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Executive Summary 
Solve Consulting recently completed an in-depth research project focused on identifying 

critical success factors and key areas of challenge for implementing Workday® for HR 

and Finance. In-depth interviews with Workday owners at more than 20 companies 

were conducted. Interviews with implementation partner consultants were also 

conducted. Our goal was to find key aspects of an implementation project that will 

increase the probability of success. We defined success as launching on time, on 

budget, and on scope and with a high degree of production readiness for the company.  

 

The companies we spoke with represented a variety of industries. In addition, most 

companies used an external consulting implementation partner in addition to working 

directly with Workday. They had varying levels of internal expertise to tap into project 

management, technical integration and training. We do not mention any of the 

companies, individuals or partners specifically by name to maintain confidentiality. 
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All the individuals we spoke with were very satisfied with Workday and the capabilities it 

brings to a business. The Workday partner ecosystem is filled with talented individuals 

that support implementations for both large and medium size enterprises. 
 

Our research showed eight key areas which most often caused challenges and/or 

disruption in the implementation process and launch. We found that between 80 and   

90 percent of interviewees experienced at least two of these key challenges. Many 

experienced three to five of them. Details of these key areas are described below.  
 

1. Human Resources Expertise  
While many partner teams possessed strong functional and technical Workday 

expertise, a surprising missing area was strategic and functional HR knowledge. 

Individuals from several companies were surprised to find that not a single member of 

the partner team had deep, hands-on HR expertise in their designated functional areas 

(e.g., payroll, benefits, talent, absence management, etc.). Clients expected to talk to a 

“similar person,” meaning someone with 10 years of hands-on HR experience. While 

many clients could provide this expertise themselves, it was an imperfect model as 

these internal resources knew very little about how to apply that knowledge within the 

Workday platform. 

 

The result in these situations was the client team learning post-implementation that 

many default HR processes within Workday did not match 

their own internal processes. But because these 

processes were not discussed in detail early on, they 

were never addressed in the implementation. These 

companies required additional customization after launch 

for an additional cost. 

 

2. Custom HR Processes 
Related to the previous area, one common theme we 

found was companies not understanding all the default HR processes in Workday that 
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did not match their internal customized way of operating. And when these situations 

were discovered, the original timeline did not allocate a time or budget for building these 

customizations in Workday. 

 

In these situations, which is not uncommon for SaaS implementations, the company 

needed to conform their internal processes to the default model within the software. At 

times, this was a minor pain point, but at other times this was a major shift or challenge 

for the internal stakeholders and team. These companies often required additional 

customization post-implementation.  

 

Conversely, for the companies that configured custom processes they all found that 

standard testing scripts did not cover these changes. This problem was            

two-fold. First, the company needed to create their own testing scripts. Second, time for 

this additional testing was almost never included in the original timeline. Thus, many of 

these implementations launched late. 

 

3. Change Management and Internal Communication 
Almost all companies mentioned a lack of change management and internal 

communication resources on the partner team. In multiple cases, companies we spoke 

with hired additional contractors to specifically focus on internal communication and 

marketing. Sometimes the budget for these 

resources existed while other times it required 

additional approval. This appears to be a key area of 

miscommunication as many companies expected the 

partner to have this resource on the team and 

conversely many partners expected the client to 

provide this resource internally. But it was almost 

never discussed during the contract signing process.  

 

We know that change management planning and internal communication are key 

aspects to a successful enterprise software launch of any type. And because Workday 
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touches so many areas of the business and often every single employee, internal 

communication is critical to a successful rollout. 

 

4. Resource Constraints 
Workday is a valuable and popular software platform and experts are in high demand. 

Independent Workday consultants we spoke with often receive 15 to 20 requests from 

recruiters each month. While many partners are aggressively recruiting and training new 

resources, there are often not enough experienced people to fully staff a team. This 

leads to resources being assigned to multiple projects, sometimes as many as a half 

dozen. Two clients we spoke with mentioned that the partner team did not include a 

project manager. In other cases, partner resources quit their job mid-implementation, 

creating significant disruption in the overall project momentum. 

 

Client resources can be a similar challenge if a key role is not filled as the project 

begins. One key variable we saw was whether any individuals on the client team had 

used (or even better) launched Workday at a prior company. These individuals could 

often serve as a “utility player” filling in temporarily any open spots on the overall 

partner/client team. We found that the companies who had in-house Workday 

experience, or hired an independent expert to work alongside them on the project, had 

a better experience and felt more capable once the system was rolled out.  

 

5. Process Documentation 
More than half of the companies we spoke with mentioned that the project finished 

without any type of internal process documentation. This documentation covers the 

standard operating procedures (SOP) of how the company will use Workday. It is used 

to help train new employees in HR, and by business partners throughout the company 

that use Workday as well. Because every company is different, generic training 

materials often did not meet this purpose. 

 

Multiple companies we spoke with hired an independent consultant to document 

processes including step-by-step job aids and quick reference guides. Keeping these 
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documents up-to-date as Workday continues their semiannual updates and the client 

makes further configuration changes in Workday is critical. 

 

6. Testing  
Difficulty with the Testing Phase of the project was another common topic mentioned by 

companies we spoke with. Challenges were generally classified into two areas: Test 

Phase duration, and the development of testing scripts or scenarios. Companies with a 

strong internal technology focus experienced less challenges with developing and 

executing testing scripts whereas those with fewer technical experts experienced 

greater levels of frustration with the process. Automated testing solutions for large 

company implementations exist but are viewed as too costly by the medium-sized 

businesses implementing Workday.  

 

We also found that the duration of the Testing Phase allocated in the original timeline 

was not sufficient and was based on the “time available” to meet a launch deadline 

rather than the complexity of the client requirements and the number of modules being 

implemented. Furthermore, since Workday and implementation partners only provide a 

standard list of test scenarios, clients were unexpectedly tasked with customizing and 

expanding the generic list, adding further strain on the same resources. 

 

Our recommended solution to this challenge is threefold: 1) thoroughly vet the testing 

requirements at the very early stages of the project, 2) approach testing with a “devil’s 

advocate” point of view and not a “wishful thinking” mind-set, and 3) if possible, assign a 

business analyst to participate in design sessions and throughout the project to 

document the business processes and translate 

them into test scenarios. 

  

7. Postproduction Support 
Nearly all the firms we spoke with said that they 

were ill-prepared for “life in production” when their 
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initial project concluded. Reasons for this included the partner failing to make 

recommendations regarding ongoing support and hurried timelines that left resources 

straining to even get the system up and running. Another reason was general lack of 

awareness in the knowledge of what it takes to maintain Workday on an ongoing basis. 

 
Between integrations that were not 100 percent ready, processes that were not fully 

tested, and semiannual Workday updates that commonly occur just a month or two after 

“go live,” companies seem to struggle in meeting their initial ROI metrics due to 

misalignment in this area. Our view is that with solid strategy and planning work up 

front, realistic resource allocation, and a thoughtful change management program, 

companies will be able to shift their view of the system go live not as the finish line, but 

rather as the starting point of their journey on Workday. 

 
8. Data Conversion 
Finally, data conversion is always a large challenge with enterprise software 

implementations, and the Workday owners we spoke with echoed these experiences. 

The largest difficulty with this aspect of the project was not having enough time. When 

launch deadlines are immovable, missing data conversion dates is simply not an option.  

Along with difficulties in completing testing on schedule, delays due to data conversion 

was one of the top two reasons for a late launch.  
  

Challenges with data conversion can also arise simply out of resource constraints. As a 

highly-specialized skill set, this resource on either the partner and client side can often 

be stretched too thin or not available at all. Additionally, the proprietary iLoad format is 

not well understood by clients at the beginning of the project, and the other data loading 

mechanism (Workday Enterprise Interface Builder) is usually not explained by the 

implementation partner before going live. Securing ample time for the data conversion 

lead is clearly a key aspect for success in a Workday implementation. 
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Conclusion 
Workday is a highly valuable platform allowing companies to operate with greater 

efficiency and allow HR to shift from a reactive group to a proactive and strategic team. 

Virtually all the companies we spoke with are very happy with the platform, its 

capabilities and its future potential. 

 

The good news about the challenges listed in this paper are that they are all solvable. 

The first step is awareness and deep understanding so that they can be proactively and 

effectively solved. Many of them need to be identified and in the first few weeks of the 

project as part of the initial scoping, timeline and resource planning.  
 
A point of interest, only one of these is primarily a technical/data challenge. Many of the 

Workday owners we spoke with expected higher degrees of technical difficulty 

throughout the project. However, the individuals we interviewed more frequently spoke 

of pain points around change management, timelines, communication and project 

management. By paying careful attention to these aspects, companies can significantly 

increase the probability of a successful launch that does not require a large post-

implementation cleanup and additional cost.  

 

About Solve Consulting: 
We are comprised of senior-level Workday experts with experience in over 20 

implementations. We work closely with our clients to ensure the best planning, project 

management, implementation and ongoing support. Our approach is strategically led 

and through a collaborative partnership model with our clients. We focus exclusively on          

Workday for both HR and financial. Learn more at solve-consulting.com. 
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