ll say in terms

of maybe it being imposed?

Well, we (SMT) signed off on the business case... They’ll say “don’t know about
g

There are benefits associated with the implementation in terms of say saving time
in filing expenses...

What you’ve got to remember is that you have engineers out there focused on
delivery; for them IT is an enabler and they just click on and expect the service on
or off site, remote access 24/7. Now, there was an issue last year with the remote
access and in fairness to Lorna (Doone), that was resolved and they’re good at
talking to the users but feedback can at least by the time it gets to my level, the
quantity of it can be enormous and it can be hard to identify the issue. Lorna can
identify the core issues and sort them out and they (the engineer users) like that.
Some of the engineers will get SAP and understand it and others may need to go to
Lorna and ask about their expenses and find out what they need to do. The
business has a much better view of IT then it used to...

In what sense?

Well, when | was first here, the (IT) service was terrible and Lorna and her team
have managed to go out, meet people and deliver. At my level, I'm not hearing
that (IT complaints) whereby before they be quite loud. | mean here (GESTURES TO
A LIST PRINTED OUT ON HIS DESK) | have thirty issues that I’'m dealing with
currently that I've prioritised and there’s no IT issue on it whereas before they
would have been. My managers would have been saying that the service was crap,
that there was no support and asking what to do. Our engineers are out there
giving out but Lorna in fairness has taken care of it.

Looking towards the SAP implementation in general, what would your views on it
looking into the future?

Well, my biggest fear is that we come to the end of the year and we’re not ready
for it. We don’t want a situation whereby there could be a risk that there is an
association of failure or non-delivery with this project.

Internally or externally (in terms of failure association)?

Well, both really. Internal view that it’s failed will lead to the same external view.
My biggest concern and it’s something that | emphasise constantly whether on
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project boards or here in the office is to look out there into the future. That’s the
way | look at things; | was head of corporate affairs at AGOCORP Group for three
years so | always look a year ahead at different scenarios; and why Mr. McHale did
you do that? Looking at the current resource issues on the project...You know the
issue..?

| have an idea yes...

I’'m adamant that he has to be here in December (2011). Acting as a user (on the
project board) and senior manager. (Imagining) the future, | always make decisions
on that basis... Now, they’d be stupid to let him go but we’ll see what happens at
the next board meeting...

So resource availability is a big issue?

When | listen to the debate on the issue (in the project board meeting), |
immediately recognised that the risk of this guy leaving was a negative, a big risk
on the project and in fairness to Thomas (Mulcahy), he had identified it as a big
project risk and Thomas had been right and true before. The selection of the
project manager and others around the table is critical in ensuring that | can
contribute something. | mean if they’re weak and are selling me dummies....

Missing important things?

Well exactly; so it’s really important that people like Fergal Flynn are mentored by
people who have done this before. | asked for and mentioned this the last time
and it came up again. People have done this before; let’s learn from what’s
happened before. Knowledge Management is s big issue for us; we still haven’t
cracked it. Looking at PDM now and how for big capital projects that’s helping us
crack things by allowing us to track and record things that happen. That’s where IT
can act as a big enabler for us.

Lessons learnt...

Yes, lessons learnt and they’re all been entered into files that can be accessed
down the line. That’s new and IT is a big help in that regard...

What about the person-to-person side of sharing knowledge experiences?

Let me give you an example [next three minutes involved the discussion of a highly
confidential incident that is not research relevant and is not reproduced here].
(From 52 mins, 12 secs)

Now, knowledge management has to be enormously enabled by IT and so what
PDM is to formalise it in a structured way; let’s recapture what you’ve done for say
(a Power Facility under construction currently) which thanks to PDM will be
available 25 years from now. | agree with you that ideally, you’d have the person
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here but that’s not always possible as people retire and they forget as well so... |
hope that’s given you a flavour.

Very interesting Liam thanks.

No problem
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Location: Project HQ / Date: 6™ May 2010/ Duration: 80 mins.

Interviewee: Fergal Flynn, Change Manager, NOVOCORP Financials and HR SAP
Implementation.

Colour Key: Interviewer / Interviewee.

So Fergal, you might just discuss how the design phase is going?

So in terms of the finance staff, before this we had a couple of people we’d meet
to try and get a feel for the processes (that we were trying to map as BPIDs) at
least at a high level. It’s quite different and complex in terms of processes across
the business. So for example, finance, dealing with AGOCORP Networks; you could
have 600 projects ongoing at a given time.

Taking say a division that could be dealing with GENCOM in AGOCORP and they
might have only 10 projects, which sounds small in number in comparison with 600
but actually could be more complicated technically or more financially valuable.

Trying to balance that and also (for different customers), different information is
on the invoices or they could be structured differently. Or finance could have
various external customers with other requirements. So different people want
different things; we’ve got an off-the-shelf SAP system and we’re trying to balance
that with people wanting different things from it so that’s difficuit...

Trying to avoid Scope creep also.

Well, yes, I've spent time managing the (SAP) contractor and the financial staff to
try and engage more with the users. But, at times, they (Finance) often give the
impression, unintentionally that they’re looking down on them (the engineer
users). They’re certain people who’d react negatively as a result of feeling like that
and say “Don’t like that project” and won’t engage.

Now, I've been spending a lot of time working on those people and going to the
design workshops when they’ve been there and seeing what’s happening. Lorna
Doone has been giving out to me for going to the workshops, telling me “You
shouldn’t be going to those workshops-if you’re going to those workshops, you’re
not doing your job; I’'m not happy that you’re going to the workshops and you
should be focusing on the communication side of your role”. So, | felt that | was
getting beaten up about this over the last few weeks by Lorna with Thomas caught
somewhat in the middle...
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So, a couple of weeks ago, | took a step back from what I'd been doing, thought
about things and then took out my job specification and arranged to meet Lorna.
She actually came to the meeting with my job description as well. We have
arranged to meet anyway every second week so last week, she came to the
meeting with a revised job description. Lorna had rewritten it and we both brought
it with us unknown to the other person; now, I’d been focused on the first point as
well as focusing on the other of the five points.

The first point was my role which is change management and engineering lead. |
suppose | had been focused on that, trying to manage people’s expectations and
try and leverage that for the business as much as | could. | was struggling because |
can’t do this and manage the other parts of the role. Sacrificing them, | know in my
heart and soul that with engineering and them being 800 of the 1200 user staff... If
| could get the engineering managers behind me, then with all their staff, I'd be
two-thirds of the way there. Now, Lorna agrees with that to a certain extent but
also pointed out that (managing) that wasn’t my role. My role is to make sure that
those people (the engineers) are engaged and stand back a bit. Now, when she
said it, it made sense and | agreed (with her) but that was not what my role said.

So Lorna explained that the role description | was given...She was keen to get a
business person, not necessarily a finance person involved on the project so she
had put together that job spec with a view towards bringing it to the project board
and looking to get a business resource along those lines and that such as spec
would make it easier. If | combine that with me pushing the way that | was pushing
things, to talk with people and to work on the communication...| came to the
conclusion after talking to a few change managers who had worked on different
projects that if we’re running the system for timesheets and expenses like they
have in AGOCORP and document it...What’s that going to mean next year? I've
been operating on the basis of doing the documentation for people by explaining
to them about the system as we didn’t have those documents available. | was
trying to do it for people and really as I’ve said to Lorna and taking on board the
change managers | talked to...Fundamentally, this is a Financials and HR project
that is being implemented and it’s going to affect people in those areas far more
than say the engineers.

| suppose it’s going to impact people and we can’t change that; we can’t have mass
consultations with everyone as we don’t have time, the energy to do it. So, really, |
changed tack in the last couple of weeks, focusing on communication post design,
briefing people as to this is what the system will look like, this is what’s going to be
and this is the training that will be (supporting it), this is what’s going to be given
back to you and the company and focus on the rollout of communication.

You don’t plan to look on the engineers as a distinct audience anymore?
Well, to take a slight tangent for a minute, I've also formed a steering group where

we have a couple of senior people and AGOCORP has a branch out in Santry and
the Financial controller there agreed to be part of this change management
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steering group that we’ve put together. He’s impacted massively because of the
financial changes. But, their financial interactions and so on are still connected to
NOVOCORP, so separate from AGOCORP; we have to embed NOVOCORP in this
SAP system. We’re responsible for SAP implementation there so throughout
NOVOCORP we have a lot of different financials and we’re trying to bring
NOVOCORP into a different part of AGOCORP as well as their finance, we also have
their HR function which we have to bring them onto SAP and bring them onto
another part of AGOCORP...

Has that complicated the project in terms of risks?

Well, to be honest it was always known that it (bringing NOVOCORP onto SAP)
would happen; | suppose we mightn’t have thought that it would jump up the way
it did. The steering group met in the last few weeks so | presented to them in order
that they were all aware as to what was happening...

Who's on the steering group?

Well, myself and six other people from the business... It looks at the changes in the
HR processes, you know expenses, timesheets, sick-leave etc (and finance

applications)...
And this is totally away from the project board?

There is a project board and a project team. Separate from that, for me to manage
the level of change in the business, to communicate and work with the (affected)
people, we have the change management steering group. So, because we have
people nominated from the business, we can bring proposals and look for approval
quickly to get agreement and decide a way forward. | have put together a terms of
reference for the group where | say that the agree the change approach, the
communication plan and approach and later the training plan, help to select the
“super-users” and get them to do a “Train the Trainer” approach.

| will use the steering group as my vehicle to get super-users nominated, as in we
take someone from the business, train them up in a (thorough) way that they can
then go back to the business to train others. So, when this is rolled out, they have
represented the needs of their area, not me or the project board or team. I'm
hopeful that this approach will work well. Now, I've put a lot of effort into putting
this together, not focusing on doing everything for them but trying to get them
understanding what | want or need them to do; that they’re responsible and | was
there to support them. That’s all | can do and it’s worked quite well so far. Just
yesterday, | meet a member of the steering group and we both agreed to go
together to his manager in the next week and get agreement on what is going to
happen and then he (the manager) will brief the rest of his line managers in that
area about the scope of the project and (emphasising) the change and not the
increase in responsibility that they will have for it. Pull all the 70 staff in that area
and brief them on the project with the manager there in the briefing. The head of
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the section will introduce it; | will then brief the group with the relevant member
of the steering group and she’ll finish it. We’ll communicate the benefits, the
project scope and the benefits of it which are often overlooked, the training
concepts, how it will look, this is the kind of training you’ll get, what it will look like
with Susan there supporting it along with the steering group and the project team.
The plan would be to do that across the business which will take time and a lot of
effort but by doing that before the end of June (as on holidays in July) so will plan
to have that done by the end of June. Everyone will know what’s coming and the
message will have been got across what’s involved and what’s been done. Direct
communication will eliminate the risk of message changing in cascading
communication.

Looking back over the performance management system which was introduced a
few years back, | think bringing in senior or responsible managers who were part of
the briefings and showed support, which was very important. Senior management
coming in also for the first and last few minutes with the project in the background
OK, but senior management there supporting in. If you get the right people
involved then people will be more likely to accept it.

So, you hope to use NOVOCORP approach as a template across the business?

Yes, there’s a different group also, they have 50-60 people and have an away day
next week. | and the steering group have a 30 minute slot there and Investments,
under “Don Caine”, they’re also doing something similar on the 21* May and we
have a slot there for 20 minutes. It's easier to communicate like that with small
groups but for the bigger engineering group, it may be more difficult and as such
will be harder to do.

Do you envisage breaking up the engineers into small groups or blocks?

Everyone (eventually) with all getting the same message which won’t change for
the rest of the year. They’ll all get an opportunity to have been given the
presentation and what | also want to do is brief the individual managers and team
leaders separately in each area first. Good to get feedback and will give them
(managers) a brief questionnaire as to how they feel the brief went, come back to
me or a steering group with some key questions, trying to get them engaging with
their team and bring their questions back to us.

| mean the key is to get across that doing expenses and timesheets will take you 10
minutes out of your week; if they come away with some message that it will take
an hour, then that’s not the message you want anybody getting. So, it’s important
to get that across even if it means losing a week, so I'd like to get that discussion

going.
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In terms of managing the steering group, is there much involvement from Thomas
(the implementation project manager)?

No, this would be separate to the role of the project manager; Thomas did come
along for the first steering group meeting and did try to get across the sharing of
the burden in terms of communications and presentations, jazz it up a little bit so
they’re not always listening to me, that they’re getting someone else with a
different perspective. So, he is outside it a little bit so | have to involve him as
much as possible but he has his own challenges...

Would you feel that you and his responsibilities are clearly delineated?

I’'m almost there. What I've left to do and I've gone through an iteration of plans
with Thomas and Lorna, and she wants to change this and that. A lot of the
documentation is going through me and so I've spent a lot of time working on that
trying to come up with a schedule in terms of communications. We’re planning one
big briefing and different sessions, looking at the different internal
communications and internal magazines which we can use to communicate, look
at the issue of training, planning around that and the sources of trainers etc.
There’s a huge work load there. Previous projects to this, say in AGOCORP, teams
would be a lot bigger. For steps like impact assessment and training evaluation,
you’d have internal contractors and support, a bigger team like say with Accenture
or another implementation partner to help. There would be a lot of additional
focus on training and there’d be three of four months where training is the focus
and they (the external people) focus on building up the training to a point where
most of the training is provided by business people, like the “Train the trainer”

approach.

Most of the finance and hr people on the project will be spending the summer (of
2010) months testing and testing so there will be a gap there in terms of people
committing in the business. Thomas is trying to address the fears around the level
of training and testing that people might have to do that they’ve said to me. He
might hear what I’m saying but he’s not taking on board. Lorna has an idea as well
but | don’t think she has a full realisation of the amount of effort involved in

training for people.

How do you see the training working out in practice in terms of selecting suitable
user representatives from the various user populations?

Well, let me break it up into three. | mean firstly, you have finance with 60/70
people who'll be using SAP a lot and so will be affected by the change pretty
deeply; we’ll need three of four people from that group alone for testing. Training
will turn these four people into experts who will go back to the rest or combine
that with external training or trainer. Now, we have an off-the-shelf system so
we’re focusing more on what’s specific to NOVOCORP not a general SAP training.
I’'m not saying we’re doing no development we are doing significant development
but you look at the project schedule you're talking about a month to train 60
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people just in finance given their budgeting/end-of-year commitments, that’s
going to be a lot of people. Then we have a thousand people in the company (the
engineers) who have will have to learn how to enter expenses and timesheets. My
approach to that would be to take 2 or 3 people from each part of that business
(engineering) and that’s about 60 people in total and get them to act as super-
users. If we have 250 line managers who approve expenses and timesheets they
might get half day training and particularly on the HR module side in terms of the
policies with regards to say sick leave. We need to be clear on that as you could
have a line manager who has never been sick or had people who’d been sick.
They’d never literally seen a sick cert. It would have gone through senior
management and HR would have looked after it. Now, that’s all changing and as an
issue this came up on the steering group and this worked out well as | got to think
about the impact.

| went through the HR BPIDs (to be) and | picked out one | didn’t like which was
about sick leave. | explained that (the “to-be” intended process in the new SAP
system) to the steering group and they went ballistic about it. They felt people
would be doing things that might not be appropriate and also that it placed an
extra burden on management. People were saying that they’d have to get legal
advice as to how to deal with sick leave issues and that happened before with HR
going the legal route for advice.

When it came to the (steering group) workshop, the HR issue generated a
discussion that went on for say ten minutes, that | didn’t participate in; | just
observed and one of the managers there, said to me “Have you anything to say on
this?” and | just said that I’'m not the best person to explain it, the HR people are.
They asked why the HR weren’t there to explain it. Well, | said the purpose of the
steering group is to raise and discuss issues and also to see what would arise if and
when these issues are out there amidst the users, how would we handle them? |
suppose they got that view, one person was a bit annoyed. They are going to have
to deal with these issues themselves as they arise in terms of people management
and cope with it.

| suppose they have to develop their own coping strategies to deal with these
situations as they arise?

Yes, hopefully. For me, it was a like, people come in with an idea and exposed to
something and have to take on board and deal with it in different ways. | know
from my own experience I’'m not going to energise or overly empower people; I'm
not the jazziest presenter but | feel what | can do is to get people to think about it.

When you branch out to AGOCORP say (in terms of managing change), will you
take a similar approach?

No, that was just say for people here who are more directly affected. How we’re

going to make it fit, provide leadership and the training. When | look at it in a
year’s time, it won’t just be me that led and steered everything. Those managers
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will have an input into what’s happening and shaped things according to their
area. | mean they know their area better than anybody so | feel that they should
manage it — it's not about job or responsibility sharing, but more about them
knowing best how to deal with their area. | know certain areas and certain people
that we have to target but they need also to manage some of that themselves. |
don’t know the issues in every area. Like the guy in NOVOCORP, as financial
controller, he would recognise certain issues that could arise and his staff asking
him could we do it this way. Now, | was thinking of my own home division; trying
to deal with people’s expectations more directly than myself.

How did the rest of the senior people like Lorna on the project react to the idea of
the steering group? Were they supportive?

Well, Yes; well, it was my idea first of all and | ran with it, but | suppose in my
previous job over the last four years (as plant construction project manager), | was
used to having more of a free rein and working on my own. Additionally, because
of the project board structure to this project, | was more held back. | could come
up with ideas say around a communication plan but everything had to be approved
(by the project board).

This PRINCE2 methodology...

Yes, | mean that’s been part of the discussions I've been having with Lorna and
Thomas and they have pulled me back in respect of that which is good and
understandable in terms of the message. It’s not what I've been used to; I've just
gone with things. So when | initially suggested the idea to Thomas (of the steering
group) that it would be fine, then it was bought (into) and out there in the business
and then Lorna heard about it.

But, what I've noticed over the last couple of weeks is that it’s being accepted,
almost embedded in the business with the result that in a few presentations
recently, it almost feels that the project board came up with the idea and not me,
but | don’t mind. For me though, it’s a great interface with the rest of the business,
| mean | can ignore finance and HR because people like FCs and HR managers seem
to be the mainstays always and I've focused on changing that a little with Lorna

and Thomas.

Tommy Walsh has also decided on the financial side to get more involved and to
bring in a transition group, looking at all the issues around the change in terms of
resources required and the training necessary. What’s going to be decided if we
centralise say for example purchasing which is going to be a big issue for us in the
business. You have at the moment within the business (NOVOCORP), 224 people
who can requisition a purchase order and there’s an automatic system; the PO is
routed on the basis of its job number to the appropriate approver.

Now, in AGOCORP there’s one bureau that deals with all purchasing orders
(through SAP) so if we're to replicate all that, it’s going to be problematic in terms
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of fitting all NOVOCORP needs or else we try and literally create 224 different
possible purchase order processes in the new system! Tommy wants to go with the
one system approach but that’s not something you can do overnight, it takes a
while to make a decision like that — so they’ve decided to appoint a transition
manager separate to my role from a finance background to look at and manage the
PO issue which would be one and then there would be looking at issues around the
assets bureau which would only affect a very small number of people but looking
at issues around assets in terms of managing their depreciation say for example. |
have been saying to Lorna and Thomas, which they accept that | can only deal with
so much and as such the transition manager appointment has led to my role being
if you like being split into two as such, even though | was never appointed to the
role of transition manager; that’s now someone else’s role.

Has the transition role been a feature of past projects in the organisation?
In other projects...?
Other SAP projects?

It’s been a combined role like in the P and HR project some years ago, it was one
role, and the change and transition manager had an IT background and he looked
after roles, security and administration etc. For me, getting involved in that initially
would not have been useful. So, in terms of this Financials and HR project, the
technical part, if you like will be looked after by the technical delivery person,
whereas the bits that effect HR and Finance will be more the responsibility of the
transition manager, whereas my role as described by Lorna will be more along the
lines of communication, “winning hearts and minds”, to communicate the impact
and the training, whereas the other person makes the transition happen, manage
all the planning and the implementation and the cutover and all that.

Are their responsibilities (transition manager’s) more focus then on the user needs
on the HR and Finance side?

They’re all going to look at everything, but the real transition is going to be on the
finance side as (the transition) for HR is more prepared...

So the transition manager will be emphasising finance a lot so a financial
background is important?

And only more so as time moves on in the project. Officially, the post has not been
filled and the engineers don’t know about it. Very often when the engineers attend
a (BPID) workshop, they would like to talk to me about it afterwards. Now, I've got
a few calls from them and | would say to Lorna, | wouldn’t have known those
workshops were on and they want to talk about it. They like to talk about it and
get the inside view in a way and I’'m trying to help them and prod them along a
specific way when they ask and say “Do we focus on this?” or “Should we go to
that?”. | have to be careful and | can see where they are and where they’re going
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but | have to be careful that | don’t get too caught up in it although having that
informal trust is critical.

Would Christopher Lloyd initiate any of that contact or does he canvass different
views from his staff and come to you? He has said that he feels that his 8 or 9
KAMs are themselves change managers and have to be buying into the change...

Yeah (SCEPTICAL TONE). Christopher is very good at saying things, | mean he’s
good at what he does but he doesn’t do a lot. He doesn’t get his hands dirty; |
mean he’ll turn up at the right meetings and say the right things and the guys
below him will get stuck in. He’ll appoint the right person and make the right
decisions...

There was an engineering team leader meeting last week and there was a slot
intended for me to make a presentation on the project. But our new managing
director wanted to make an introductory presentation as he’s new into the
company, so my slot was removed...

So, Christopher Lloyd (who also had a presentation slot) was going to incorporate
into his words, what | was going to say. A couple of the engineers said to me to
make sure that | was very clear with Christopher as regards what | wanted him to
say, because he has to be primed with the (right) message. So | rang him to go
through it with him and he said “There’s too much here”; there were five slides
and he was getting all caught up so | just focused on the key ideas. | mean the
engineering business is new to him and the guys below him understand what
works and doesn’t, what’s required to make this work... Now, he’s doing a good
job but he’s not going to be able to really drive this process. What he has done for
me is to appoint two people who are responsible.

He did that three months ago and now I’'d asked me previously with the view to
priming him towards picking certain people and he said to see come to an senior
engineering manager team meeting and see who might volunteer. | didn’t want to
leave it loose like that so before the meeting; | made a point of talking to particular
people and ask them would they volunteer. One guy agreed and the second said
he’d volunteer on the day if nobody else would. On the day, actually, someone else
volunteered instead of the second guy but | managed to steer it away from him.

It’s a political thing and I'm trying to keep a balance between different views and
the different social groups that exist and | managed to (manufacture) get that but |
don’t think Christopher was aware of that need. It could have been any two (as far
as he was concerned) but | had a certain spread or rationale in mind.

I know from interviewing other people that some of the KAMs had got their fingers
badly burned on a previous project...

Oh, you mean XYZ...

Research Audit File, Interview 12. Page 9 of 19

156



Was there any of the two people you picked particularly affected by XYZ?

Yes, one guy in particular was affected, the other less so. They’ve both experienced
other projects and been involved at different levels, sometimes as KAMs and in
other roles as they moved up the ranks.

Fairly battle-hardened?

Well, yes; they’'ve seen both sides at different stages; one of them is an
engineering manager with more than 250 out of the 1000 engineers reporting to
him, so he’s very experienced and he knows how networks operate. He does have
this issue with SAP and the ability (of the system) to do what they want it to do.
But, I’ve tried to stress to him when he’s reacted like that to think about how much
he was consulted on the previous project and he said “I wasn’t consulted at all”
and so when | said to him about the meetings and workshops and turning up for
them, he said he definitely would. So, that’s worked quite well. Emphasising that
we’re engaging with them and secondly that this project is trying to take
something that’s already in AGOCORP and being brought across to NOVOCORP
with one or two configurations and we need him to get involved with the system
development. We're trying to get away from system development and to try and
create a system that challenges the way things are done and not developed to just
reflect the current way of doing things. So, he needs to be engaged at all stages of
the development.

The previous project that he got burnt by had 95% development and 5%
configuration whereas this project has 5% development and 95% configuration.
He’s grasped that to a certain extent and I’'m trying to use that to my advantage...

With respect to previous history, is the view of the level of involvement in projects
as being low a universally held view (or experience) or is more dependant say on
your manager of part of the engineering business that you work for?

No, at senior management level that view is universally held and particularly at
that KAM level and more so for the section which is about a quarter of (the
engineering number in) the company.

Do you feel that the distinction between the level of development in this project
and previous projects is clear?

Only to the level of say of me saying that (to them) and which is trusted by them...
But it’s something I’'m very conscious of and that | push a lot particularly in the
terms of the project systems that I’ve pushed to get involved in because that’s the
bit they’re interested in and which could affect them and have a big impact on
therm. Because of my background in the business, they’ve come to me and said
“You know what | want”, the amount of times I've heard that. It’s like the 3 or 4
workshops | set up with finance and that some of these managers couldn’t get to.
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They’d e-mail me directly or cc me that they couldn’t make it. | men it’s great that
they keep me in the loop but it would be better if they contacted Leona Miles
directly. So I've tried to put a control on that...

In terms of putting another level or tier between you and the body politic?

Well, the way Lorna put it to me was once they’re engaged, that’s all you need to
do and to a degree | agree with that. But | went back to her afterwards and said
“OK, they’re engaged and | need to see what they’re thinking after (I engage them)
too”. Say for example, last week when we had a workshop last Thursday, | made a
point after on the Friday of sitting down with one individual and putting the arm
around him and having a chat...

Do you find attending the workshops useful?

| personally do but because | feel that the Finance people are too eager to talk on
board what’s said and too often the Finance people are picking it up at a particular
level and it’s not quite what he said or meant or know what he means. | use it to
challenge say maybe what people are saying on five occasions and maybe got them
to clarify and explain maybe 4 times out of 5. Some of the engineers coming over
here (Project hq) are saying things that maybe might not be (reflective) of the
system we want — we’re missing something. | being there doesn’t bridge that gap

but it helps...
Do you find you’re learning a lot by being there (at the workshops)?

Absolutely and | have a desire to be there as much as possible. Unlike, my prior
roles as project manager where I'd have to know everything that’s going on, like
the problem we had on Monday (i.e. Job Numbers), instead of reading three
reports, | got three people into a room and they went through it and explained it.
Took their different ideas and opinions and got the perspective of the contractor
and the provider and get that down on paper. What | have to do here is try and
manage finance, HR and the business and trying to keep the communication
challenges open and that the clear communication happens even though clear
communication isn’t always possible particularly over the next two months as the
design freezes and we manage the communication around that in terms of not all
the engineers getting everything that they wanted.

Are you happy in terms of the design seen so far of the level of engagement?

There wasn’t a huge amount of engagement up to the recent point when we got
the external resource (i.e. SAP Design expertise). Thomas was trying to source this
resource before Christmas and he didn’t get someone until the 6™ of April. The first
guy he got was supposed to start in February and on his start date, e-mailed to say
he wouldn’t be there until Wednesday and then on Wednesday, sent an e-mail to
say the following week and then another to say he wasn’t coming. | mean | think |
and we are all are beginning to see the impact that has had on the project.
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We've lost time in an area of the project that’s new, not off the shelf and another
guy we had for an initial period of five weeks who we wanted to extend until
October is finishing tomorrow.

What’s the reason for that?

He said that the contract was only for five weeks and he got another position in
the UK. So, a guy that’s engaged well with the business, that people were happy
with has left. | actually met an engineering manager in the car park this morning
and he said that he wanted another workshop. He felt that his needs might have
been missed due to these staff issues and he wanted to be sure that they were. So
there is uncertainty that arises.

In terms of the project business case, do you feel that has progressed since our last
discussion in terms of how it’s being made?

| think so, people are getting understanding of the integration with AGOCORP and
that’s naturally happening. A few slides were put together by Lorna and Thomas
and there’s one particular slide where the benefits of a single integrated unit for
both AGOCORP and NOVOCORP are stated. More modern systems, IT benefits and
system efficiencies. It does summarise | feel why the project is being done at a high
level and that’s important.

It’s difficult communicating and presenting on the project and then being asked
why the project is being done. Is it to save on resources? People are
understandably concerned with the economic situation at the moment. People are
wondering if they’re going to lose their job. A senior manager rang me last week
and said that he saw a report that’s being circulated at senior level. AGOCORP have
their own “Bord Snip Nua”’ project at the moment and they’re conscious of cutting
costs at all levels in the organisation but not necessarily cutting jobs but more
about finding efficiencies.

They’re being very careful about that at the moment due to political reasons as the
Government can’t take any more job losses. But AGOCORP are very concerned
with maximising the outputs from what they have. You talk to any senior manager
in terms of this project and they’ll ask you questions like “Will there be redrafting
of roles?” or “Will | have to handle staff changes or tell contractors they won’t
have a job because of what we’re doing (on the project)?”

' AGOCORP’s cost-cutting project: Bord Snip Nua (Eng: Board for new cuts) was the slang term
given to a governmental committee set up by the Irish Government (contemporaneous to this research)
to look for savings in the public sector.
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I’d say no, that’s nothing to do with it; | had a meeting with Tommy and talked this
through as | needed clarity as to what’s been happening; as in, is there a second
parallel project (as part of the AGOCORP plan to cut costs) and really since “James
Brown” did his first Quality assurance review of the project recently, there’s been a
realisation at project board level that there is a sufficient enough challenge in
terms of achieving the January next deadline for the SAP implementation. So,
there is a need to focus on achieving this first and not try and do two things at
once.

So there’s definitely more traction on the business case?

Yes.

In terms of getting input from other change managers, project managers who have
been through a similar (implementation) process before. | know you mentioned
that there were some inhibitions to this happening. Do you feel that this has
improved?

Well, two things have made a difference. One man who retired last week formerly
from ICT, as part of an early retirement package for those aged 53 and over, which
a lot of people took because of forthcoming pension changes. One, | think |
mentioned him before (which he did in the first interview) was one of those. He
was very useful in terms of focusing on my role and my differences with respect
with what | should be doing in contrast with others. Now, his roles were slightly
different in that he always had a team around him. Some people told me
afterwards that he needed a lot of people on his team as he didn’t do much
himself! The idea of a team sounds great but is not probably going to happen so
instead of looking at it from a role breakdown exercise, | used a work breakdown
schedule to breakdown what | should be doing, identifying where | might need
additional help or assistance and focusing on getting one or two people when and
where | might need them.

Another thing that | did was to re-engage with another guy from a different project
which didn’t go well and wasn’t that keen to talk about it. But now he’s moved
onto something different where he’s managing the behaviour change of several
hundred (AGOCORP) Network technicians who have to now plan and manage their
working work themselves (using remote handheld job organisers). So he has a
different challenge where he’s in more of a back-office role if you like, managing
the process. He’s preparing communication and providing it to other people who
are fronting all the presentations. He prepares all the communications, prepares
people for the presentations and directs them towards the appropriate senior
manager but he has more of a background role.

Now that seems to be the new approach in (AGOCORP) Networks and when we
looked at my role, I'm doing a lot of the fronting and communication whereas in
his role that tends to be more someone else and also he’s involved more in the
transition.
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Does he have a steering group as well?

He does yes; they call it a rotation group. He doesn’t chair it. He has a local
implementation staff member who usually does. (The fact that this is) a new
project for me means he’s happy enough to talk to me about it. He doesn’t
perceive me as a threat.

In a roundabout way, he’s trying to diminish the role | have in comparison to his.
That seems to please him but that doesn’t bother me as | just want to converse
with him. Others might be insulted but it doesn’t bother me...

Still a very informal process then...

Yes, | initiated the contact with him again; there was some suggestions from the
change board that | engage with a mentor but it didn’t materialise. Lorna has a
good background and good ideas and | meet her every week...

It’s a pity given the level of expertise of change management within the business,
that there’s not some formal roundtable discussion group?

Yes, | was surprised that he’s very focused on networks and they work away
themselves at an Ad-Hoc level without much connections...

Given the level and depth of SAP project implementation experience, | remember
asking Ronald (then AGOCORP CIO) a few weeks ago was any of the
implementations documented and he said they were and were all available...

Someone else mentioned that to me previously and | tried to get them and e-
mailed people about them but never got any response. There was very little there
structured; he and | went through some P and HR (prior AGOCORP SAP project)
change management documentation and there was little of value in it; | mean
things that | would have identified or already come up with...

So any networks or connections, you’ve created for yourself?

Yes and | wonder have | overly simplified it. | mean boiling the whole process down
to a few key things that I'll be re-iterating until next January (2011)...That’s all that

I've focused on.

So you’ve reached a place where you realise that you can’t or shouldn’t do
everything?

Yes, and even if | could do everything, I'd still argue that | would rationalise it
down to a few core concepts.
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What | want to do is to develop a plan for out communication, do some organising
and planning for the training and there’s a huge workload for training that will be
required, something we’ve only begun to realise recently and getting development
managers involved and supporting it (the system).

The final thing is to work with the development managers in the workshops and
insure that there’s engagement and that there’s a many mechanisms as possible to
embed the process. It’s a challenge anyway to get people to use timesheets in
those parts of the business where they’re used. | have a few ideas as to how we
might address that but it’s a combination of approaches really that | want to tease
out in the appropriate workshops. A carrot approach might work to some degree
but you will need a bit of a stick approach also. Using notice-boards and charts to
show (areas) where timesheets are being submitted; shaming process almost.

But looking towards the August timeframe, | would hope to workshop that a bit
more.

In terms of (system) testing, how would you envisage handling a critical problem;
would you see any row back buffer or feature at all?

| almost see testing at a separate role. Design will be done by the end of the month
and for me the testing is more to validate that it’s going to work as we go the
regression and user acceptance testing which we will validate it and it will go live.
It’s a financial system so it has to work.

| mean 90% of it is already in use in AGOCORP, so we’re not expecting any serious
problems.

And the upgrade that’s coming at the end of June, | presume that’s still going
ahead?

| think there may be some problems in terms of testing prior to upgrading the
system which was unexpected. Some unexpected issue in integration that we
heard about in the last week of March and there’s a potential slip (forward in
terms of time) and the next natural time for the upgrade would be the August bank
holiday weekend. Thomas had to assess the risk to the project as a result and the
conclusion was that there was no real way of knowing...

In terms of the upgrade testing (done by AGOCORP) will it directly affect the
changes to Finance and HR (in NOVOCORP) associated with this (SAP
implementation)?

Well, ’'m not the right person to ask but my understanding would be that we will
do some specific testing after the upgrade to determine any effects on those parts
of the system we have that are different to AGOCORP. I’'m hoping to take the
opportunity of the upgrade to learn a bit more about the effects.
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Will NOVOCORP have a strong involvement in the upgrade?

Not me directly now, there will be some people on the Financials and HR side who
will be involved; we’ll have a technical HR person from the project team inputting
from our side into the upgrade.

So there will be an opportunity to get a feel for the nature of the upgrade?
Yes.

In terms of the support from AGOCORP in general, | know that there was an issue
with a specific person who was due to retire (ref. Liam McHale Interview) and they
were hoping to keep on?

That financial technical person will be staying on until October so that particular
issue has been bridged. But in terms of support issues, no issues that | can see so
far

[Interruption from Chris who leaves immediately]

That’s Chris who’s working with us this week on getting the HR testing ready for
the upgrade, the preparation for which is going well.

One issue that does come to mind is around the issue of access to a Sandbox which
up to now had been used for testing by AGOCORP for upgrading. Now Lorna had
been pushing for us to be using that for demos and showing people what the
system might look like. | didn’t realise that we could not get access to it and
Thomas got it in the neck from Lorna for not doing it. There are things like that
which we could get more support from AGOCORP for and that’s possibly down to a
lack of project experience. | mean | realised for myself that | didn’t know that so...

Even if we had access to the Sandbox, | am unsure as to how | would use it or show
people how to use it or how to do a timesheet. That’s something that we saw say
in the workshops particularly because of the re-org where you had people coming
over to NOVOCORP who had used SAP before...

[Interruption and we had to vacate room due to a prior meeting having been
booked; moved to another quiet office down the corridor]

Research Audit File, Interview 12. Page 16 of 19

——

163



How did that reorganisation and staff transfer go?

Well, it happened on the first of April (2010) but it hasn’t been managed very well.
Wasn't just a case of flick a switch and there had to be training etc. Lorna pushed
for immediate training on the First of April and not just for her but for all her
senior management. Now, the girls doing it were very nice and it went down well
but it was a bit disorganised and haphazard. There were a number of issues leading
up to it- people didn’t have the right access to click on the (timesheet) icon on the
screen. Also, might be sending an e-mail and it should come or go directly from me
back into NOVOCORP. People got e-mails from me with GENCOM in the
parentheses. Now, the same thing happened to Lorna, who then got asked “Are
you part of GENCOM?” and she went ballistic and tore strips off people.

The whole thing (i.e. reorganisation) is actually a very political and sensitive
process and wasn’t managed (that well). | was giving out to Thomas and he was
giving out too. But he made a very good point (in terms of the training
responsibility). | went to the HR person about the training and she said that half of
it was done already and | was querying the communication on that and the
message about the fact that they were on this new improved system.

She said talk to Carol re. training and | did but she said training was starting last
week. So there were a lot of lies and untruths about the whole process...

For the 25 or so people moving as part of the reorganisation, would you feel that
the fact that the changeover was not ideally managed could have an impact on the
entire project itself?

Well, | felt it and Lorna did and the project did. HR (staff) didn’t and were very
lackadaisical about it and seemed to be not too bothered about that; we also
heard that after the next upgrade that the NOVOCORP HR team will be moving
across to the new system. They will be fully acknowledgeable about the system
and | can see the benefits of that if done correctly as they will be fielding questions
on the system so they have to be used to using it but what about (ensuring that
they get all the) appropriate training? If | was looking at that and seeing HR and
other senior managers and teams, I’d be wondering why | couldn’t do that now

myself?

Starting the ball rolling (can be problematic). HR people on the project are asking
“What’s the big deal?” I’d be jumping up and down saying it has to be managed.

Is the perception of the GENCOM staff that moved over also negative?
To be honest, | don’t know as | haven’t really talked to them but certainly on the

project team, the feedback was very negative. But in the context of the rest of the
organisation, there is a bit of that.
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Does it complicate things for you?

Only really with three people that | would like to have a proper chat with about it.
After it all happened, | realised that I'd better talk to these people before the
upgrade as they’ll be saying here’s another upgrade, more changes. The rest of the
business report into Lorna but there’s three people outside that who have an
opinion that I'd need to look at in terms of their views.

You mentioned discussing your communication strategy with the (corporate)
communications manager and looking at in-house publications and magazines?

Yes...

In terms of how you’re going to communicate and the need to get feedback, have
you a communications strategy in mind?

Well, trying to get a mechanism for feedback will be important. For the next month
will be a staff briefing, rather than Q and A just ask line managers to circulate a
feedback sheet and work on that. Other than that, after the first briefing, that | just
work on briefing managers who can then pass on briefings to their staff and then
ask for feedback. I’'m toying with the idea but more so on the time side (that’s
restricted me) to target 20 junior people, train them up and get them to brief their
colleagues. Give them an opportunity for personal development as in sending
them on a presentation delivery course; spend a bit of time with them. Something
like that can be effective just as bringing Liam and Tommy in an engineer’s
meeting. They’re getting visibility with Liam and Tommy as a result and will help
me in bringing back a positive message.

Other than that, just talking to managers, getting their feedback on what’s
happening or not happening because I’'m aware that in certain areas managers
who tell you they brief, don’t actually brief. There are certain managers like that
and that’s why | was so keen to avoid the cascade approach to briefing.

Things can get lost in translation too (in cascading)...

That too...

Certain things getting over or underemphasised...

Yes, I’'m looking at other ideas and put a few pages on the Intranet and I’'m hoping
that Lorna will OK this today.

Do people internally use the Intranet as sometimes it doesn’t get overly utilised?

In here, we do: have you seen it?
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No

(Fergal than proceeds to show me the Intranet). We've targeted our internal
publications and we have a monthly briefing we will send to 200 plus senior
people. Also we’ve set up a (global) project e-mail address which five people will
have access to and give people an opportunity to contact and I’'m the contact
phone number also!

Thanks Fergal, we can leave it there.

OK.
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Location: Corporate headquarters/ Date: 20" May 2010/ Duration: 27 mins.

Interviewee: Thomas Mulcahy, Project Manager (SAP HR and Financials),
NOVOCORP.

Colour Key: Interviewer / Interviewee.

OK, Thomas, there’s a week left to go in the blueprinting phase (finishing 28"
May). How do you feel it’s gone in your own words?

OK, good and bad but overall good. 90% of our new system is already in AGOCORP
and that part of the blueprinting phase in that space has gone well and is actually
ahead of schedule. Now, the part of the system where we had to configure new
system components, never before seen or utilised in AGOCORP to date. In order to
get the system to a level of quality of design in both these areas [(1) performance
management and HR and (2) project costing and billing], we needed to source
external expertise and we had delays in sourcing that external expertise. There’s
no recession when it comes to SAP consultants! So, instead of the 28" of May, I'm
going to the project board this afternoon for an extension on the performance
management and the HR (functionality) until the 11" of June, the project costing
and billing until the 18" of June...

Will that add a two week delay to realisation?

I'd hope to make that (time) up in realisation. | have to really. If you push out
realisation, then where do you get it back? Ordinarily, considering we have two
entirely new areas, we would have given these (areas) higher priority and
scheduled them earlier in the testing and building. So, we have to reschedule
testing and billing for these over both timelines so it will be a case of rescheduling
(to make up time) rather than adding time on at the end...

How do you envisage the delay requests being received?

Well, ’'m going to outline the causes, the impact and the actions we’ll take to
counteract the impact(s). We are where we are and we have to accept that and
decide what to do. Looking at two weeks for performance management which is a
stand-alone piece of functionality with no knock-on impact is more manageable
than say project costing and billing which has the potential to affect some of our
financial design and the HR design which starts with timesheet and expense
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submissions. I’'m hopeful and confident that the project board will accept the
(delay) proposals and that we’re on top of things and in control of the situations.

What would you feel has been the key negative project issue so far?

Funny enough, looking at the textbooks, one of the say 5 key “don’ts” for a project
manager is to say “OK, we don’t have a resource, let’s go source it externally”.
Sometimes you just have to do that as you lack a certain resource profile even in a
big resource rich company like AGOCORP. There’s no guarantee though that you’ll
be able to access that resource in a timely fashion and that has been a big issue for
us, in particular holding onto the resource (once acquired).

Did you ever consider making this resource a permanent position?

No, of course it would be ideal to have that in-house. But IT systems change and
we change and innovate too so of course there will at times functionality that we
don’t have in house and as such will not to acquire. It would be good to maybe
change how we acquire the resources though...

Would there be any management issues that you feel have arisen?
MMM (REFLECTING); you mean overall?

Yes, so far?

Well, we always knew at a higher level we were replacing AGRESSO with a
Financial system already (mostly in AGOCORP) and taking the opportunity while
doing so to also introduce some additional HR and Performance management
functionality. It’s not that complex or difficult (technically); the real difficulty
always with a project like this was the change management of the 1200 people.
Getting the user buy-in etc.

I’'m not sure if that’s going as well as we’d hoped, hearing what people are saying...

By people, do you mean (senior) management or end-users or both or a general
feeling?

End-users more so and | think senior management are fully bought-in; I've no
doubt about that...
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But, would it be coming from end-users themselves or senior managers talking
about how their end-users feel?

Across the board really.
Could you give an example?

Well, just this week, we’ve had a particular user community saying that they feel
they should have been more involved in the design stage. We can’t have
workshops say with 1200 people but we try and be representative in terms of the
users in the workshops. But that’s an example of a group that’s unsure or uneasy
as to how things are going.

In that case was it more that the users were invited to a workshop and didn’t come
or weren’t directly involved?

To be honest, | think it was more the latter. But you see we have reporting line in
his business like any other; ultimately in line (management) to Liam McHale, who’s
a senior user on the board. Now, he has a lot of (engineering) groups that report
into him and down the line they might not feel they’re being represented enough
but no project would have the resources to take every view on board. That needs
to be managed...

Some of the key stakeholders, particularly in HR would be ringing me looking for
communication asking me “Where are you?” or “Why are you not involving me in
what’s happening?”, but we addressed that and ramped up the communication.

With regards to the change management side of things, | believe you’re looking at
a new resource in terms of a transition manager coming from the Financials and HR
community?

The additional resource, which will not necessarily come from the Financials and
HR community will be a Business Implementation Manager (by title) and I've been
consulting with Lorna as to how this might work in terms of reporting structure for
the change manager who might report into this new role rather than into me.

That role will have a number of responsibilities, really to make sure that the
business is ready for the system, interacting with the business, getting us the data
we need, the activities we need and the people for training.

Will this person be somewhat independent of the project or...?

No, they will be a full member (of the project team) and | think that person will
have a reporting line into me as well...

Research Audit File, Interview 13. Page 3 of 8

169



Is this role a reaction to the problems you’ve had on the project or would it have
been created anyway?

Would be done (created) anyway.
Has this role been a feature of other projects in the past?

Yes, we normally have what we call BIGs (Business Implementation Groups), and |
mean we’re here over in project HQ and the business is back in the normal HQs, we
need that connection to that business. But we also need to at times to put on the
blinkers, get the head down and focus on a key task such as we’ll really be doing
now in realisation, which we all about build, test, fix etc.

Now the businesses have a lot of activities that they have to get ready for and even
in post Go-Live also. It’s always been a transition activity that would happen in the

projects.
So, this was always the plan to introduce a transition manager?

Yes, if anything we’re a little earlier than other projects would have been in the
past for introducing the role...Whether the change manager will report into this
role...’'m not sure if we’d been clear about that up to now but that’s happening.
And it’s a senior person that will be coming into that role now...

So, the person has been identified?
| don’t know who it was but there’s a good strong name being bandied about...

How would you feel about the recent GENCOM changeover which Fergal had
mentioned to me previously — how do you feel it went?

Seamlessly — we had identified it as a risk at the time, but funnily enough we have
most of the project team reporting into me on SAP now for HR functionality;
they’ve all been part of the changeover. The early adopters are on an older version
and this system is shortly being upgraded. | thought those changing over would
have some negative commentary on the system they’re (temporarily) moving to
prior to the update. The opposite has been the case.

No resistance to the fact that they’d soon be moving into a new system? People
didn’t want to wait?

No, no (SPEAKER’S OWN REPETITION).
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As you were documenting all the processes in Blueprinting, did you feel function
creep or any pushback on the business case?

Oh absolutely, yes we had. But we dealt with those issues as they arose and | have
to say I’m very happy now as to where the design is at the moment. Next week
actually will be a critical week for us as we will be making a couple of key strategic
decisions around the design. To some degree, we had loosened the reins a bit and
now, we’re pulling back on them, especially in the last few weeks. There’s been a
recognition | think that has happened and we have to pull it back to where it needs
to be...

Would you feel there’s been any compromise or dilution of the requirements and
initial plan along the way? The pushback has been handled well...

The business case stands up as much as ever. When you look at the involvement of
the business leaders reviewing the BPID process, we had thirty business people
over here yesterday and that’s a regular bi-weekly occurrence where they get a
chance formally to raise any issues around functionality or reporting and bring
them to the next workshop. That was getting a little loose and we had to pull back
on that a little bit back to where we always intended it to be.

What would you feel would be the big issues around the realisation phase?

Now, is the time for the NOVOCORP project team members to become SAP
proficient. When we look back at how well things have gone over the last few
months, OK we have (in realisation) a body of work to complete but its well within
our capabilities to do so considering our resources and the time available for
testing and managing any defects that arise, its manageable.

In terms of system roll-out, how do you see that operating in high-level terms?

There’s no piloting of this as it’s a fully integrated system; cut-over from old to new
comes online next year...

More in terms of testing?

Right, well the initial testing will be done within the project team then moving
more into business readiness testing which will incorporate user acceptance
testing later on in the year. We've really had user acceptance testing on this
project from day one by bringing the business onto the project. 70% of the project
team is business people; look at the textbook IT projects where you define a
requirement than send it off to India or somewhere else. In that case you’d need
(separate) defined user acceptance testing but business people are testing this
from the beginning.
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How is this testing recorded by the business people (on the project)?

OK, looking at the design documentation that we have; they’re developed by
business people and their reviews are formally recorded and reviewed and their
acceptance of them. That’s the detailed design so what we have to do in (project
team) testing is to prove that the (system) configuration that we have will achieve
what we have set out in the design.

How do you pick who does the testing? Does everyone get a chance to test or is it
more about a specific part of the system in Business Readiness Testing?

This has to be planned yet, but in June we’ll have training needs analyses for users,
say for example there’ll be 60 Finance users who'll need extensive training “under
the hood”, all day every day they’ll be in. After training, there will be business
readiness testing which almost if you like validates the training but also proves
that the end-to-end processes (in the designed system) works. For some of them,
it’s not just about the system working — it might be a manual off-line functions.

Where is that done?

Well, we have a formal testing environment here and that will be planned for and
it will be intended to have all testing here and we have plenty of facilities here to

do that.

What were your views on the QA process and did it have much effect on how you
were managing the project?

Well, | know the QA consultant for many years; he was my manager 20 years ago
when | first joined AGOCORP. Some QA reviews I've been experienced have ended
up along the lines of “Everything’s fine” and you know that’s a pile of rubbish. You
don’t get that with him; it’s a very thorough process so knowing him and how he
works, | wasn’t surprised by the outcomes...

It has really energised us...
Was there anything in specific that was really helpful?

He would always tend to...Well, the feeling would be that the projects he had been
involved in the past (now retired from AGOCORP) never had a shortage of
resources and that resources could be called upon (to manage issues). I’'m not sure
that’s always appropriate in every situation. The big thing for me from the QA was
that we needed more resources in certain parts of the project and from my point
of view, which was useful as it was correct in some cases. We needed to bolster
certain teams and we’ve done that so it was useful in that regard.
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Did the role of the (Business) Implementation manager arise in the QA?

Well, it was always the case that we intended to have one. | think though in terms
of how the reporting relationship structure would work, there definitely was an
input there. From my point of view, it’s very positive as being a project manager
and focusing on getting my tasks done as efficiently as possible, | already have 9 or
10 people reporting into me and now it's more like 6 or 7 which is much more
manageable and allows me to manage my time more effectively.

How does this project compare to previous SAP projects that you’ve worked on in
terms of the management, change management and communication aspects?

Well, here we are in May and very often they’d have waited till later to begin the
communication or focus early communication on positives. In terms of change
management, the change manager role might not arise until later on and we’ve
had a change manager here since day 1.

| suppose in terms of communication, we probably should have focused more on
the positives and getting back to what | said earlier, we can’t have (all) 1200
(engineers) involved in design.

In terms of previous projects and resources allocated, | can’t say that previous
projects (I've worked on) have had much more resources. When | think about
projects Market Opening, which was the biggest (SAP) project ever (in AGOCORP),
the transition and the communication and that was concentrated on much later (in
the implementation) which | feel is probably more appropriate.

(It was also more a case in terms of the design (in Market Opening) of) “Trust us,
give us the authority to put the design together and we’ll call on you for input as
the need arises and we’ll communicate with you then”. Now, obviously without
the earlier end-user input and buy-in, you’ll have other problems so...

In terms of the user profile on this project, would you perceive this body of users
as being more or less problematic than the user populations on previous SAP

projects?

Well, we’ve different groups here obviously...The finance community (I believe)
have been excellent, they’ve been very engaged and really participated in the
review process; HR community a mixture of good and bad but that’s more down to
personalities really. The engineering community in my interactions with them have
been very interested; they see that this is going to happen and they want to
influence it as much as they can for them as ultimately it’s for them.

There are a lot of them though (i.e. engineers) and it’s hard to get to them all...
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Also, some of them are working remotely also?
Well, that’s not (so important) as they’re used to that...
Great Thomas, Thanks again.

OK
(27, 00)
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Location: Corporate headquarters/ Date: 17" June 2010/ Duration: 73 mins.

Interviewee: Paul McGrath, Engineering Manager (Civil and Structural),
NOVOCORP.

Colour Key: Interviewer / Interviewee.

OK, Paul, you might give a little background on your own role, responsibilities and
career in AGOCORP?

Well, I've been with AGOCORP since 1979 and NOVOCORP was basically formed
around ZZZZ, | think. | was on secondment at the time but came here and have
been here since. I’'m a civil structural engineer and a lead a unit of about of about
70 people out of a total of YYY engineers here in NOVOCORP. Our main
responsibilities and areas of activity include Facilities construction, extension
construction, design and construction and the civil and structural aspects and
physical parts of the systems.

Our work is divided largely between supporting AGOCORP’s capital development
programmes in terms of networks and Facilities, either here or in UK. One of the
main ones would be renewable, as in wind farm construction — we supply a lot of
the construction, management and project management expertise for those
undertakings until and after they’re delivered to the (parent) company.

Who do you report to directly?

Christopher Lloyd, who then reports to Liam McHale. Engineering was re-divided
up recently into operations and head of concepts (Christy Ryan). Christy looks after
the strategic long-tem stuff. We have some input into that, we’re mainly project

driven.

Since you’ve been to NOVOCORP, what’s your feeling around technology, what’s
your view on it?

| certainly wouldn’t describe it as positive, that’s for sure. There’s been a lot of
frustration with IT here over the years. We more stumbled into it rather than
anything. Any benefits we’ve got have been more user-driven, not choreographed

as such...
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When you say user-driven, do you mean that users have taken their own initiative,
gone out there and created systems?

Yes, exactly. People have found ways and means of utilising IT to enhance how
things work and somehow implement it. One of the biggest issues for us has been
around the issue of remote access. | worked on a project where colleagues from
different companies wanted a common website where we could share documents
but that was not allowed (here) due to security concerns. A lot of the IT decisions
here are driven by security reasons decided and set by head office (AGOCORP

Corporate).

It probably doesn’t reflect what an engineering company like us needs or wants.
We're building a wind-farm on a mountain top in a remote part of the country; it’s
a huge issue to get remote access/broadband etc and then the encrypted issues
around servers. Some of the issues have been resolved in the last few years but it’s
been a mixed bag more on the hardware than the software side.

On the document control side, there’s been a lot of difficulty with different parts
using FALCON or maybe MERIDIAN. The latter is not used all that much. Engineers
are a victim of their own culture — we’re used to having come from a more manual
card-driven process to getting the software and adapting it to our own needs. As a
result that’s the way we’ve approached all the software like FALCON, AGRESSO or
SHAREPOINT. We kind of used to making it work to what we need it for.

Would you feel that there is a perception (here) that there needs to be a change to
move to a situation where IT is shaped by rules and routines?

| wouldn’t think there is.... Like with the AGRESSO to SAP changeover, this is a new
experience for me as we’re actually being consulted and there is a change
management aspect to it.

So that would be unusual?

Absolutely. Like when AGRESSO was brought in, it was like it just appeared and
that was that. Gradually over time you got used to it. It was brought in as an
accounting tool. There was an understanding at the time and | suppose this is
belied by the SAP implementation, in that these systems were management
systems. (In the case of the SAP implementation) you have a slight bewilderment
on the Finance side of the house here in them wondering: ‘this is a system for us, a
financial tool, why are these people (i.e. engineers) getting so excited about it”?

If you learn how to use AGRESSO, it’s quite useful. One of the hopes | had is that |

have a budget of Z Euros to spend on training, meetings etc that | get measured on.
There seems to be a mystery as to why | don’t get updated weekly reports on that.
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Now, | have to actively get that information out of AGRESSO. The reality is that

you’re busy and you don’t get a chance to get out the data.
So, ideally you’d want a system that would push data onto you rather than you

having to pull it out?

Yes, now my understanding would be that SAP won’t be much better. | could be
wrong on that but the impression would be that the appreciation for really co-
ordinating the system isn’t there.

So, you might feel that SAP may follow AGRESSO in being a reactive rather than a
proactive system?

Well, from what I’ve seen so far...No, | wouldn’t be convinced.

Has that been communicated to the people managing the change - do you know
the proactive attribute is required?

Well, the message | get from SAP is that it’s systematic (and it’s the message | get
from many people). More rules driven and inflexible.

So SAP may be less flexible than AGRESSO?

Yes.

Would that be a commonly-held perception (as in SAP being less flexible and less
user-friendly than AGRESSO)?

Well, Yes, | suppose that would be the case. Now | put the question to the project
group- why are we doing this (implementation)? Why are we converting over?

When did you start asking that question?

When | was asked to go on that (steering) committee — | was asking questions like
this — the general view was that we want our systems to have a unified approach
around our finances in the company which is sensible enough and SAP is also in the

parent.

There’s a big cultural difference between us and AGOCORP that’s quickly becoming
apparent. We’re very project driven and at the end of each week, you have a
situation whereby each employee submits timesheets which are compared against
an account or job number. When this was explained to the parent, it became clear
(to the SAP team) that was alien to them. Parts of NOVOCORP and Networks had
multiple numbers for holidays, sick leave, job numbers etc.
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So, there is a significant difference as to how we could use the system? | mean how
we create job numbers, there is logic to it, but it’s a logic that could be unique to
each part of the business. When this became clear (in the project), somebody
mentioned the creation of a job number that would “speak” to the observer, as in |
see that number means Facilities, the job is in Ireland, that’s the civil part etc. From
project to project, you’d have similar codes — there’d be intelligence in the
numbers. It would be much easier to pull out reports around information on
projects etc.

Now, we specialise in certain skills and there’s a collegiality in working together
and sharing expertise and experiences. So, if we’re called on in terms of a project,
then you might have people working full or part-time on projects or working on
three or four projects at a time in different parts of the business. A person could
be filling in a timesheet for four of five projects. Other parts of the business have
project managers etc but moving people around like that emerged organically. We
have a project management methodology across the business that everyone now
follows so that makes it easier to track across different projects. So, it’s much
better now as projects were run very differently so that uniformity has helped.

But coming back to the question | asked about why are we doing this? | mean the
clear answer | got back was we’re doing this to line-up our systems with those of
head office which seems to make sense with having a strategy of having an
integrated company. Are you familiar with the GTS model?

Yes...

GENCOM and NOVOCORP investments coming together makes sense, in that it
brings two strong separate parts of the business together, so integration on that
levels and in systems makes sense (Note: GENCOM already on SAP). At the
moment, the wind-farms and renewable are separate but will probably change
with time even though building wind-farms and Facilities are very different. Now,
I’'ve never worked in head office so have no understanding of their culture but how
they work is very different — they use this Work Breakdown Structures as they call
them; WBS 1,2, 3 etc to describe projects. We break it down into much greater
detail and give job numbers for projects and go down even further. At the
moment, I’ve been asked to bid for a project in Belgium. Ideally, | should be easily
able to look at a similar project in Romania and work from that.

It should be easy to look at a project and price it accordingly and break it down in
bidding and also use it as a tool for evaluation as in why did a job take longer or

maybe what were the factors that delayed it etc...

Useful way of getting into the data...
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Hopefully that can be elicited out of SAP...Now; | had a problem with the SAP
meetings in that we were not really given a picture of how SAP would work.

Maybe, it’s my engineering brain but | felt SAP should have been explained in
terms of functionality to us and then maybe let us work with the SAP system over
in head office for a few days to see what it’s like. When you go into these meetings
and they talk concepts, you'd have something to hang onto rather than...

So generally you would have felt that the system was being somewhat enforced (in
terms of use)?

Well, yes and | mean | also asked the question what were the benefits including
the costs associated. Because we’re measured so closely on our job numbers, let’s
say you’re building a new power-Facilities. So, you might have Investments getting
involved initially and then it comes down to us and you have different projects and
different project managers are looking at the job numbers and their staff are in this
job number but may be unaware of what their true cost is — the project might
actually be costing three or four times what they think due to the way in which
people are attached to job numbers but they just don’t see it. There’s a strong
culture here in terms of that here (in that lack of visibility). Now it’s not across the
board in all of NOVOCORP and in some parts of NOVOCORP they would work
differently and reflect more how head office operates which also explains some of
the cultural stuff that goes on here as well.

Now, when we work for head office but you’ve get this situations where head
office keep telling us that we’re very expensive but they’re costing us a lot of
money too - they just don’t realise (LAUGHS)...

It came into focus fairly clearly when we had to start (in BLUEPRINTING) fighting
hard for the job numbers and they’re important to us in operations and client
charging and how we access data that we need...

So, when Thomas (Mulcahy), when the project team presented the “to be” (BPIDs)
documents to yourselves, they would have reflected more the “pot” approach in
AGOCORP rather than NOVOCORP’s approach re. Job numbers?

Absolutely. They were written for head office in my view anyway.

How amenable were they in terms of them being open to changes?

Pretty good — the proof in the pudding will be in the eating though! (LAUGHS)

Did the difference in working re.job numbers take Head office by surprise?

Well, Thomas might have thought about it but not the project team generally...
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Well, 'm only giving you my impression but | did feel that there was puzzlement
on the head office side as to why we were so fixated on the (job number) issue -
they didn’t quite get our level of concern on it - it was more of a case that this
(SAP) is the system we use and you will have to shoehorn yourselves into it to be
honest was my impression. That has never been seen explicitly but that’s the
feeling | get — we’re not going to have two systems — we’ll have to trick the system
somehow...

How did the blueprinting phase finish?

Well, we’re not there yet (LAUGHS). Well we’re due to meet them again but if all
the communications we made are taken on board then we hopefully will get
something (that works).

When are due to sign-off (on the agreed design)?
| haven’t signed off on anything yet anyway (LAUGHS)!

But if you’re unhappy with how the Job Number issue is resolved, do you feel that
you have some comeback on the issue?

Not really, no...
Would you have liked more time?

Yes, | would. | realise that they have to move on. In my view, we were presented
with a “Here’s the deadline, here’s the system...” | would have preferred more
hands-on system exposure.

Were there other (engineering) managers in the (blueprinting) sessions?

Yes, there were...
Would they felt the same as you?

Yeah, | think generally they would. They would have liked more time. That said,
the approach has been better than in previous projects. A lot of the (success)
outcome depends on how closely the project team have listened to us (and our
issues/concerns). Even when we had a chance to get a look at the (mock-up) of the
timesheets on SAP, it was obvious that they’ll be a few issues that will come up
and will cause difficulties. The system is for head office and we operate differently
here.

One issue that came up and | wouldn’t have had much awareness of this up to
now. SAP is systematic and say when we’re invoicing you should ideally be able to
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click a button and off comes the invoice. Now the Key Account Managers who you
may be aware of (Yes, | am), they have a lot more to do and need to know more
about the invoices then | (or other managers do). They were also at the
(blueprinting) sessions and one thing that became quite obvious is that in
NOVOCORP we have all these idiosyncratic ways of billing for worked time.

A lot of that is client-driven. You might have Networks or Power-Facilities or a
fiefdom and you have a manager who wants (billed-for) work presented in a
certain way and with a particular level of detail. This nearly drove the poor Indian
man (Sanjay, SAP consultant on the project) mental! He left the project shortly
afterwards. You could see all the different KAMs who had built up relationships
with their managers in head office and they all had different needs - is it time and
materials, is it hourly billing or is it some regular milestone payment. | remember
working on a civil project with Facilities some time back and there were very
specific level of detail that their project manager required in terms of junior and
senior engineer time hours, dam surveys etc. Managing expenses, then was very
painful and that had to be brought out of AGRESSO describing the travel say, the
purpose of the visit and saw the outcomes and etc.

That’s the level of detail he wanted. Now, on a different project you may have an
issue where you’d have a project manager who might say — I’'m allowing 5000
Euros a month for expenses. Send all your expenses into me at the end of the
month and if they’re less than 5000, I'll sign them off, otherwise (not)

These things were coming up and on a higher strategic and holistic level, | realised
that we were employing a lot of people on both sides to keep things going...

You mean in making these things intelligible?

Sure, there’s a lot of extra people — but when you introduce any system it throws
up a lot of things like this (extra people) but you’re focused on getting things done.
But | suppose from a systems analyst point of view, there is kind-of our financial
director Tommy Walsh, he has his people on it and at the end of the day there’s an
understandable agenda for getting itin...

Now, five years ago you’d be told SAP is turned on and AGRESSO is gone and that’s
that (LAUGHS). Now, there’s a project for cutting costs in Head Office and in terms
of what we’re talking about, | mean you could have 18-20 people here (I don’t
know the numbers) in NOVOCORP looking after that (job numbers) and then you
could the same if not more in Networks. All that does is take money from the
bottom line of the company as this people have to be paid - they don’t create any
money for the company. Now if you were to do a big project like that properly, you
could find that out and maybe do (something about it). But the impression | get
from SAP is that one the system is in and once the Blueprint is signed off, then
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that’s it. | felt that | was being put in the position of the implementation failing,
then it’s my ass! (LAUGHS).

Did you feel that there was a bit of window dressing around the whole
Blueprinting?

No, | think it was worthwhile and necessary but there was a feeling that the big
decisions had been made and that me and Leo Moriarty are on this committee and
that if anything is found to be wrong afterwards, we’ll want to know why...

Would you feel in terms of the strategic issues discussed, that the blueprinting was
a bit of a missed opportunity?

Well, it’s not as simple as that to be honest — as far as | can see; it goes back a lot
further that just this (implementation). It should be more about let’s look at how
we do business. For example look at Networks who project manage and say
they’re building a facility in PPPP. You give us x engineers and we’ll project manage
and in a unified system like SAP, it should be straight forward. But think of all the
complexity we have now about service agreements and all the variations and
people refusing to pay or querying x and y...Am | making sense?

No, | get the complexity issue completely — can you see SAP managing that?

Well, the optimistic side of me says to have SAP in place; we may know have a tool
that can help. There’s a big concern on this side of the house that we mightn’t
want full information and that’s on both sides. | mean if we manage to get the
work done with 70% Junior and 30% Senior, we might get more of that and might
not want to reveal too much of that.

Would you think that SAP might lead to over-integration in that sense?

| don’t think so in that there is recognition that some information has to be kept
separate and such so...

But you have different business models and customer bases, so that information
will be separate naturally anyway...

Yes, but whether we should have different business models is another question —
but the regulator would insist on it. Now that might not always be the case and
I’'ve been thinking, well ’'m not the only one now along these lines. | mean we have
a resource here that needs to be feed and we have a body of work that comes
through and as long as the work is done and the money is paid, that should be the
core issue...No matter whether Joe spent two days going to Ardnacrusha or
whatever...
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As long as the job is done?

Yes, too much time is wasted arguing about stuff like that...
Do you see more and more reorganisation and integration coming?

Yeah sure, and | mean the regulator has to be satisfied as well. Our overall plan is
that well that there are six big suppliers in the UK which affect us due to the All-
Ireland Market — are you aware of that? (Yes) — So the worst place in the world is
to be 7" in a six horse race. Hence, all our UK investments like our big power
Facilities that we’re finishing.

Look at our closest competitors in terms of scale, ACME, when you look at their
business model, | mean they’re a mean lean organisation...

Would they outsource a lot?

| believe so yes, but more | suppose that their business model is different in that
they don’t have a big engineering function. When we met our new director (of the
NOVOCORP), | asked him had he looked at our business model in terms of the
players on the All-Ireland pitch if you like us as no.7. When you take E-On which is
so big in comparison to us, it would to compete there

Well, he gave a good answer in that they had looked at the competitors but |
would suspect in comparison to ACME, we (AGOCORP) are quite fat, | would think
and plus we have this consultancy NOVOCORP stuck on to the side of us. So, |
mean for us (NOVOCORP) to be viable...

OK, we make money overseas and we have this knowledge and experience and
that’s the value we bring. | mean if we spend a billion Euros, then we manage it
well and give a return and feed it through. What we have really is AGOCORP; we
have NOVOCORP (DRAWING DIAGRAM) internal and NOVOCORP external and
there’s overlapping there. In this space (VENN DIAGRAM SHOWING AGOCORP,
NOVOCORP INTERNAL AND EXTERNAL OVERLAPPING AND POINTING AT THE
PLACE OF INTERSECTION), there’s a lot of potential for synergies if you like...

Do you think systems that can integrate like the current SAP implementation will
help with that?

Well. I’d like to think so...
Is the system being sold like that — | mean talking to other people as well, there’s a

very strong business case for it (the SAP implementation)? Is there that
understanding of the business case?
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The general feeling would be that it’s (SAP) in head office and therefore it must
also be here as well. And that’s how it’s been sold in so far as | can see...

That business case has not been made that strongly?
No, | wouldn’t think so...

Why is that would you think?

The emphasis | think is trying to extract from us sufficient understanding of how
we operate first and foremost which is a good thing?

More about functional understanding...

Yes, and there’s also the case of feck it, it's coming anyway! The question | put
forward (why are we doing this?) and the answer is that well, this is the deadline

and this is what’s happening...

People are used to using AGRESSO and have put an additional effort into it with
the EXCEL add-ons and used to using it? Is it too strong maybe to say that people
have an emotional attachment to it?

Well, they would | suppose in terms of what they’ve added onto it down through
the years.

Is there an awareness of that (on the project team side)?

Well, | think so, there is yes. But this (system) is all so dead-line driven. | mean it
has to be in place by 1* of January (2011) anyway. Nothing gets done if you have a
deadline so the people involved are under significant pressure to meet that
deadline. Their emphasis in meeting me is to get those functional requirements

out of me...
Is it reciprocated?

A bit yeah, but not as much as I'd have liked but that could have been more a
reflection of the stage that we were all at..Their view | suppose is to get
something that people in the Sandpit (MEANT SANDBOX) can play around with...

| know as well there’s a whole communication/change approach underway and
planned so...

Would you feel that the initial SAP project delay impacted on the selling of the
system or did it make any difference?
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Well, | wasn’t even aware of that to be honest — but | suppose more the way we
were informed (about the system) — there was no discussion, it was just the
decision has been made and the system was coming..There was certain
bewilderment around the question | asked around Cost-Benefit analyses....

| never got an answer to that question. | mean we’re spending X million bringing in
this system — what will be benefit of it?

The tangible benefits...

Yeah, like the payback period over the first 2-3 years — we will have saved say 10
man years and the system will be paid back say over a certain known period of
time. | got the standard (message) about the advantages of integration and all that

but in terms of selling it to my own people, that’s the kind of information | would
expect to be able to find out or get. I'd still be after it to be honest...

How do your own people feel about it?

The level of awareness would be low enough to be honest. There are a few
briefings coming... | mean I've said to people (on the project) that these are people
(his employees) are in a very tight working environment in meeting deadlines that
are very important day to day. It’s hard to get them thinking about a system which
is not coming on line till next January (LAUGHS)...'m not making excuses - we
have to be focused on the more immediate stuff.

Even though they will all have to use it?

Sure...

In terms of the users, you have a few employees who could be abroad at any time,
is that correct?

Yes, out of 70 (employees) we could up to 40 abroad at a given time...

Is there an awareness of that special circumstance in terms of the project team?
No, there is an awareness of that now...

Is there a communication strategy to take account of that on the ground?

Yes, there would be on Christopher’s side: he would try to feed it into the existing
communication systems we have and feed it through the team leaders and
managers like myself.

Have you had any formal project communication yet?
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Well, we did have a senior management briefing with Fergal and | suppose
Christopher would feel that we as managers feed it down into our staff in the
different departments...

Do you feel that’s appropriate?

| would feel so yes, in so far as the information about the system is better coming
from us in terms of feeding back to the employees in order to make it more like it’s
coming from inside rather than outside through say a big briefing with Fergal
Flynn.

Do you think the fact that Fergal, Thomas and the team are over in project HQ
makes a difference? Would it be better if they were more visible?

Probably help alright - the fact that they’re there probably makes it seem more
like it’s a head office project. It depends on the generation — if you’ve come here in
the last five-ten years you’d feel different than people like me who’ve been here
longer and are aware of the politics within AGOCORP. | don’t think it’s a major

(issue) part of it...

It’s more that we can’t see the wood from the trees. The project is on the dance
floor and next December (2010) is looming — there’s no chance to sit down and ask
what else could we do (strategically) as a result of this system. The way we will use
SAP here will be very different to how AGOCORP use it.

In fairness to the project team they are focusing on getting it done. | mean the
focus is them asking us questions — they don’t want us asking questions — their
view is that they want to ask us questions and get the answers they need for
functionality etc from us. They’re saying “Why are us asking us all these questions:
You tell us the answers and then we’ll give you the system you’ll use!” (LAUGHS)

So in terms of the business case, is there a presumption of understanding?

No, | think the presumption would be that it’s not necessary for us to understand it
if that’s not too cynical (LAUGHS) — the work is more dead-line driven and the
system is going to happen anyway...| don’t think that’s a deliberate thing, it’s just
people are under pressure...

OK, just one final question — in terms of the project board, would you hear much
about it or engage much with the Senior User Liam McHale who’s representing the
diverse views of the engineers?

No, no, not really. That’s probably a loop that’s missing there.
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So, you’d like more input?

| probably would yes. But, | suppose the message, not explicitly said now, is that
the system is coming and your job is to input your requirements into the system
and if there’s anything missing from the system, well then it’ll be your fault...That’s

the perception. Discussion on the philosophy of it, well there’s not much time for
it~

Would you feel it’s more functional rather than reflective at the moment?
Yes, | would...

Does that make your life harder in terms of selling the system to your users?
Well, if what we say isn’t taken on board, then it will make it harder yes.

Have you been told anything about the rest of the Blueprinting phase — is that
stage over or will you get more opportunities?

The message we got is that this (process) is systematic and if you don’t get your
“spake” (i.e. Input) in at the Blueprinting phase, well things will move on and that’s

the message anyway...

Thanks a lot Paul.

No problem.

(73, 00)
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Location: Corporate headquarters/ Date: 5 July 2010/ Duration: 43 mins.

Interviewee: Simon Lyons, Manager, NOVOCORP.

Colour Key: Interviewer / Interviewee.

OK, Simon, you might give me a little background on your own role, responsibilities
and career in NOVOCORP?

Well, I’'m a chartered Quantity surveyor and manager of 30 staff here in the Group
who are mostly architects, QS’s (quantity surveyors) and architectural technicians.
We’re part of NOVOCORP which is fully owned by AGOCORP formally speaking. We
have a lot of internal and external clients, mostly internal in AGOCORP in the
current economic climate. If they’re building new buildings or depots, we typically
quantity survey for them.

So, AGOCORP is really your main customer?

Yes, previously it might have been 50-50 but now it’s more 80/90% AGOCORP. We
still do a bit of word externally but not as much, mostly for local authorities in
terms of social housing etc.

How long have you worked for NOVOCORP?
Always worked for NOVOCORP for the last 17 years....
In terms of IT, what has the story of IT or your experiences been of IT?

Generally positive — | moved from a point where we shared computers, where
things were done manually to everything is computerised. We had a loss of service
recently where a cable was cut outside and it was like our arms had been cut off.
The QSs could work off-line but the internet was gone and the architectural
technicians who use AUTOCAD (Computer Aided Design) packages — they were
unable to work really.

In terms of the many specific systems done through the years, say like AGRESSO or
other systems, how well have they been implemented do you feel?

MMMM (THINKING). Certainly in NOVOCORP, to be honest, there have been a few
gripes with the IT systems here, particularly here where people have to work on
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different systems say AUTOCAD or MICROSTATION due to licensing issues which
makes work difficult sometimes. Now, the licenses are expensive and people are
often asked to close an open AUTOCAD system so it can be used by another user...

Probably would not be feasible though for every employee to have an individual
license?

No, not really. In terms of AGRESSO, most people here would use it for timesheets
or expenses; | wouldn’t find it very useful...

Do you think the former IT independence of NOVOCORP could be problematic and
the involvement in systems could be difficult?

Well, we’ve often had experiences here where you’d have a system that would
promise a lot. We were on FALCON, then we were promised MERIDIAN which
would be the absolute end-all of systems which didn’t really materialise and now
we're likely to be all using SHAREPOINT. MERIDIAN was intended to be a
repository for all documents like a document management system. We have our
own spot on the Internet, which only we have access to. It’s not great either but
sharing information is difficult. Some of the engineers would use MERIDIAN, some
wouldn’t and formats are different. SHAREPOINT is planned to come on line in this
year (2010). At a high level, the IS planning seems fine, but the implementation
does not reflect that.

But SHAREPOINT should offer something?

Yes — | suppose we’d all got trained up the first time round for MERIDIAN and that
didn’t happen and then we were supposed to have training again but we held off
so we were relieved about that with SHAREPOINT coming on stream.

Was there a feeling of futility about that?

Yes, there was. | mean the systems we have are excellent in terms of the head
office support and generally they’re fine. The biggest gripe would be the lack of up-
to-date desktop software due to security concerns and all the PCs are managed so
you can’t add your own software. All laptops are encrypted — some people had
their hard drives wiped so that was a bit of an issue. The lack of software updates
can be frustrating if you say get a new WORD version document and you can’t
open it, that kind of thing people will complain about all-right. But generally the
systems are good and well-supported more so than most places, | would feel. It’s a
large organisation so there has to be checks and balances so...

So, what do you think about the AGRESSO to SAP conversion?
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(LAUGHS AND SMILES). Well, I've been three years in the job (Head of BCS) and |
had a manager who kept a lot of things to himself and when | took over, | had to
very much learn on the job in terms of understanding how the accounts worked
and such. Now, | can use AGRESSO for what | need it for in terms of interrogating it
for account information. There’s probably a lot more | can use it for but | don’t. |
have only got used to it and now they’re taking it away!

Is it unwieldy to use?

Takes a while to run - it could be 3-4 minutes before you get the information back
on say on a specific job number. The information might not be complete or the
system might need to be tweaked....

Would you ever try and clean or complete the data?

Well, the accountancy side here (within GROUP), we have our own accountant
allocated to us, would do that for us in terms of giving us a spreadsheet with
information that is more collated and all together. The summary reports we get
are all EXCEL based but the individual Job Number requests we do ourselves as we
also do our invoices.

How long has that been the case?

For say about three years now. | suppose (LAUGHS) that the SAP implementation
will be fine as we’re getting used to change. People will moan about it but it was
the same with AGRESSO. For me, what I’'ve seen and heard in the workshops we’ve

had is that SAP would be a lot more usable than AGRESSO and also | might get
some training in SAP whereas AGRESSO it was more about learning it yourself.

So, you see it as a labour saving for you?
For us, because our jobs are so small, our worry is being so careful with what we

charge and submit in terms of expenses etc. Once it goes into AGRESSO it’s in — you
have to journal the entry out or start again. We’re different in that we still our

expenses on paper.
Does that constitute a strong business case for you?

Well, the fact that the rest of AGOCORP is on it is a strong argument. The fact that
it would be more usable - | think that’s clear and a good case at my level anyway.

What about the rest of your staff?

Well, once they heard that they once they get the expenses in and then they get
paid the following Monday, then they were happy with that!
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They won’t have an emotional attachment to it (AGRESSO) in anyway?

No, they would just it for timesheets and expenses. No one would say it’s easy to
use and often on Monday, I’d be going around with a stick trying to get people to
fill in their timesheets but they won’t have a strong attachment to it no... Also, in

SAP there’ll be a facility to save (an expense or timesheet) as you go along which at
the AGRESSO is only a draft so....

What do they feel about SAP in general?

Well, they’d hear about it on the ground from people who use it in AGOCORP or in
Networks so...People will have had different experiences so any system that’s
different, they’ll automatically give out about it...

So some negative (SAP) feedback around say XYZ?

Oh Yes, for sure...
But, generally SAP is an improvement?

Well, yes; | mean AGRESSO posed an issue where AGRESSO would give you a cost
but no hours that you can breakdown the costs — had to be done manually so not

great at all really...

Could we talk a little about the BLUEPRINTING phase and your involvement with
it?

Sure, | was asked to be involved due to my accounts responsibility here...

How did you feel the BLUEPRINTING phase went — did you feel that it was a
worthwhile process or that the system was presented more as a fait accompli?

No, | thought it would be more of “we hear what you’re saying but this is what’s
happening” but no, it was more than that...

How did BLUEPRINTING actually work in practice?
Well, about three or four sessions took place, and there was about 15 (users) or so

in the room, all of us having an accounting use of AGRESSO; generally us and say
people who had been seconded onto the project from here (NOVOCORP).

Why three or four sessions?

Research Audit File, Interview 15. Page 4 of 11

191



It became clear in the early sessions (particularly the invoicing and billing) that
there was a lot more variation in terms of how people billed and invoiced over
here (in NOVOCORP) then people on the project realised...

So, it wasn’t planned to have three or four different sessions?

No, I’'m pretty sure it just happened — it was necessary as | mean even the first
invoicing and billing session proved to be much longer than planned...

You had rough guideline topics for each session?

Yes, but even that first session, you had people (on the project) expecting it to be
done fairly quickly and then it was 12.30 and we’d spent since 9am just explaining
how some of the different systems worked!

Was that a surprise to the project team, do you think?

Probably a bit surprised at the extent of it (the variation) which | suppose pointed
out the need for a unified system. Well, we’d been told beforehand that this was
our chance to have our say and | did feel that there was a genuine effort to take

our views on board in terms of adapting the system in trying to meet different
people’s needs, well within reason anyway.

Is it fair to say that you found the process constructive?

Yes, | did...

Did you have enough time?

| thought the last session would be followed up by another and there hasn’t been...
Has there been a follow-up from the project tying off the system?

No..not yet anyway..

Would you have liked a different session?

Yes, maybe but on our own rather than with all the other parts of the business. As
our turnover is only say A million whilst others would be maybe B so it would be

their voice that would be heard.

Do you feel that from the project team?
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No, No (EMPHATIC), in fairness... -more so from the managers themselves who
would felt that they should be given more time and input due to their business

size.
More time automatically?

Yes, that they should have more time and that their needs should be
accommodated first...

Did you feel your needs and priorities were taken on board?

Would so say yes — however, there wasn’t a lot of compromise- we can’t do that
for you-on the system (they did say)...But my view would be that it’s a new system,
it will take some time getting used to it.

I mean, it’s a bit rich giving out about AGRESSO and then expecting a new system
to be just like it...

Did you get the feeling that generally people (the users) were happy with it and
felt closure?

No, | didn’t get a sense of it finishing or real closure or when the next few
(BLUEPRINTING) sessions would be...

So, in terms of project communication in terms of whether the BLUEPRINTING
phase is over or not?

Well, we’ve had presentations from Thomas and Fergal Flynn but in terms of
timelines, in terms of IT, I'd take timelines with a pinch of salt.

Certainly when IT are involved...
How did the actual mechanics of the BLUEPRINTING work?

There were topics on a screen, and we went through them one by one - people
there on secondment from NOVOCORP, Fergal Flynn and the various different

managers...
Was Thomas or the Business Implementation Manager there?

No, Thomas wasn’t at those ones — in terms of the Business Implementation
Manager...

Someone appointed as the business-project link...

No, didn’t see someone like that...
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What about the Senior User(s) for the user population?

| wouldn’t be aware of there being a Senior User on the project as such - they
could have been there but | don’t know - it was mostly the key account managers
etc and as such...

Are you aware of the project board structure and the role of the Senior User?

We were shown something about the project board some time back all-right...
Would you have much interaction with the board members?

Me personally no...But again | haven’t been jumping up and down about that...
Would that interaction been useful?

| think | would have been able to if | wanted — it hasn’t been a big issue for me...

In terms of the project, what’s your general view on it?

It's going fairly well | feel...

In terms of the project team being away from things in project HQ, do you feel
that’s right?

Oh yes, definitely better — the last thing we want is for them to be over here to be
honest (SMILES).

Could you elaborate a little on that?
Well, if they here they could open to undue influence in terms of people pushing
their views on them and influencing the way things are done - “Look after me” so

overall it’s a good thing.

What do you see your involvement in the project over the next few months?

I’'m expecting to be told what to do to be honest — some trial runs or testing and a
bit of training. | just hope to be able to understand it from a financial point of view.

What difference do you see it making?

It should make it easier to do accounts and get the invoices it — it should free up
some time.
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Does the fact that it’d coming from AGOCORP head office affect how the system is
viewed?

Well, | don’t think it should...If you’d asked me that question maybe 4 or 5 years, |
would have said that there would be a feeling that it was being imposed and that
there would be more resistance as a result... | think we’ve got a lot more
integrated over the last few years.

Why has that happened considering NOVOCORP was envisaged to be
independent?

Well, initially NOVOCORP was told to go away and do their own thing anyway, but

over time the relationship has evolved - since I‘'ve been here, the relationship has
changed three or four times...Over time the system won’t prove too big an issue.

Has the IT function evolved as well?

Sure, | mean four or five years ago you’d have had more systems independence
and that has evolved to reflect the fact that more governance and controls are

required.

How would the systems support from head office?

In terms of the software that the QS’s use here, upgrading once a year is typical
and that’s a bit of the nightmare...People wouldn’t be enamoured of the
(Corporate) Help desk.

Would you feel that the IT supports have improved?

| wouldn’t feel that to be honest but the people who provide the supports seem to
think that it has!

Would you prefer if more IT supports was provided locally?

Yes, well it would certainly help say in terms of the software upgrades etc.

Do you think the mixed feelings on the IT support will affect the perception of SAP?

People will expect it to involve change and for there to be a few problems as it is a
new system.

In terms of the SAP implementation, how would it compare to previous (IT)
projects that you have seen or been involved in?

Research Audit File, Interview 15. Page 8 of 11

195



It’s probably superior and the fact that it affects everybody in terms of timesheets,
the lifeblood of the organisation, it’s crucial to the business, it’s the relative
importance of it.

Is the project importance or management more critical?

The fact that there is a lot of NOVOCORP people involved in the project reassures
everyone — this is just not being imposed but has our people not just head office in
charge. Also, the fact that Fergal Flynn, an engineer is involved as change manager
is helpful as he has the understanding (of where engineers are coming from). He’s
not coming down here as an IT person shouting the odds...

Psychologically it helps and Fergal is quite well-known too amongst the
engineering population. Not speaking as an engineer personally, | can see that the
involvement of Fergal has made a big difference as to how the project is
perceived. People know he’s done projects before and he’s got his hands dirty so
to speak.

In terms of the communications side of the project, how did you feel it’s gone?

Quite well - | mean we had a presentation we all attended one a few weeks ago as
senior managers and a general one to staff...

Would that be typical of all projects?

No (LAUGHS) - they’re normally imposed!

Was there much interaction at the sessions?

Not at the general public one, but there were a few with regards to job numbers at
the senior management one with everything we do so predicated on job
numbers...Job numbers link to drawings, invoices etc...A lot of concern as to how
job number changes might affect customers. Of course there are so much job
number variations even between what we do here and everyone else...

SAP will | guess try to impose a universal job number on all business units?

Oh, it will definitely but that will, have to happen...

So in terms of the lack of closure you mentioned (of the BLUEPRINTING phase),
could you elaborate on that?

Well, | mean the last session on reporting ended abruptly or had to, | should say
but we didn’t really have a follow up session. Now the accountants who people
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like me would rely on a lot did say to me that they were hoping they would get
reports in a certain way.

We’ve had no real case need to be happy...The only thing would be the closure -
It’s not meant so much as a criticism — it’s just that there was a bit of a mess at the
end in terms of senior managers shouting that their report was more important
than yours and that kind of thing. It was also a bit of a shock when Sanjay left to be
honest — so with Henk (the new consultant) there was a bit of a transition...

Has the previous project delays affected perception?

Well, people would be a bit sceptical about January 2011 as a deadline and | have

heard people say that it could be delayed again and stuff like that. | think the fact
that it had been around for a while or in the pipeline and we were waiting for XYZ
and that got delayed didn’t help. | don’t think it damaged the project overly

though...

In terms of the use of AGRESSO, | have been talking to people who talked about
becoming used to it and also adding their own add-ons...

Yes, sure...there have been huge systems, huge stuff set up (LAUGHS)...
But what would be much more of an issue was the failure by head office to realise

that we work very differently and that our system needs would be different to
theirs —that seemed to be a bit of an issue and the job numbers would be an

example of that.

Would people be attached to these (add-ons)?

No, no, wouldn’t think so...For some areas — the people who did the most in terms
of adding work arounds are the people who have used AGRESSO the most and
would have the most turnover and for them it will be a big issue moving onto a

new system but having said that, the overall managers who don’t have that
connection will have to manage that

Would that feed into some of the grandstanding behaviour in the BLUEPRINTING
meetings that you refereed to earlier?

Oh yes absolutely...
And a loss of control?

For sure — they may have a feeling with the new system that they will lose control
over a process or information — that could be an issue all right.
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Thanks for your time Simon.
No problem
(43, 00)
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Location: Corporate headquarters/ Date: 6" July 2010/ Duration: 37 mins.

Interviewee:  Aoife Burgess, Financial Controller, NOVOCORP Engineering
Solutions.

Colour Key: Interviewer / Interviewee.

So Aoife, how has your views and involvement on the project evolved from the last
time we talked (on 17" February)?

OK, well we’ve been busy on the BLUEPRINTING phase which is almost over really
at this stage. Considering that the formal project title is Financials and HR, then we
(as Finance) have had a lot of involvement. The financial controllers all meet with
the project manager on a fortnightly basis and a business implementation
manager, Fiona McGregor, an NOVOCORP employee, has also been appointed to
the project. That’s very useful and necessary...

Why do you feel that?

You need someone to coordinate between the project and the business and there
needs to be a point of contact between the two so communication is clear...

A different role to the change manager?
Oh Yes...
Complimentary?

I think that (the differences) needs to be clarified...My understanding of change
manager’s role is that of someone who, well | don’t know, but my perception is
that the psychology of ensuring the training is right, that the system is understood,
what it will mean for them and how they will use the system....

Now, the change manager was also charged with a lot of communication - now
communication on these projects — let’s be honest, people don’t read them - they
get the e-mails and the vast majority delete them — it’s only when you train them
that | think they begin to listen.

There’s also a difference between the Engineers and Finance — the Finance people
will use it every day whereas the Engineers might use it once a week (for
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timesheets) and once a week (for expenses). Most of them anyway — there is a
project costing function which some may use more regularly so...
The business implementation manager will be really critical...

What’s her background?
She is an accountant with SAP experience which is really important. The change
manager | would feel, well it might not know the system and you’re asked

questions...The role of the BIM is to ensure that the project vision and business
vision are lined-up...

Would she have worked on prior SAP projects?

No, but she would have worked on SAP at a nitty gritty level. It’s a difficult one to
get your head around - is it an IT project or a Business Project?: in my view it’s

more about the business than the IT...

You could have a very good technical person but they might not as much in terms
of business knowledge as a Finance person might.

In terms of the BIM appointment, should it have been done earlier?

Yes, but in an ideal world you would have had a lot of the things earlier on the
project...

How would it been better in terms of the BIM role — do you mean in terms of
asking and answering questions around the design phase?

Well, if that was the case, then she probably would not have be a BIM to be

honest. Theoretically her job is to ensure that the design that get’s implemented
reflects the business demands. If she’d been there earlier like other resources, it

would be better...

What’s your view on the implementation so far?

Fine... (AMBIVALENT) — We’'ll get there...

Anything that should have been done better or differently?

A few things — People (on the project) should been trained in SAP earlier. The mix
of the (project) team you would change — none of them have SAP experience..

SAP user experience?

Yes and none of them, actually that’s not true in terms of project involvement —
the mix of experience and knowledge is isn’t quite right...Everyone here uses
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AGRESSO so that (lack of experience) can’t be helped — that’s what makes Fiona so
valuable — she has both AGRESSO and SAP experience...

How have you perceived User involvement and engagement over the project so
far?

Initially engaged, then somewhat disengaged than engaged again...| suppose at
this stage what they’re probably missing is a road-test or show of the final design
which would close off the loop for them...

Are there any plans to do that?

Not sure - it would be very beneficial...The problem is that the door is not shut in a
few areas...they need to be closed in my view. That could be happening and | just
don’t know...

They probably need to see (which | haven’t seen myself) the final BLUEPRINT
design document and then a high-level look at the system which shows maybe the
things they might be concerned about...

The problem with that is that you then get asked all sorts of nitty-gritty questions
which you may not be able to answer...If you can manage that and think it

through...
There may be demands for compromises too, | suppose...

Yeah, that’s true — better to get them out there now though rather than next
September...] mean the implementation is not that complicated, well OK it is
complicated but we already have a SAP implementation in AGOCORP...This would
be a far riskier proposition if we were creating an entirely new system...

Whatever we implement will work — there’s no conceptual design or testing of
transactions...It’s in, it works. Like there’s a process in SAP called F-02, when
AGOCORP originally implemented SAP they had to design it, test it — they didn’t
really understand it...But now, we know what it does — we (as NOVOCORP) can just
take it and use it...There’s some AGOCORP SAP basics that we can take that works
- no issue. What’s important for us is to understand the key differences in what
needs to be done differently...that’'s where change comes in, well hopefully

anyway!!!
I mean 60% of it (the system) is there already...

In terms of the business case, the last time we talked you felt that the business
case was very strong and was understood — how do you feel now?
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Still very strong - if anything even stronger. | mean one of the battles we had in
design, one of many, was around internal trading. Settling cash notionally (virtual
cash transfers) across the different business units and within the AGOCORP. Some
people felt that we always been independent from AGOCORP and should stay that
way. For me if that had not happened (i.e. the change to notional settling) it would
have really damaged the business case in my eyes — to have a situation, now again
my main focus would be on the financial side — to have a situation in the modern
financial world where we’re still physically paying our fellow subsidiaries or being
paid by them in physical cash is just crazy...

Why would people resist a sensible change like this?

Accountants could see this clearly — two accounting systems is an accountant’s
nightmare — the engineers wouldn’t care as they still see SAP as an inflexible rigid
system — | don’t think that’s true...

Is it down to AGRESSO familiarity?

Maybe, but | mean even at senior management level there is a realisation outside
of SAP that AGRESSO is not sustainable — there’s issues around it’s support,
usability — | don’t know if there’s any development been done in it or planned to

be done.

Anyway since we last talked in February there has been a reorganisation and both
we and AGOCORP are moving closer together all the time. This whole process
makes sense on many levels. Once we sort out all the rights and pensions issues,
we’ll become truly integrated over the period of time...You can’t have two
accounting systems-it just doesn’t make sense in terms of time, cost and

duplication.

It’s funny - | had a chat last week with Ryan English who | wouldn’t have described
as a supporter of the new system but one person said ‘Does the business case
stack up’ and he was able to articulate in a few sentences why it was so necessary.

| guess with AGRESSO, people had something simple, small and easy to manage
and now we’re moving from something you like and know to a system where SAP
which fits the need of a business and maybe won’t let you do things that you
would have done before...More of a behavioural change really...

Could AGRESSO be seen maybe by some people as a source of independence from
NOVOCORP?

Well, MMMM (THINKING) - | never really looked at it like that but | suppose not so
much a symbol of independence (from AGOCORP) but more of a differentiator —
I’'m an AGOCORP person so | tend to think of us all at one group — others would see
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themselves as independent..There’s only one way the company is going — so we're
just going to see more integration in Finance, HR and other systems...

Could we talk a little about BLUEPRINTING and your involvement?

Well, it's been structured what with the BPIDs and everything and the project
team have been working very hard on it.

Was there much give and take in the process?

| can’t say this for sure...Feedback, hearsay from my team was that there was a lot
of deadline pressure with some things being forced through...The team is very
strong and can stand ground...

| was firm enough on say the first BPID in Internal Trading — | was strong and senior
enough to say that — | mean there was outright resistance to certain things that we
had to work through but I’'m happy that we’re in a good position now.

Speaking confidentially, not to be critical, we did spend a lot of time on things and
issues that were already clear in SAP and then the really important things we
needed to clarify were rushed at the end. That’s probably due to a lack of

experience...

This may seem overly-critical but in terms of time spent on Blueprinting and the
outcomes of it; | mean they don’t match....

Would you put that down to a lack of experience?

Well, yes but I’'m familiar with SAP — | worked on the original SAP implementation
back in 2000 and that was one of the best projects ever not only in AGOCORP but
also internationally in terms of the outcomes, the resources, the calibre of people
involved was second to none...Naturally, you’re going to compare which is
probably unfair on the current project...we will get there..

What | would say is that the devil is in the detail and getting technical...They have
spent a lot of time on the high-level staff and not enough on the really difficult

stuff...
Is that on the project management side of the project?

I’m not close enough to say to be honest. But | mean take a module in SAP called
project control and also billing — they’re yet to be closed off — | mean people say
they’re closed off but they’re not... | don’t necessarily have a problem with that. If
we don’t get to the bottom of some of the outstanding things — we’ll implement
the standard and it will work. The focus at the moment is to tell and show people
what’s coming so there’s no “Mother of God — what’s that” (LAUGHS).
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So, the trick is really at the moment is to abstract all the detail whilst presenting a

system that’s usable?
That’s it —in a sentence! Fundamentally it will be the same as AGOCORP with a few
tweaks. Sometimes people will give out and say ‘Oh, we can’t have that now...”.

I mean if it was being brought in and people had to accept it, they would do
it...What would go wrong? There’s nothing in this that can fundamentally damage
the business...A debit is a debit — we’ll get there...The BLUEPRINT phase — we spent
a long time and didn’t get a lot of it...They (project team) didn’t understand it and
they needed the time to understand the system themselves..

How about the loss of “David Colton” — did that effect things?

Not really — he wasn’t great anyway - if he was good that would be an issue! The
new guy is better...We’re six months in and all we have is a BLUEPRINT which to

me feels a bit strange to me...
In comparison to the stage at different SAP projects?

Well, this is different in that we’re not starting from scratch. | suppose just some of
the BLUEPRINT workshops; | felt that they were very basic and that | was wasting

time...
Could that be down to your own high SAP experience?

That’s a very fair comment - really it was what was necessary to bring the other
ten people along to where they needed to get to — I’'m sure if Lorna Doone was in
the room now, she’d say ‘It was basic for you Aoife but not for the rest of them...,

If you had a SAP person though on the team...

You maybe would have had more of a balance and the time could have been more
effective?

Yes — | mean fundamentally things will work, but | would feel the hard part is really
coming...in terms of the iterative design, implementation, data cleansing,
migration, the rubber really hits the road now in my mind...So my team will be up
to their eyes in it over the next few months and we’re really strongly committed to

it.
How will you select people to be involved in the project going forward?

Well, it’s who is available or interested very often. it’s a mixture of people really -
differing levels of expertise — | have four different departments, so each give them
2 to make 8 roughly...For me the testing is a good opportunity as it gets people
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trained as well which can sometimes be a bit wishy-washy...The difficulty for me is
that we’re very busy at the moment and it might be hard to get people.

That could be an argument for a shorter BLUEPRINTING phase?

Well, | said that at the start, why are we doing integration testing in November
2010)? - That’s when you find the problems; what do you do then? On a positive
note, it’s not a brand new process - it’s more Vanilla flavour SAP...I'm trying to
ensure that people will be available to do the testing and also for the training.

We’ll have to live with the system all next year (2011) so it’s a huge opportunity for
us to get involved in the testing which might not normally happen...

Is that the norm here?

No, and people see it as an opportunity...There was a guy who recently missed out
on a promotion and he asked for feedback and a result he’s determined to get
involved in SAP training and testing — that awareness is out there...

Once we get the build right, we get the system testing well-done and that’s when
we hopefully will catch the problems — and integration testing will be smoother.

Data migration can be a problem, nitty-gritty and it can be tricky to cleanse data
that has to go from AGRESSO to SAP; it’s just like moving home — when you move,
that’s when you realise how much rubbish you have...But I’'m very confident we’ll
meet the deadlines...

Thanks a lot Aoife...

No problem...

(37, 00)
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Location: NOVOCORP HQ/ Date: 6™ July 2010/ Duration: 37 mins.

Interviewee: Warren Gatling, Financial Performance Manager, NOVOCORP.

Colour Key: Interviewer / Interviewee.

So Warren, could you tell me how things have gone in the project since we last
met?

Well, so far it’s gone well — | think there was definitely a slow start as people got
familiar with what was required but they’re up to speed now — I'd be a lot happier
with the current situation rather than what was experienced a few months back...

Why do you feel that’s the case?

| don’t know - | just feel a lot more confident about now or the last month or so -
people seem to know a bit more and be more involved.

Is it more project knowledge or involvement?

Well, from the finance side of things, there’s definitely more involvement as
people get more engaged — you can definitely see that ratcheting up. In terms of
the project team, there’s definitely more knowledge...When they’re writing the
BPIDs, they can write the AGRESSO (“AS I1S”) very well but when they used to come
to SAP (“TO BE”), they’re following the book in terms of what needs to be done.
Say for example, writing a cheque in SAP, you can see that in AGRESSO there is
understanding but in SAP, then they’re following the guide or asking someone who
would know...

Would you feel then that having a project team with more SAP user experience
would have been helpful?

Yes, definitely — I’'m not sure how much of an issue it was it’s preferable to have
more user experience there... Now, Fiona McGregor, who’s joined the project team
as Business Implementation Manager, who’s used SAP before | felt in some of the
project workshops, that she was the Chosen One (INTERVIEW MAKES AIR QUOTE
MARKS), the one that they all deferred to. If she said that this was how something
would work in SAP, then they would go along with it as they wouldn’t really know

themselves.

| felt (her involvement) led to a one-sided view of things where because you (as the
project team) have to trust the opinion as you don’t have the experience yourself.
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Definitely, one of the key things for future projects like this would to be having
more SAP experience.

So, you'd look on the role of the BIM as being very important for the project?

Yes...
Do you think it would have helped if she had been appointed earlier?

(MMMM, THINKING) Yes, it definitely would have helped if she had been
appointed earlier as there was a gap on the project. There was a gap between
what Rena Carmody does on the project, which is kind-of a project link between
NOVOCORP and the project (in my view). Where her role stops, the BIM role starts
in terms of bringing the NOVOCORP and the project (team) together.

Is there an overlap and/or difference between the roles of the change manager
and the BIM?

It’s hard to say as | haven’t worked on projects like this before — | mean there are
things that the change manager or Rena in their roles should be doing that that the
BIM will end up doing. Now, that’s only in my view or understanding of these roles
and | mean Tommy Walsh or other people on the project might have a different
reading on that...

You see the BIM role bringing the SAP expertise to the project?

Yes, | mean looking at Fiona over the last couple of months; | get the feeling that
she could do the job well. I’d have a lot of confidence in her to do the job well.

Would it be fair to say that she beings a certain advantage to the project?

Well in terms of her SAP knowledge and her drive and energy to get things done,
then yes she does bring an advantage.

In terms of the Change Manager role on the project, how do you see that working
at the moment?

From what I've seen of the change manager is little enough — I’d see a bit of him at
change boards and that but that’s coming to an end. We get updates and e-mails
from him to be dealt with...

How would you feel about the communication so far?
Personally, | wouldn’t be jumping to open those e-mails. I’'m not sure how much

strong arming or how much more he should be doing with the financial controllers
or those managing those people managing those affected. | suppose | don’t feel

Research Audit File, Interview 17. Page 2 of 8

207



much need at the moment (in terms of communication) in terms of managing my
stakeholders from Group Finance... | don’t feel any great burden at the moment.

In terms of my experience of AGOCORP and NOVOCORP, there will be a time for
cracking the whip on that though later on in order to get things done.

Does the fact that the change manager not being from the Finance or HR side make
a difference?

No, not really - | didn’t know him beforehand but I'm not sure if his home
department makes a difference. I’'m not sure if I’'m expecting more from the

change manager.

I’'m not sure where his role starts and his role finishes...| would have been
expecting to see more of him. Now, that could be more my understanding of what
his role involves rather than really what he should be doing...

Do you think that the fact that you see there that you’re unsure as to where his
role starts and finishes implies that there should be greater clarity as to roles and
responsibilities on the project?

Well, | don’t know if it matters greatly as to what | think — | mean the project
manager might say rightly that it has no bearing on the project what | think of that.

Once the people and management on the team know and understand their roles,
that’s what matters, not what | think....

So, would you consider the role of the change manager to be less critical then?

It’s not that | don’t see him as critical — | just haven’t been involved with him
enough to be able to make a call really. He wouldn’t be as critical as say the project
manager and there are others on the team that would be critical to me other than
the change manager...

How would you generally on the communication on the project generally?

Well, the last time we met we were busy putting the BPIDs together and sending
them off to the project team and then going through the workshops and looking
for approval or changes so the process of getting them out to financial controllers,
how we go through the process of reviewing them and signing off on them
then...There was a high level of communication in the process, maybe too much at
times in terms of multiple e-mails and questions around them etc. Now, in terms of
the SAP project team, they’ve always been available and communicative

Could you talk a little bit about the BLUEPRINTING phase, what your involvement
was in the process as | know you were heavily involved in it?
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Sure, the current system on AGRESSO, the “AS IS” and the SAP system is the “TO
BE”, which are both in BPID form and enable us and the financial controllers and
others in say IT to get clarity as to what’s required in terms of the system side.

Are they more business process documents than technical?

Both, but on balance probably more on business process; they’re parts in it like say
code that are more IT friendly so to speak...

Who wrote the BPIDs — the users?

No, the project team write them (the AS IS, TO BE BPIDS) but they’ve all worked for
NOVOCORP, the people who helped write them, so they’re users more or less. As |
was saying earlier, | found the earlier AS-IS BPIDS to be very detailed and they
were describing the processes in AGRESSO so the detail and awareness would be
there.

In the case of the TO BE (BPIDs), it was more SAP from a manual; the experience
and expertise wasn’t there. It didn’t really say anywhere on a BPID say for Posting
a Journal entry, early on that this would be the same for both SAP and AGRESSO -
you had nineteen pages to get to that.

So, the BPIDs had to be, not quite dumbed down but written in a language that the
user could understand...The project team reacted very quickly and added a little
summary to the TO BE document which explained in simple language the key
changes...They would also have a small process map showing the flow of the
process..

The changed BPIDs then all came through me and then | directed them onto the
individual group accountants, who would have then brought them to their
respective financial controllers for discussion with respect to any identified
changes prior to the workshops and we’d send on the changes to the project team.

We'd discuss them (our own changes) separately and then discuss them as a group
in advance of the workshop

How would you describe the workshops?

Well, in terms of how they were managed, | felt that the workshops became
almost unmanageable at one point....The project team started off unable virtually
to get any BPIDs approved and then once they’d figured out whether to take a
softly softly approach or take a stronger line, they then began to run out of time,
meaning they had to rush through BPID approval, without having the time to really

discuss them...

It went from one extreme to another and | would personally be happy with
somewhere in the middle...
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What was that due to just time constraint or was there something else acting as a
constraint?

Well, | would have been very much of the mind and | said this pretty early-on to
the project team that they should prioritise the ones with few changes and get
them through early and if people aren’t raising objections or haven’t read them,
then approve them through....

Very early on, | was literally sitting beside the project team asking after a BPID was
gone through, whether or not anyone had an objection, and if not, I'd be saying
‘OK, Let’s approve’. Then I'd be on the other side and some, not all of the SAP
project team would literally be shouting you down if you raised an objection...

| felt that the project team were nearly talking the workshop discussion as
personal criticism — ‘We wrote these great BPIDs — what’s wrong with them’?

If you did kind of have an issue, you were shouted down or abused, | mean at the
end the workshops had a lot less value than was originally thought, in my
opinion...It did get to the point where | wouldn’t have any interest in going to
them anymore...

Someone described the workshops to me as “he who shouts loudest gets what he

(LAUGHS) That’s true enough — now also there were some people who hardly said
anything either — whether it was not feeling senior enough or didn’t feel they knew
enough to voice their opinions, even if they had a point or were afraid of being
shouted down, | don’t know...

Maybe having gone through the financial controllers earlier on before the
workshop, maybe they would have been the best way of talking through the
changes in terms of the financial controllers leading it?

Exactly, yes, that could have been a way but the workshops would needed to have
involved fewer people in the discussion — there was nearly twenty people which
was a good thing in terms of involving senior people but at some of these sessions
so it’s hard to get everyone’s view...

Now, in some cases, some of the financial controllers weren’t attending the
workshops so maybe they were happy enough with the BPIDs and didn’t feel the
issues raised needed to be discussed - but | suppose having them there might have
helped - I think | might have even missed a few myself to be honest!!!

Could you talk a bit more about the relationship between the project team and the
people involved in the workshops — you mentioned at times that things got a bit

difficult?
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In fairness, it wasn’t a case of telling us ‘This is the way it’s going to be...” — it was
more of a case of ‘We need to get this amount of BPIDs done in the next few
weeks so...” —There was a definite change of atmosphere between the first day and

the last...
Were certain BPIDs prioritised?

Yes, between myself, the project team and the financial controllers, we prioritised
130 or so specific BPIDs. We categorised in terms of importance — high level,
medium and low. But in fairness, BPIDs were produced as they were produced so
even though we prioritised certain BPIDs, if easy-wins materialised early-on we’d
deal with those too if we could...But in terms of the workshops, they were
organised on the basis of the type of business process we were looking at. So, you
might have a workshop for Invoicing or AP (Accounts Payable) or Fixed assets
where you’d have different degrees of importance in terms of the BPIDs -a mixture
of high, medium or low...

Was the change manager present at your workshops?

No, but Rena would act as a facilitator from the project team — now sometimes
someone strong and senior on the project team could also do it as well....

At times, could you have benefitted from a defined moderator role?

“Linda Dundee”, an Australian girl who is an external person on the SAP project
with SAP experience; | always viewed here as a moderator, an external person who
took comments and minutes and made comments...

Almost facilitated things at time?

Yes...l thought so and she was very good at it and she was unbiased - that worked
well

Could there have been more done to keep things more on track?

As soon as it went off track or more if | had any issues, | took it up with the project
team - ‘Personally, | wasn’t happy — we need more time’...At one stage, we run
through a 4 hour Workshop in 2 hours and there was no discussion on the BPIDs— |
understand the time pressures, but everyone there had taken the 4 hours out of
their schedule. We could have done with more discussion if people did have
issues...50 my worry would be that anything that’s not picked up and dealt with
now may bear down on me next year when the system is implemented. Myself and
the Group Finance team strongly link to AGOCORP head office, so if something
doesn’t work or if we post a journal wrong due to a problem in design - this is
rubbish, it doesn’t work....
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There was a burden on me to be familiar with the BPID process and to understand
rather than just go away and approve it...

Would it be fair to say you weren’t overly happy with the (BLUEPRINTING)
process?

No, there were a few things | wasn’t happy with. But, if there’s a bit of argument
and discussion about a few things on the way, that’s fine in that at least people are
getting engaged. If people are all passé about it, then that’s worse...

A healthy level of conflict would be good...

In my opinion, from what | (and my team) needed from the project, the level of
conflict went beyond healthy...

Do you feel that you've got to a level of closure with respect to this
(BLUEPRINTING) phase?

Not really — | and the financial controllers meet with Tommy Walsh, Lorna Doone
and Thomas Mulcahy every fortnight to get a project status report — now, | haven’t
got a sense so far that ‘OK, here’s your SAP system’, but | don’t really feel | need
that...If | understood all the BPIDs, | should be able to see that myself...

Notional banking became more of an issue so the focus has shifted somewhat but
the issues are becoming resolved...

So you think people are confident about the design and their desires being met in
this system?

I think so...

Maybe, say that were clearly told what’s possible and what’s not?

Well yes, well for me anyway at least up to the point of discussing notional
banking — | still have a few issues around that that has yet to be resolved but we

have a meeting on that this week so...come back to the SAP Project team side so
we can resolve that...

Is there a BPID for it (notional banking)?

No, you probably could do with one! It’s more of a high-level issue though and
then the BPID could be 50 pages long...

How did (notional banking) arise as an issue?

Well, as far as | understand, it was first raised by Aoife Burgess, who was looking to
do it her own area where she would automatically settle with her internal
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customers — AGOCORP Networks or GENCOM...So rather than her paying them and
them possibly paying her, the invoices settle themselves through some notional
settlement. This is how it’s done by AGOCORP in dealing with their own internal
customers so it would make sense for her to follow that...So the idea then went
back to the project team...They said, well OK if you want notional banking, it
probably makes sense to do it across the board and if that’s the case, who do we
talk to about what needs to be done...That’s where it really started, back in
Aisling’s office and spread across NOVOCORP...Everyone agreed that it's a good
idea — should we have thought it about and maybe decided about doing it six
months ago or when we were considering the SAP implementation...Maybe a BPID
would have been a good idea....(Maybe, as part of discussion in the mobilisation
phase?) Yes...

In terms of the next phases, how do you see your involvement?

Between testing and training, pretty heavily involved, more my staff than me...|
never used AGRESSO or the SAP system for that matter which helped in the
workshops as | was naturally impartial...

How will you identify the staff for the testing and training?

Well, in my section here, | have people who do financial reporting; consolidation
and group accounting work, but who also do management accounting so
depending on the particular training and testing steps or needs....

Most people will probably be on the same level as regards to SAP or would there
be variations?

Yes, | only have one person who's used SAP before, albeit to a very high level...

Now, the way the BPID roll-out happened — | tried to ensure that all my staff was
involved in the BPID stage and they’d be familiar with them. They may not be
familiar with SAP so to speak, but at least if they’ve seen the process laid out and
explained, it might help them - ‘That’s how the journal posting works — |
remember the BPID’ or using the BPID as a fall-back (reference for them)...

For me, the roll-out of the BPIDs is a great idea as it ensures all the group
accountants all know what they’re doing in (training and testing) — in effect, the
BPIDs are almost a bit of training/testing themselves — that’s hopefully going to

help them anyway (LAUGHS)...

Thanks again Warren.
No problem...

(37, 00)
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Location: NOVOCORP HQ / Date: 6" July 2010/ Duration: 57 mins.

Interviewee: Margaret Blair, HR Manager, AGOCORP International.

Colour Key: Interviewer / Interviewee.

So Margaret, just for the record, you might give me a brief description of your roles
and responsibilities?

Margaret Blair, Head of HR for NOVOCORP. I've been working for AGOCORP over
ten years and I’'m responsible for all the HR functions as far as employees would be
concerned; getting them in and getting them out the door. Including the hiring and
firing of employees and everything in between including Industrial Relations,
training, paying them, setting them on pensions etc. | have 12 people working out
there for me at the moment, down from 15...

What’s your day to day involvement with technology?

Well, | would use SAP quite a lot to find out employee salaries, start dates etc, just
this morning | was using it to look into how we’d go about transferring an
employee to the UK so SAP can tell us where he works, who he reports to and how
we got the transfer authorised.

In terms of the ongoing SAP implementation, just | suppose some extra
background for you in so far as to why we’re so comfortable with the current
implementation. With respect to ourselves, we moved from a CORE Payroll
application to SAP in 2007, so a lot of the pain Finance are going through now, we
went through before in the past, from transferring from an old system to a new
system. So, in effect we’ve been paying our 600 or so employees in Energy
International, those that are based in Ireland through SAP. Our employees are very
used to working in SAP in so far as most of them use it on a regular basis, inputting
leave payroll issues etc into it and getting information out of it.

For us, there’s two new pieces in the current implementation. The first is around
expenses. Formerly expenses would have been paid through the CORE payroll
system but this would have changed in 2007. At that point the rest of the
organisation made a decision to go online (in terms of paying expenses) because
we couldn’t recharge back to the centre — we would stick with what we have. We
have two employees who are manually entering expenses into SAP using a GUI

(Graphical User Interface).
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So, for us (in HR) the new system is not a massive change from what we would
have done before. Two employees who would have done manual entry would not
be doing it anymore...

So, there’s no issue here in HR - it’s the wider user community that need to be
educated as to how to do their expenses and HR can play a part in that. We need
to communicate out to staff as to how to do it. Everybody who has a problem in
expenses knows that they can go to the two girls and they’ll sort it out for
them...Their managers know that if they sign off on something (as an expense) that
they shouldn’t have, that it won’t get past the girls. So (the new system) will pose a
behavioural challenge for us.

System wise, we know the system is technically sound, it’s educating everyone
outside the HR that is the key concern.

We have found in the past that if a system is concerned with money or expenses,
people tend to learn a lot quicker (SMILING), but we do anticipate doing a lot of
handholding and communication between now and next January (2011).

So, the two girls will be stopping working on their system from early next year?

Straight away, come the first of January, they won’t be able to do it and the system
will be turned off and so will be the GUI backchannel if you like and everyone will
go online for both expenses and timesheets. Now, we expect to be doing quite a
bit of handholding along the way, particularly in the early days of the new system.

And all timesheets will go online too; at the moment, people are billing timesheets
into the AGRESSO system which works fine on the accounts side but the SAP and
AGRESSO systems don’t communicate, so for example if you're entering 26 weeks
maternity leave on the AGRESSO how do you bring that into AGRESSO (?), well,
that’s where the girls come in — it’s a manual input — you’ll put in your maternity
leave, it happens...

That’s what we’re telling managers, if they have say someone taking a Friday off
for (unpaid) parental leave, they need to make that clear through an input into the

system — if they don’t and say that person takes each Friday off, and the manager
doesn’t account for it in the system then you’d have overpaid staff all over the

place, so that’s why educating users for us is so important.
From my side, it saves workload as | don’t need an input person!

So the business case in your department, there’s no issues — it’s really a no-
brainer?

Absolutely, | can’t wait (LAUGHS)...

So, it would be similar to how the Finance side is feeling...
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| would think so, | mean when you think about managers coming to us all the time
for different information in terms of people’s qualifications and other HR
information...With the new system, they should be able to access that sort of
information themselves, enabling us to be freed up to do more strategic staff if you
like...

So the (new) system will almost be like an outsourcing system for you?

Exactly — at the moment we do a lot of reports on sick leave — we have a policy of
13 weeks full, 13 weeks half-pay — we were watching that space all the time,
pulling all that data from AGRESSO from managers — we don’t foresee ourselves
doing that for much longer once the new system is introduced - it will a case of
showing people once and off they go — “The teach the man to fish” approach...

So, in terms of use of AGRESSO at the moment...
We use it mostly for timesheets...

How do you find it?

Awful! (EMPHATIC).

In what sense, in terms of data cleaning etc?

Yes, | mean we’d usually extract data into a pivot table and do analyses from there
but it’s time-consuming — we have a person like Maeve here who has also worked
in finance so she really knows the system (AGRESSO) very well.

Anyone else coming in would find it hard to make sense of it... | have two
employees here who would enter timesheets; but say every two weeks we’d
extract all the sickness and all the absence reports out of it... Other than that we
wouldn’t really use it...It’s difficult to fathom and it’s not that at all intuitive. |
mean if we have a specific report to run that we wouldn’t normally run, we’d get
someone up from Finance to do it and then they’d figure it out for us so...

Speaking in terms of the Finance department, there is a push from the parent for
integration...

Yes...
Would you see that yourself in terms of HR or generally?
Well, we’re already there (in terms of integration) already...

What benefits do you see in it in terms of SAP as you were on Core HR before?
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Well, so was the rest of AGOCORP initially so as we moved over together there was
a natural integration on the corporate side. It’'s more corporately that they can
compare us against the other parts of the organisation - in terms of sick leave or
say payroll costs etc. We can get reports out now in SAP, present them in a more
usable way and we also have a package that sits on top of SAP called INFORMHR
which is a nice suite of standard HR applications and reports, so give me my
average parental leave, sick leave etc, number of promotions etc for each unit and
so on...l really like it....

Looking back on your experience with IT in AGOCORP, how would you describe it?

My experience would have been reasonably good - the only issue | would have
would be that at times, they’re slow to change things — we might say for example
that there was a need for a new expense account and therefore a new expense
code on the system — you ask them (the IT function) and explain that you need it
now and they say ‘we can do it in March of next year’...OK, what do you then in
the interim to deal with and manage this new expense account(?)...You have to do
a workaround — when they get it out, they get it very right, but if it was a quick
one-day task that would make my life easier but No, you have to wait which can be

frustrating..
Why is that?

Usually, as far as | understand it due to SAP platform upgrade reasons - all these
systems are in constant upgrade and then are locked down as a result, so it can
make it difficult to change things. In AGOCORP, there is one small unit that has to
coordinate everything so it's hard (for them) to do everything...All the support
stuff is fine, as in “my e-mail is down etc”, all that gets supported and solved quite

quickly.

As for the example earlier, putting through a change request, that’s quite
frustrating, | have to say....It can take a long time — | was trying to bring in five
different pay codes for example...We used to have just the one band spanning
people being paid say 5000 to 65000 Euros and we (in HR) wanted to replace that
with different (indicative) bands as in Band A would be 15 to 25 (thousand Euros)
band B, 25 to 45 and so on...

It was very (SIGHS)...it was like trying to get an audience with the pope...”No, no,
you can’t do that”... Eventually we got it through but it was very difficult, a lot of
strings had to be pulled...

Is that down to the system controls and governance, the fact that you're not
allowed to be as independent as you used to be...

Oh sure, | mean in the old days, if we wanted to buy a new system, we’d just go
away and do it — now if it’s not SAP, we’re told “Get Lost!” (LAUGHS OUT LOUD).
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Are there Pros/Cons with the dilution of the independence? Would you regret
losing a bit of that independence?

Well, | would...I mean when there was talk of SAP coming into (the HR space) a few
years ago, | would have resisted it quite strongly and been more for something like
PEOPLESOFT which | would have felt would be more suitable...

But I’'m over that now (SMILES) and would be accepting of the need to have SAP...

| just feel it’s a very expensive system for what it does...The costs associated with
it...] mean we were looking at bringing in a specific HR system from the UK, which
would cost around A Euros but for SAP you could be talking about B Euros so
you’re talking about a big difference...You might say where’s the commercial sense
there, but | do appreciate in an organisation this size, you do need that level of
support and you do need something reliable to ensure people get paid. At the
same time, you’re looking at a Sage system which does the same thing reputably
enough for say z (Euros). They’re saying you can do this maybe if we wait until the
end of 2012 when we can maybe integrate everything then.

I look at it and | say to myself — 20,000 versus 500, 000 Euros (for SAP); there’s a big
difference there and you have to wonder; it’s a very expensive integration... At this
stage I’'m over that - if we have to have SAP, so be it...

Some people would feel that it’s difficult to determine with any system, the cost-
benefits up front — would that feeling apply to this system?

| would think so but that argument has been lost. There would be a generally held
view that this is a very expensive system and we’re spending a lot of money on a
system while trying to more cost conscious.

I mean, is SAP going to end up running AGOCORP? The answer to everything is that
SAP will do this and SAP will do that and you’re just kind-of wondering really if
that’s the case...(SIGHS) You can change the system but you have to run your
business — the business must tell the system not the system telling the business
what it can and can’t do... That’s my view anyway.

Would you feel then that for SAP the IS strategically is driving the business rather
than the other way around?

Would feel that — | would have a concern on that - it has been rushed and pushed
at a really high level, in my eyes anyway in terms of whether SAP is needed and the

answer you get is that SAP will be implemented. It has been very much “We
(AGOCORP) are a SAP house...”

Would the HR policies and processes be force-fed into SAP?
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To some degree...Yes. | mean the bigger thing is when you talk to some of the
financial controllers and they’re getting the Money back from shared services that
we’re spending on SAP and they go “That’s some amount of money to pay for a
shared system!”

We’re upgrading an expense system and we’re paying D million Euros for it! We're
like sharing the whole cost but D million for what?

There’s nothing wrong with the current system so why are we doing it? Because
SAP is the system.

So in terms of a business case, it’s really that SAP is the only game in town...

That’s it to be honest.
It’s not being more nuanced than that and it should be?

Yes but if | was in another role in another organisation, | would go at things
differently. The only suggestion you can make here that’s going to work is SAP —
that’s it so why would you go around banging your head off a brick wall — I’ve been
there before and | mean there’s no point. All I've ended up with is a sore head!

Do you think Cost Benefit analyses would have convinced people (as to the
business case)?

Well, they did that a little bit at the time, but sure they fiddled the figures. | mean
we were told that we should go away and project cost savings over the two years
starting out from implementation and get a number for the savings. Oh and by the
way, here’s the number we said would be the savings so make sure to get that
number...So...

The savings didn’t really materialise as such as we just moved the process from one
place to another.

Even on the NOVOCORP side?

Well, | don’t think...From our perspective, | mean the view is that NOVOCORP is a
bold child and we didn’t conform the last time we got into trouble, but now we
have to confirm this time....

When you say “into trouble”, do you mean HR?

No, the entire organisation...You’d rock-over to AGOCORP HQ for a meeting and
you’d get the (reaction)...”What do ye do again; oh go on, you’re so commercially
aware and so commercially driven....” etc.
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You’d meet a certain negativity —you’d have a laugh and a joke about it; we’d say
back to them, “we’re bringing in the money, we’re keeping you going” but it does
wear you down.

Now, we are different to AGOCORP, we are more commercial but at the same
time, I’'m not sure we’re as commercial as we’d like to think we are. People here
say “we’re very commercial”, but if we were that commercial would we be
spending that much money on a SAP system?

Our cost base is too high; our salary base is too high so there’s a limit as to how
commercial we are.

In relation to AGOCORP we’re certainly more commercial but not as commercial as
others out there.

This difference in outlook — are people in NOVOCORP happy to wear the
“independence crown”?

(REFLECTIVE) We certainly were at one stage....we’re probably on our fifth senior
management team since | joined 10 or 11 years ago...Initially, the first directors
here would have emphasised the independent nature of NOVOCORP and the need
to stand on our own two feet etc. As new directors have come in and senior
management as well, there’s been more of a shift back towards that we should get
closer to the (AGOCORP) family and that’s been happening more and more. We
were going to be a centre of excellence for AGOCORP and be an independent yet

integral member.
The last two directors have been very much — “come into the fold now”.

We forgive you! (LAUGHS). Come back into the fold — | think they realise that we
did things very well over here and | see them particularly over the last two years,
doing things more like us, getting more commercial, being more selective, like
closing pension schemes to new entrants for example. Common sense things; |
mean there would have been a good number of people with the attitude of “I'm
here for life, | won’t rock the boat and I'll see how | get on” — that has to change...

(PHONE CALL INTERRUPTION)

So, | suppose just to come back to this idea of NOVOCORP moving away from being
different to being integrated — do people see this SAP system as an agent of
increasing integration?

More so that it’s costly; people accept the integration and the fact that SAP is the
only game in town. They’re not worried about what we do here becoming
transparent — we’re already transparent; they have access to everything, it’s more
the cost...
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In terms of the restructuring (GENCOM addition) and the rebranding; that’s added
complexity in terms of other variables...

Indeed, all the fun and games that brings... (SMILES BROADLY).
Has that affected you in any way in terms of the SAP integration?

Well, operationally it has. In essence two companies are joining but as far as the
(energy) regulator is concerned, they can’t be joined, so we have to integrate but
keep separate NOVOCORP and GENCOM at a HR functional level. We will have an
overall integration view but we can sort that out in terms of the system
functionality later on in implementation. Our current chief director to be able to
access and view GENCOM details etc has to have special system access which we
wouldn’t have needed before, so it creates its own problems like that. Some of our
senior managers now because GENCOM and NOVOCORP are on different systems
(i.e. GENCOM were already on SAP) and they’re managing both groups of
employees are verifying expenses and timesheets online for some employees
(GENCOM) and offline for others (NOVOCORP) so...

The holiday system is on THE INTRANET and some managers are verifying holidays
on THE INTRANET and some on-line but we’re working towards ironing those out
as the system is implemented.

In terms of your HR role, how would you feel about the system conversion? Is it an
issue for any employees?

The expenses online is great — they like it. On the HR side | would be a bit more
nervous. | mean | have two girls sitting outside. They know the expenses rules
backwards and you can’t get anything past them! Now, employees just input and a
manager just click OK and off it goes, bypassing HR and we’ll never see it. Now
some managers will just click and OK anything...

The worry would be that something would get approved that shouldn’t and get
flagged in an internal audit and someone would get into trouble...

Would you have seen this “watchdog” role as part of HR traditionally?

No - part of me will not be sorry to see it go but at the same time we did offer an
important control system, a safety net in case managers approved a timesheet or
expense they shouldn’t have. That role will be gone so it will be very important
that the managers get educated like we discussed earlier as to their new

responsibilities...
You can’t do things that can impact on people’s pay...

The reaction you get is often “I’m a manager, now I’'m an administrator...”. You tell
them they’re just managing like they always were and they ask you who’s doing
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the administrating...The employees like always and you as their line manager like
always are approving or rejecting. That tends to catch them out because those who
weren’t doing it up to now realise it should be nothing different and stop giving
out about it...

There is a little bit — when you talk to managers they might perceive the system as
adding administrative workload...

The oversight pressure is being pushed back onto them...

Absolutely, we’ve made that clear for the last while that this was coming...if you
approve a mistaken or fraudulent invoice, you’re as mistaken or as guilty as the
person who submitted it and it could lead to disciplinary action. They kind of go
“OK” when they hear that!

Some people will sign anything knowing that we would catch it and stop it. If the
SAP system in AGOCORP is replicated here, you could do a global “approval” and
not have to look at every detail of the expense. We’d prefer not to have that
option on the new system as it could be problematic given how people might have
been used to doing things here.

With respect to the education side of things, would you feel that’s part of the
change managentent role?

| would yes...
How does that work then for your-selves?

The change manager is there working closely but each business area has a HR
business partner who | see as being really up to speed doing the training in
November and December (2010) and we’ll be there to support them. This idea that
each area has a super-user and we provide a fail-safe. But, the sooner they get
used to it themselves, the sooner we get to removing the dependence.

So you see that as a separate communications channel to that used by the change
manager?

| would yes...

Would you have a huge amount of interaction with the change dimension of the
project in terms of HR?

Not as such...intentionally as | don’t want to be interfering. We will be able to see
if there is any negativity or bottlenecks on the ground and be helping on that
score.
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Training is a key function of HR — how do you see your involvement in the training
stage of the project?

Well, the formal training will be led and co-ordinated by a training co-ordinator as
far as | understand it at the relevant point in the project. We may be asked to add
some support but there will be formal specific training and training roles. That’s
recently come on the tracks — we used super users in the past where departments
nominate someone who does all the training and goes back. It generally works well
except when they go on maternity leave or change jobs and don’t want to do it
anymore or can’t do it.

We’ve flagged this at the centre - could we have a central resource that could train
or support staff in situations where the super user might not be available, and we
were told NO! (SPEAKER’S OWN EMPHASIS), which was a bit... We’ll manage that if

it arises.

It arose when we put in the Core HR system and we had no super user or central
resource, we had to go to get training brought in by SAP themselves which was

very expensive but....

When you think back about that Core HR SAP implementation, | know you said you
took a lot of pain, could you talk a little about it?

| certainly took a lot of pain alright (LAUGHS OUT LOUD)
What kind of pain do you see maybe happening again?

One thing | would insist on and Lorna would agree, there was an attitude that it
wasn’t a big deal, you could do it a few days a week. Of course that was far off the
mark — it was a solid four months of going up and down to project HQ and back
here, keeping the day job going too. So it was a rough process.

When we were sure that this current SAP implementation was going to happen,
we went and got someone trained up in VISIO and process mapping and we had all
our processes done and we know exactly where we are in the “to be” particularly
when it came to the SAP Module on Training. When we engaged with the project
we knew exactly where we stood and would know what SAP could do for us.

We also sent two people onto the project full-time, took their day jobs away from
them, unlike what happened to me and told them to focus on SAP now. From our
side, our prep work is standing to us now in comparison to 2006 or 2007 where we
really entered into the unknown and we were faced with system functions and
options we had to live with and couldn’t change.

We went in two or three weeks before the end of the blueprinting phase and we

were looking at stuff that was signed off and disrupting things because we had to
change certain things. They were looking at us saying “NOVOCORP are off on one
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again”, but we were different, our pay scales, our grades, our sick-leave and
maternity policies, all were different...

They had merrily chugged along — they had invited us over and we hadn’t come;
our management hadn’t probably engaged enough and early enough...

They billed differently to us and all our policies were different and this was nearly
at design phase and we had to cope with things did not suit us...

Was there a change manager etc on that implementation?

There was and it was well-run and all but we were determined that we would be
prepared if anything like this ever happened again.

Considering the SAP Implementation project experiences you had, were you asked
how you felt this current implementation should be done?

Had conversations with the HR manager and Lorna and we focused on getting the
lessons out of it. The main thing for me was the incredible pressure we and | was
under at the time and | see it in Finance now. | mean it’s an awful lot asking people
to do both their project piece and the day job...

People say “Oh, it’s only a month” — but let’s see how you get on in the boiling pot
for a month, it’s just not right.

If someone makes a mistake in their day-to-day then they’ll be saying “I was
focusing on SAP at the time” — you have to be realistic in terms of what you’re
asking from your staff and | think people can’t be hauled over the coals if
something goes awry and they’re doing multiple things.

Our two girls who are over there at the moment, they were working until 9 or
10pm every night and they’re not the only ones....That’s Ok in the short term

only...

They would feel the pace of the project is very fast and they’re very driven by
deadlines which are definitive and which might be newish for them. The
documentation (i.e. BPIDs) is detailed and getting good at that is a skill in itself.

Once they got through that, then it’s on to design, writing use or test cases, getting
them tested, training etc so it’s very intense....

They have to go ABC not A to C but there’s still pressure to get there as quick as
possible,

Are they experienced users of SAP generally?
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Not especially no — there’s added pressure in terms of having to learn more about
SAP quickly, but we’re also designing and testing an entirely new HR module for
the first time in the AGOCORP entirely.

This module will be a learning and development solution module and it’s a big win
for us here in NOVOCORP HR that we’ll be the ones piloting it in the whole
organisation....

Could you elaborate on that?

Well, originally SAP had a combined Performance Management and Learning and
Development solution module which didn’t really seem to work all that well to a
point where it wasn’t really used that much as far as | understand it. In the
(AGOCORP) training school, they might use it but that’s about it...

So, we’re trying to develop a learning and development solution that allows for
each individual to link into their performance management and personal
development plan, and it will be fabulous when it will be up and running. We're
designing and developing it within a broader SAP module and we’ll bring to the
wider (AGOCORP) organisation, so it is extra pressure for the girls. It is being
created from scratch, a blank piece of paper so to speak and it will come on stream
next year.

Now, it’s exciting having that blank piece of paper but also we have to be
conscious of that political space — we’d love to do certain things with it, so would
NOVOCORP, but we have to conscious of the wider AGOCORP boundaries as well.
We can’t be seen to be the usual NOVOCORP running away with ourselves, and
need to be emphasising that this is a vanilla flavour module, no bells or whistles...

The education piece around that in talking to our sister businesses in GENCOM,
Networks and say Customer Supply and asking them are they happy with it —
they’ll be delighted with it...Asking them what they want would mean we’d be
inundated with requests and it would become unwieldy or complex far too early -
let’s get the basic version up and running and add afterwards...

In terms of the project team, would you have had many dealings with the BIM
(Fiona McGregor)?

| would yes, Fiona would have come over to talk to me a few times...From our side
of things, Fiona is a finance person and that’s her focus so far — she’s only in the job
two weeks. When | went over (to project hq), they said to me we have 68 tasks
from the HR side to be addressed.

| went OK (LAUGHS) - but they made it clear that was the BIM’s responsibility.

Now, she’s a finance person so that’s where she’ll be initially focused on and
there’s problems in finance she has to look after too.

Research Audit File, Interview 18 Page 12 of 17

225



So, | went “Look, be realistic, she’s a finance person — she’s hearing HR is doing
reasonably well, Finance is in a mess; of course she’ll take her spade to that first”
and they went “you’re right”...

When we met, we discussed the HR task list and we agreed to divvy it up between
us three or four and | don’t intend putting a lot of pressure on her now — we may
need her a bit more in the November timeframe...

In the Core HR SAP implementation, was there a BIM Role?

| honestly can’t remember...

Would you see it as necessary?

(REFLECTING) | don’t know — useful to have an interface between the project and
the business but my concerns would be that it’s a very big job and also that people
might use her as a scapegoat.

She could easily fall into the trap, and | think she has already, of being another
finance person on the project...Some of the finance people are already asking her
to do things...It’ll be interesting to see...

| think as well there’s an attitude now that we have a BIM on the project so they’l|
look after things for me...

People might be acting a bit naively, thinking that she’s there to take on and solve
all their problems...

She provides a comfort zone almost?

That could happen — when the cookie crumbles, it’ll be the responsible person as
opposed to the BIM who'll have to step up...

In terms of the roles of the BIM and Change Manager, is there a possibility of
overlap in their roles?

Oh well there would be a bit of overlap — | see their roles being defined more by
their different personalities rather than their titles, to be honest....

| don’t think that was what was intended....
Could you elaborate a little on that?

Well, there would be a perception that the role the change manager is playing was
not the role that people would have envisaged him playing...
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There’s a perception that he’s not doing what he’s supposed to be doing and that
he’s not delivering where he needs to be coming from....

This is why the pressure has been put on for the BIM to come in, a much stronger
personality and a much stronger business focus as well...

This might result in...I can see them changing roles — Fergal will become the BIM
and Fiona the Change Manager.

Nobody will say it, but it will just happen....That's a certain sense that Fergal
doesn’t have clarity as to his role or if he does have clarity, that he’s not delivering
on it.

Do you think the BIM role would have been appointed anyway or it is more of a
reaction to how the change manager role has unfolded?

To me it appears more of a reaction — | haven’t got into discussions about it and to
be honest, it’s not a space I'd like to get into...but | would perceive it as a reaction.

How does Fergal feel about the BIM role?

| feel Fergal is out of his depth to be honest — he’s struggling and no one he can
turn to for help. Now, | know Lorna is working with him closely but...

Fergal has been sold as, and is an extremely competent guy and he has a lot of
strengths...but he doesn’t know enough about SAP...

People are running rings around him and he doesn’t even know it. If he’s going in
and saying I’m the change manager, he should be getting on and changing things.

Any project I've been involved in, the change manager is almost like the Granddad
role, somebody with lots of kudos and can say this is how things will be.

The vibe I’'m getting from the project is that people are saying or acting like
“shortcut him, take him out of it, go to the people that matter and tell him what to
do then (afterwards)”, not really the role the change manager should be doing.

Do you think picking a change manager from the engineering population was a
good choice with respect to the business knowledge for the project?

Well, initially | would have felt that he was a sound enough choice, a good solid
guy with a certain reputation and respect among the older staff and managers but

also have the respect of the younger managers too.
| mean he had (project) delivered one of the biggest projects we had ever

undertaken and delivered it effectively and competently. | think people assumed
that “of course, he’d be able to do it” — no-one educated him in advance as to what
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his role should be and what SAP was about and even now, they’re not getting to
grips with what his role should be. He’s really trying and | think there was huge
“Oh, Fergal managed in that space...”, and that it would be fine — but we never
gave him the skills to be able to do it.

Now, he’s an excellent engineer and an excellent engineering manager but he’s not
a change manager and that’s the core issue and we’re in that space now, trying to
manage it...

Now, we have Fiona coming on to the project and | would feel that she’s more of a
change manager, and that’s my view and | suppose | wouldn’t like that getting out
around the place...(SMILES)...

Of course...in terms of the blueprinting phase how did it go given that you were
prepared well...

From an operational sense, very smooth overall, very happy with the
communication over and back through the girls etc and all that. But in terms of the
learning and development solution (LDS), not as happy...

We're in the unknown - we’re comfortable like with the performance
management piece that’s already in AGOCORP, so we’re just checking what’s
happening. In terms of the learning and development solution, we’re in a new
place - if it goes well, we’ll be on the pig’s back - if it doesn’t well, it’s a big risk for
the organisation (NOVOCORP).

How do you feel it’s (LDS) been received on a technical level?

Went well, particularly on the corporate side, as they’re our biggest stakeholder.
But now, that it’s designed, I'm not sure...We’ve signed off on all the BPIDS, let’s
hope they’re right! That’s my worry...I don’t know if they’re 100 percent right but
they’re 90% percent there...It’s the 10% that would be a concern...

Did you feel you had enough time for the blueprinting phase?
Well, you could always do with more time...we already had a two week delay due
to the difficulty of holding onto SAP consultants, but another week would have

been a help but | don’t know if we’d have added much more — I’'m a little bit
nervous about it due to the unknown and how much is riding on it more than

anything.
Were you there for some of the (blueprinting) project meetings?
Yes

How did you feel they went?
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Grand, fine - reasonably good. Would have lot of faith in “Maura”, the consultant
and also in the two girls but less so here in terms of the skills necessary to create a
course catalogue (i.e. internal or external courses for employees to choose from
for training and development as part of the training and development module) -
not sure if we do so a bit nervous about that. If you put rubbish in, you get rubbish
out

At the moment, that’s Patricia’s role and space to mind (Patricia Clarkson, see
Interview number 19) and I’'m leaving that up to her to mind to be honest....I'm the
operational side of the house...

The course catalogue should give you a set of drop-down boxes and details on the
course options so people should get up-to-date and accurate information on

what’s available.

| emphasised to Fiona (BIM) that that was one thing she could focus on in terms of
design delivery. That this level of expertise has to be there and used to design the
course catalogue on a technical level...Talk to the two girls, and they might find our
hundred most subscribed courses, but are the providers still operational, are their
rates and fees still competitive, so it’s a detailed process. | hope we’re doing
that...I'm not sure whether that level of detail is understood on the technical or

design side.

Again, we have 6-9 months to get through it...

Would you feel the Blueprint phase is fully over?

Yes, | have a great sense of closure on the operational side — | mean all the
expenses are going to “Beechpark” directly (AGOCORP have a financial processing

office) so that will be a bit of a change for us and them so there’s an education
piece of it there.

Training and development and the course catalogue side, which needs to be
looked after a bit still...

Overall, what are your impressions of the project so far?

Overall, very happy — Lorna is doing a great job and cuts through to the core issues,
and I’'m particularly pleased we got the chance here in NOVOCORP to develop the
LDS module. | wouldn’t change a whole lot now...

Going forward, how do you see it shaping up?

We have three people who will be testing and they’re the best choices in terms of
system knowledge...The issue for me will be freeing them up to do that away from

their day to day jobs...
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Would they have worked on the BPIDS?

Yes, but we all would have contributed to writing them up. The three ladies doing
the testing, it’s their day to day job and they write the test cases, go over to Project
HQ and test them and make sure that the organisation management part of SAP
works well.

Could you elaborate on that?

Just a way to ensure that time and expenses are approved by your appropriate line
manager and above which is what we decided. So when all the testing is being
done, we can ensure that the test expenses and timesheet cases are routed to the
right person or persons for approval.

Thanks Margaret.
No problem...

(87, 00)
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Location: NOVOCORP HQ / Date: 6™ July 2010/ Duration: 23 mins.

Interviewee: Patricia Clarkson, HR Development Manager, NOVOCORP.

Colour Key: Interviewer / Interviewee.

So Patricia, just for the record, you might give me a brief description of your roles
and responsibilities?

I’'m the HR development manager for NOVOCORP looking at HR change initiatives,
but not really on the current SAP implementation as they have a wholly separate
change management team. I'm also responsible for equality and diversity,
continuous personal development and other HR functions that | get involved in.

Did you come from AGOCORP originally?

No, | came from the outside four years ago.

How would your experiences of technology since you joined?

From the HR perspective it's pretty poor — it’s quite simple to get user friendly

designed for HR systems. They’re relatively inexpensive — well-regarded and
respected, well-tested and portable across different functions.

SAP is enormous by comparison...
Would you feel SAP is HR appropriate?

Not that as such; it should be better than what we have - at the moment all we
have is EXCEL which we use as a labour intensive tool for reporting across the
learning and development function...

For what we 