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Globalization is more than just a buzzword. Organizations have made international expansion a top
priority and now have a presence in countries that were merely a dot on the map a few years ago. As
companies go global, they’re taking their external workforce programs with them. But before they
take the plunge, they must first address strategic and tactical considerations. Expansion into Japan
looks very different than an expansion into the Netherlands and it’s imperative to understand culture,
legislation and best practices.
In this eBook, we’ll discuss some best practices and change management considerations for Asia Pacific
and Japan (APJ), how the Agency Worker Directive (AWR) has affected European external workforce
programs, why customer support should be tailored to the market it serves, and how one SAP Fieldglass
customer approached global expansion. No matter where your program originated, we hope our
experience in bringing flexible workforce programs global will arm you with the knowledge to make your
own expansion successful.
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Best Practice Considerations for Expansion in APJ
Europe was the “first frontier” for many organizations going global. However, growth into APJ is a different
beast. Before expanding into this unique region, your organization needs to ask itself several questions in
order to ensure a successful deployment.
Like Europe before it, APJ is becoming the next big area to tackle in external and Statement of Work
(SOW) program expansion. And like its regional counterpart to the west, APJ has some interesting
challenges and considerations.
At this stage there are three key things to identify in order to move forward:
Does my strategy make sense in the framework of my company?
Before deciding where to go, you need to figure out how success is defined in your
organization. A deployment strategy that fits within the framework of your organization
is essential for a successful APJ expansion.
Do I have internal buy-in locally and at a sponsorship level?
Once you have an understanding of the strategy that will be effective for your
organization, you need to identify the key stakeholders for buy-in and sponsorship.
It is especially relevant in APJ to identify local counterparts and gain their approval for
expansion. These individuals can either make growth a success or cause
significant roadblocks.
We’ve found that putting the country/APJ specific goals first and highlighting them
helps convince your stakeholders that the program is truly beneficial. Secondly, call
attention to previous successful launches and focus on the original challenges and how
they were overcome to earn trust with those counterparts.
Once you’ve established yourself as an expert in expansions, it’s time to address the
really critical elements of the project: Where do we focus during implementation?

Figure 2. Before growing a flexible workforce program into APJ, several
questions must be asked in order to ensure a successful deployment.
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What are the complex items and are we focused on them?
While APJ has some complex and interesting requirements that could come into play during your
implementation, views vary significantly around what constitutes a requirement. Aligning closely with
your local team and involving your local compliance department is imperative to success.
We’ve seen customers handle the same countries very differently but focusing on compliance has
allowed them all to operate effectively. For example, it is not uncommon for one SAP Fieldglass
customer to require printable invoicing while another hasn’t even considered it. The use and visibility of
taxes in the application also varies significantly from one company to another within the same country.
The unifying element is customers who focus on compliance have a much easier time and are able to
more quickly achieve success.
In APJ, more than anywhere else, focusing on a strategy that works for the organization and aligning
closely with local teams, with particular focus on compliance, ensures success for expansions. Getting
support from those groups right off the bat will allow you to reduce your timeline and knock down any
internal roadblocks.

“In APJ, more than anywhere else, focusing on a strategy
that works for the organization and aligning closely with
local teams, with particular focus on compliance, ensures
success for expansions.”
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Change Management in APJ: The Key to Long-Term Program Success
Once you’ve ensured your strategic goals are aligned with best practices, it’s time to start thinking about how
to manage the significant shift in thinking among users and program managers. Getting users acquainted
with not only a new program but a new technology requires buy-in, training and support. Here’s how to do it.
After focusing on the appropriate considerations for program expansion, it’s time to address the change
management elements needed to ensure long-term success.
Change management considerations — like the other elements driving APJ growth—have their own
unique twists and turns that need careful attention. A common challenge is how to balance inserting a
complex program into a new area with using a Vendor Management System (VMS) to manage external
and SOW workers. Here are some important questions to consider:
How do I get my suppliers on board?
Suppliers have a large say in how things are done in some countries in APJ, such as Japan and India.
Because the idea of VMS and program management is still relatively new, they often drive customer
decisions. To operate within this framework, a careful “give and take” needs to occur.
As mentioned previously, a strong corporate mandate is necessary, but when dealing with suppliers, it
is important to be open to their questions and concerns. We’ve found that holding pre-implementation
supplier forums helps significantly. These sessions answer basic questions including: What is a
program? What is a VMS? What are the reasons for this program? Are my workers at risk? Because of
their uniquely influential position in APJ, having suppliers on your side and outlining how the program will
benefit them will go a long way in preventing roadblocks.
Training my end users
While training is always a consideration in all program expansions, it needs to have particular focus within
APJ. Many areas are still operating on paper and the concept of a flexible workforce program and VMS is
quite foreign to end users. As such, training them to work on a digital platform comes with its own unique
challenges. It’s important to focus on ease-of-use and specific improvements the program will provide them.
Often, training materials are a key element. User guides are always a requirement; but an added nuance
is the language in which the guides are written. Again, look to what works for your company. Some
organizations operate solely in English. Others have very localized solutions and operations, so training
and user guides in native languages is a critical requirement.
With a well-trained end user community you’re one step closer to successful program expansion.
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How do I ensure I have knowledgeable in-region support?
This final component is more critical to ensuring the success of your program than any other for a
number of reasons: time zone considerations, cultural relatability and a less tech-savvy user base, just
to name a few.
Like all other considerations, this isn’t a “one size fits all” solution. You’ll need to determine who is best
targeted to take over this role in each region. Some things to consider: Do you already have an existing
Program Management Office (PMO) team? If not, will this work be delegated to another team or to a
Managed Services Provider (MSP)? Finally, making sure your support is scalable to your operations is
key. Having solid in-region support can often help with the first two items mentioned above.
To successfully navigate change management in APJ, it’s important that suppliers are on board, end
users are properly trained and support is available in every region. If you approach APJ expansion with
these strategic goals in mind, you’re taking important steps toward program success.

Figure 3. With many areas of APJ still depending on paperwork and manual
processes, training end users on the digital platform drives region-wide
adoption of your program.
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Understanding What the AWD Means
While APJ expansion is the “next big thing,” many organizations are still tackling growth into Europe.
Legislation such as AWD presents a unique challenge, but you can approach this directive strategically if
you understand what it means and why compliance is important.
As time passes, employee rights are strengthening and staffing strategies continue to evolve. And now
the need for flexible staff and the introduction of new government regulations have pushed external
workers’ rights to the forefront, especially in Europe.
One such regulation is the (AWD), which was defined in 2008 by the European Commission (EC).
The directive legislates that employers must compensate their temporary staff equally to equivalent
permanent staff. In some countries the requirements for facilities, amenities and pay equality (also
known as parity) for flexible workers have progressed faster than others; although several countries
such as the UK, Ireland and Germany have skirted complying and implementing it within the allotted
three years.
Depending on the country and its interpretation of the directive, the subject can either be fairly
straightforward or very complex. Either way, these requirements greatly affect our industry and should

Country

Collective Bargaining Coverage

be addressed. Each external workforce program should understand the root of the requirements and

UK

29%

work with customers to ensure the proper measures are in place for AWD adherence:

Ireland

44%

•

Under this directive, an Agency Worker — the common term for external workers in the

France

98%

United Kingdom — is entitled to equal treatment (basic working and employment conditions) as

Germany

62%

Netherlands

81%

Belgium

96%

The effects of AWD will continue as programs with powerful flexible worker populations push for equal

Switzerland

51%

rights and expand into other countries such as China, South Africa and the Czech Republic. In addition,

Czech Republic

38%

most countries also have collective labor agreements via unions or worker councils which also drive

Sweden

88%

Italy

80%

full-time employees.

•

AWD seeks to improve the quality of temporary Agency Workers.

organizations toward equal treatment of temporary labor versus permanent staff. Figure 4, to the right,
shows a sample list of the volume of 2012 collective bargaining agreements by country.
The need for external staff will remain and as a result, SAP Fieldglass works closely with clients and

Figure 4. This sample list shows the volume of 2012
collective bargaining coverage by country.

partners to provide a streamlined tool to incorporate workflow and transparency around the various
populations in our industry.
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So, how does SAP Fieldglass help programs comply with AWD?
Managing the parity clock
Companies with Agency Workers need to determine if they will manage the parity changes to the clock
or adhere from day one. For example, in the UK, the AWD allows organizations a 12-week timeframe
where parity does not need to be in place for the Agency Worker. In Germany, the collective labor
bargains have a tiered pay rate change structure based on industry and region, thus driving companies
toward determining how they want to adhere to a parity clock. If the client chooses to manage toward
the parity clock — which several of our customers do — complexities arise when the Agency Worker has
not worked consecutive weeks toward the parity clock. Difficulties also occur when the Agency Worker
has left prior to meeting the parity clock and later returns for the same role. Either way, the need to track
the Agency Worker status of contingent labor is advisable for auditing purposes.
Developing structure to drive compliance and productivity
Workflows can be built to drive the right approvals. Likewise, rate structures can be built to align
minimum rates while showing components of pay to bill as well as provisions for allowances for items
such as meals, commuter costs, etc. Most importantly, the ability to report on information around
worker population becomes more necessary across historical Agency Worker data records.
If you better understand what the AWD means, you’ll be better equipped to provide tactical solutions
within your external workforce program. Although there is not a “one size fits all” solution, there are
many approaches to program optimization.

“Depending on the country and its interpretation of the directive,
the subject can either be fairly straightforward or very
complex. Either way, these requirements greatly affect our
industry and should be addressed.”
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Customer Service in External Workforce Programs Around the World
Users will come across issues no matter the geography or the time of day. Organizations that provide
multi-lingual support and understand the culture of the region are better equipped for success.
The phrase “business never sleeps” is more relevant than ever. With an increasing number of
organizations expanding globally, doors are open for business somewhere and whether you’re in New
York or New Dehli, customers need support around the clock.
And it’s more than just being open and manning a help desk. Organizations increasingly rely on support
teams that are capable of speaking the language, understanding the culture and providing a seamless
experience for both program managers and the workers themselves.
Once programs are off the ground, there are going to be user issues. They need to be assured that their
questions will be addressed as they happen and ideally, they want these issues addressed by someone
who isn’t located half a world away with little understanding of the region.
So why is this type of regional experience and expertise so important to a flexible workforce
program’s success?

•

Variety of Support: It’s not only the kind of support — IT, customer service and data center support,
just to name a few — but it’s also how the support is delivered. Program offices, with the help of a
VMS, are now capable of providing support in native languages via social channels as well as traditional
mediums such as phone and email. Users are able to access the help they need in the channel
they want.

•

Grandma Knows Best: Jesse Lipson, a vice president at Citrix, suggested that organizations should
provide customer service in the same way your grandma would. He asked, “How much better would
your company be at customer service if you could train your team to read your customers’ moods,
anticipate their needs, and provide those extra touches that let them know you care?” For a global
program, a customer service team that is intuitive and can provide a timely response goes a long way
to making program managers and workers happy.

Businesses are now relying on VMS technology like SAP Fieldglass that provides international
customers with multi-lingual support capabilities and that has an understanding of user behavior. A truly
successful global program is one that provides users around the globe with the same customer service
experience no matter where they’re located.
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One Organization’s Approach to Global Expansion
The common thread between the strategic and tactical planning is an appreciation for the cultural
nuances of each new region. Here’s how one customer navigated many “firsts” for its external workforce
program and found success. This organization understood that its approach to global expansion must
be different than its efforts in the United States.
One variable defines so much of our clients’ approach: culture. Much has been made about the maturity
levels of different global markets, and that point is not lost on our clients as they successfully gain more
value out of their programs across the globe.
“Market maturity” should be viewed through the lens of cultural adaptability — and business objectives
should follow suit. A well-honed North American approach, and the business case that defined it, may have
little relevance elsewhere and stakeholders should plan for even more — and unpredictable — change.
Recently, SAP Fieldglass helped a customer expand to all four corners of the globe. This partnership
was unique in its approach because the deployment involved many firsts, including the first time this
customer expanded into several countries with its particular MSP. Although there were some growing
pains, all three partners — SAP Fieldglass, the client and their MSP worked closely together to address
the unique challenges each country presented.

LAWS &
REGULATIONS

WORKER
RELATIONSHIPS

While a baseline approach was developed, none of the expansions utilized the “base” model without key
considerations and changes. From the Agency Worker regulations, workers’ councils and unions, and
legislation, each region and country demanded a different perspective and stakeholder thinking. No
matter the region, each expansion required the customer to consider:

•

Laws and Regulations: Pay rates, tenure and scheduling take on a new level of complexity in places like
EMEA and parts of APJ. HR, legal and procurement teams united in defining requirements and proper

SUCCESSFUL
PROGRAM
GLOBALIZATION

approval flows. The customer relied on the VMS to automate complexities, rates, schedules and
processes while the MSP defined and ensured process steps were followed to account for business
and compliance requirements.

•

Change Management: This customer’s US-based leaders expanded their thinking to encompass

CHANGE
MANAGEMENT

RISKS &
RAMIFICATIONS

a much broader change management plan than what was deployed in North America. Moving to
different countries required a clear understanding of requirements and risks in each location, and
the impact these would have on strategic business objectives and labor management plans. This

Figure 5. These four considerations are necessary to ensure a
successful program expansion in every region.

customer and MSP also thought carefully about the end user and training experiences.
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•

Worker Relationships: These are driven by a myriad of regulations, parity measures, calendars, rates
and role changes—and each region brought new wrinkles (and sometimes waves). Each new country
also brought a different approach to hiring by business managers. This customer understood why
providing ongoing support is an exercise in determination and, most importantly, education.

•

Risks and Ramifications: Inter-disciplinary teams including business, HR, legal, procurement, MSP
and SAP Fieldglass need to keep a keen eye on compliance. Key lessons learned over the course of
this customer’s multi-year approach include managing strategic business goals within the context
of country—even city—requirements in the areas of worker management, taxes, processing and
administration. At various times, each partner (SAP Fieldglass, the client, and the MSP) took turns
leading complex requirements and development to ensure a stable and efficient business model.
The key was defining risks from business requirements and solving for them by leveraging incountry expertise to mitigate risks from change, new processes and at times, a significantly new
business model.

To address all of these issues, the customer assigned a project manager to lead and partner with the
MSP and the SAP Fieldglass team to align strategy and jointly manage a detailed risk mitigation plan.
Our customer successfully navigated these ports, with many lessons learned that are currently being
applied in some “first of its kind” efforts.
The key to success was weaving the business requirements, end user experience and relationships, and
regulatory considerations into a plan that allowed for cultural adaptability and translated into a model
that met stakeholder needs while supporting global objectives. In going global, you’ve decided to go big
instead of going home. Remember that the pillars that support your original success in North America
are now different.

“The key to success was weaving the business requirements, end user
experience and relationships, and regulatory considerations into a
plan that allowed for cultural adaptability and translated into a model
that met stakeholder needs while supporting global objectives.”
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The commonality among all global expansions is that each one is unique. But that doesn’t mean your
organization has to proceed blindly. The best practices and experience discussed in this eBook can help
shape your own approach to globalization and ensure success.

Related Resources

•

Webinar: The Impact of Agency Worker Regulations (AWR) on Your Contingent

•

Webinar: Contingent Workforce Programme Evolution

•

Webinar Recap: European Markets Face Growing Pains, Benefits of Expansion

Workforce Program

About SAP Fieldglass
SAP Fieldglass provides the industry’s
leading cloud technology for services
procurement and external workforce
management. More than 400 global
businesses leverage SAP Fieldglass’
intuitive Vendor Management
System (VMS) to gain visibility into its
external labor, project-based services
including Statements of Work (SOWs),
independent contractors and additional
flexible talent pools.

Contact
To learn more about SAP Fieldglass or how to globally expand your program, please don’t
hesitate to contact us at fieldglassinfo@sap.com or visit www.fieldglass.com.
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