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Solution Integration 2
The days of a “one size fits all” HR service delivery model 
delivered by one technology solution, or one service 
provider, are gone. Many companies are now searching  
for HR service delivery models that meet their specific  
needs, are scalable, and can easily adapt to the changing 
demands that come with globalization. Achieving the most 
overall value from a new model begins with defining the 
desired outcomes. 

Those outcomes are more effectively achieved by setting 
guiding principles to establish alignment with the anticipated 
needs of the business. This approach flows through to 
designing processes, organization, technologies, and 
third-party providers that collectively will deliver the clearly 
established desired outcomes. Across the delivery model 
solutions, creating an integrated solution that creates an 
“easy” experience for employees, managers, and leaders is 
critical to long-term performance.

Across the highly varied HR Transformation experiences 
among industries, one common thread runs throughout 
many: Most organizations deploy a “blend” of technologies 
and third-party providers in addition to internal capability  
to create the end-state model for delivering HR services as 
this typically yields the required combination of speed, cost, 
and quality. 

The “blend” varies according to the particular needs of the 
organization. Typically, it involves the following components:

•	A core Human Capital management technology. 
Organizations may either continue to leverage existing 
enterprise resource planning (ERP) solutions, or deploy a 
software-as-a-service (SaaS) solution as the central system 
of record for employee data that acts as the overall “hub” 
for the solution.

•	Best-of-breed point solutions. Many organizations are 
turning to “best-of-breed” solutions that can provide 
specific functionality with the most efficient/particularized 
features. The most common solutions include those that 
relate to talent, staffing, and learning and many are being 
delivered as SaaS solutions as well.

•	Portals. Many organizations are deploying new portal 
solutions or extending their enterprise portals to “wrap” 
various solutions together into cohesive packages. The 
portals can provide employees with direct access into each 
of the solutions that make up an organization’s blended 
models, but also typically provide access to HR-related 
content, such as forms, policies, and other related key 
decision support material.

•	Selective and strategic outsourcing. Organizations 
are reviewing the areas that make the most sense for 
outsourcing on a function-by-function basis instead 
of focusing on full-scale outsourcing. The most typical 
outsourcing candidates in the blended model include 
payroll, benefits, and absence management, but they can 
also include other areas depending on the specific needs 
of the organization.
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•	Internal shared services. Many organizations are 
deploying global, regional, and satellite shared services 
centers to most effectively fit the needs of delivering HR 
services to their global workforces. The focus of these 
shared services centers is to help create systems that 
adapt to the demands of flexible and fluid organizations. 
This means they can scale to deliver services to the entire 
organization while still being specialized enough to 
provide tailored services that can meet the specific needs 
of a regional or local employee population.

Implementing a blended HR service delivery model comes 
with its own set of challenges. To realize the value such a 
model can deliver, organizations should focus on creating 
a seamless, integrated experience across many elements of 
the solution. 

•	Data must flow smoothly across the solutions

•	Clear ownership of types of data must be defined

•	Employees must be able to get the answers about their 
HR inquiries from external service providers — or from 
internal service centers that are delivered in a common 
and consistent manner to avoid confusion and frustration

These are only a few of the elements a blended HR service 
delivery model requires. If an organization fails to deliver 
on these elements a blended HR service delivery model can 
generate more confusion than cohesion.

Case study:
Solution integration at a Life Science client
Spinning off from its parent company into a stand-alone 
organization presented many opportunities and challenges for a 
health care and life sciences company. The first challenge was how 
to define the components it wanted in a new HR service delivery 
model, and the second was how to implement this solution.

The organization selected an HR service delivery model that 
combined an internal shared service center as its core Human 
Capital Management (HCM) solution. The selected solutions that 
made up the HR service delivery model perfectly suited the needs of 
the growing organization. It also introduced increased complexity 
around the HR business processes. In the new model, HR business 
processes, such as onboarding new hires, would now involve 
multiple solutions with data passed between each solution. 

To deploy its HR service delivery model, the organization developed 
an implementation plan that put solution integration front and 
center. The organization focused on the integration points between 
the solutions and placed special attention on how the data was 
passed through the solutions to enable the HR business processes. 
The organization also made solution integration a priority of 
the individual vendors. It insisted that the vendors who were 
responsible for implementing the solutions not only considered their 
own solutions, but how those solutions fit into the overall solution 
that was being deployed by the organization.

By maintaining this focus, the company was able to deploy a 
solution that was both comprehensive and cohesive, with an 
excellent employee experience. Keeping solution integration front 
and center during the implementation has also paid dividends to 
the organization, which has been operating its HR service delivery 
model while globally deploying new integrated functionality to its 
entire employee population.

Solution Integration
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Achieving cohesion. Blended HR delivery models 
typically work when the solution integration is built into 
implementation from the outset. When looking at the 
elements of the overall model, an organization should share 
a clear vision of how it wants the elements of the solution to 
integrate and operate in the future state. 

Achieving this integration is not easy. It cannot be an 
afterthought. Integration should be a primary driver of 
the design of the overall solution. Embedding solution 
integration activities and considerations into the required 
phases of an implementation is essential. Listed below 
are some of the specific elements to consider when 
implementing a blended HR service delivery model.

Governance. An organization should set a clear project 
governance structure that includes the elements of the 
overall solutions, such as vendors and internal functions. 
This structure permits the management of implementation 
activities, and can evolve into a structure that will support 
operations ongoing post go-live.

Solution integration guiding principles. The organization 
should define a number of master principles that will apply 
to the design of overall solution. Establishing these principles 
will help drive a cohesive and broad design across the 
elements of the solution.

Solution integration oversight. It should be the 
responsibility of one or more specific people to focus on the 
oversight of solution integration for the implementation, 
and on an ongoing basis. Maintaining a focus on solution 
integration during the implementation and after go-live will 
help the solution adhere to the guiding principles and not 
fragment into disparate parts.

Data governance framework. Data that flows across 
multiple solutions must depend on a common framework 
that establishes clear ownership of data elements (such 
as employee data, benefits data, payroll data, and other 
categories), and defines the process and policies for 
dealing with issues, updates, and correction specific to the 
data across the solutions. Not having a data governance 
framework in place introduces a significant risk that data will 
likely become out of sync and incorrect as it moves between 
each solution. Establishing the data governance framework 
during the design phase can also provide a clear road map 
for fixing data issues that come up once the solutions  
are live.

When organizations take these considerations into account 
in implementing and operating a blended HR model, 
the result is more likely to be a solution that operates in 
a cohesive manner. This cohesion is most visible when 
employees use the solution. Employees and managers 
understand the tools they need to use to carry out  
day-to-day HR activities, and it matters little to them that 
they may actually be using multiple solutions that have been 
integrated together.
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Challenges and mitigation strategies for deployment
Deploying a blended HR service delivery model can be very challenging, even when organizations focus on solution 
integration throughout the lifecycle of the implementation. Here are some of the typical challenges that arise — and some 
strategies to leverage to overcome them.

Solution Integration

Challenges Mitigation strategies

Vendor 
conflicts

When organizations use different vendors and 
solutions, they often experience conflict over 
implementation methodologies, timelines, and 
approaches. Vendors typically want to use the 
approach and methodology that works for their 
own solutions and services. Their concern centers on 
what is in their contract, not on the overall solution.

•	 Write provisions into vendor contracts that contractually bind them to 
“play nice in the sandbox.” For example, make implementation fees 
contingent on a common approach defined by the company.

•	 Engage vendors as early as possible in the planning phase and bring the 
vendors together to conduct joint planning. Make the vendors aware of 
the integration points and critical dependencies that exist between the 
different  
parts of the solution. Instill the spirit of the whole as early as possible.

Internal 
function 
conflicts

When different functional groups within the HR 
organization, such as benefits, compensation, or 
payroll, manage different vendor relationships — or 
when responsibility for selecting different vendors or 
solutions falls to a particular group — the potential 
grows for dissent within HR and disaster for the 
implementation. If left to focus solely on what works 
for their particular functions, groups may end up 
choosing solutions that do not integrate well with 
other solutions, or negotiating contracts that do not 
induce providers to integrate into a broader service 
delivery model.

•	 Create a cross-functional team for vendor selection, with representatives 
from all functions that will participate in the overall solution. 
Include IT and finance as well, especially if payroll is in scope for the 
implementation. A team that understands the overall requirements 
for each functional area will help establish a collective approach that 
focuses on the solutions and vendors that suit the overall needs of the 
organization.

•	 Consolidate vendor governance under a separate function. Ongoing 
management of vendors and solution providers should be done under a 
separate group that evaluates and manages the elements of the solution. 
This structure will prevent any vendor from receiving preferential 
treatment, and all will have to perform under common terms and  
service level agreements (SLAs). The outside group should gather the 
input of the functional groups but ultimately be in charge of the vendor 
relationship.

Lack of 
participation 

and 
involvement 

of the 
business

Designing a blended HR service delivery model 
without the participation of the business can 
have serious potential risks. Among these risks 
are designing an overly complicated solution that 
doesn’t factor in the core needs of employees and 
managers — the primary users of the solution.

•	 Call upon a business advisory group to get user input throughout the 
implementation. The basic nature of a blended HR service delivery is 
complicated — more solutions and providers are providing selective 
services. These services must be presented to employees and managers 
in a broad, cohesive, and integrated manner. The “how,” “who,” and 
“when” of using these solutions must be self-evident as well. A business 
advisory group can be a sounding board for solution-related decisions 
and help make the eventual solution more in touch with the needs and 
understanding of the users.

•	 When dealing with a blended HR service delivery model, a detailed 
change and communication plan is required. Employees must clearly 
understand what is changing, when it is changing, and how. This 
information also needs to be tailored to individual groups so that the 
message
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Starting the journey
Deploying a blended HR service delivery model has its 
challenges, but adopting a focus on solution integration 
can make these challenges negligible, and the benefits far 
outweigh them. Organizations should select the solutions 
and providers that fit their needs and not feel they must 
adopt a one-size-fits-all model for delivering HR services to 
their employees. Keeping the focus on how all the parts will 
fit together, from the initial vision of the future state solution 
through to when the solution is deployed, will help that 
vision meet the reality of what actually goes live.


