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ABSTRACT

The study is to investigate and to develop a knowledge retention plan of SAP
talents drain out in FGV Prodata. The purpose is to reduce the loss of Prodata’s
Intellectual Capital (IC) when every time SAP expert attrition happens. FGV Prodata
has lost SAP experts due to a few factors, uncompetitive salary scale, heavy job tasks,
and better career development. This SAP experts’ turnover happens every year and
FGV Prodata suffers from getting the replacement through either lengthy HR process
or Prodata can’t afford to pay high salary to the same level of an expert replacement
candidate. The best way to resolve this issue is to hire fresh graduates and train them,
but the cycle to reach the expert level is a long process. These actually give a great
impact on the quality of SAP customer support, especially in FELDA and FGV Group
of Companies. It is an accumulative issue for Prodata, in which the replacement of the
SAP expert is not resolved, and the remaining SAP expert is burdened with abandoned
tasks. Therefore, this action research to focuses on how could Prodata cut the
Intellectual Capital (IC) losses by implementing SAP knowledge retention
(documented knowledge) and officiate mentoring program to shorten the learning
curve of Prodata’s newly hired staff, literally fresh graduates. Knowledge management
theory and mentoring models are used as guidelines of this study. Surveys before and
after the intervention are required to measure the effectiveness of the intervention. The
analysis is pursued through survey data and comparative assessment with the identified

previous study.



ABSTRAK

Kajian ini adalah untuk menyiasat dan membangunkan rancangan
penyimpanan pengetahuan mengenai bakat SAP yang dikeluarkan di FGV Prodata.
Tujuannya adalah untuk mengurangkan kehilangan Modal Intelektual (IC) Prodata
apabila setiap kali berlaku perletakan jawatan pakar SAP. FGV Prodata telah
kehilangan pakar-pakar SAP kerana beberapa faktor, skala gaji yang tidak kompetitif,
tugas pekerjaan yang berat, dan untuk pengembangan kerjaya yang lebih baik.
Perletakan jawatan pakar SAP ini berlaku setiap tahun dan FGV Prodata menderita
untuk mendapatkan penggantian sama ada proses HR yang panjang atau Prodata tidak
mampu membayar gaji yang tinggi ke tahap yang sama dengan calon pakar yang
diperlukan. Cara terbaik untuk menyelesaikan masalah ini adalah dengan mengambil
lulusan baru dan melatih mereka, tetapi kitaran untuk mencapai tahap pakar akan
memerlukan satu proses yang panjang. Ini benar-benar memberi kesan yang besar
terhadap kualiti sokongan pelanggan SAP terutama di FELDA dan kumpulan syarikat
FGV. Ini adalah masalah terkumpul bagi Prodata, di mana penggantian ahli SAP tidak
dapat diselesaikan, dan pakar SAP yang tersisa dibebani dengan tugas-tugas yang
ditinggalkan. Oleh itu, penyelidikan tindakan ini untuk memberi tumpuan kepada
bagaimana Prodata dapat mengurangkan kerugian Modal Intelektual (IC) dengan
melaksanakan pengekalan pengetahuan SAP (pengetahuan yang didokumentasikan)
dan melaksanakan program mentor untuk memendekkan keluk pembelajaran bagi staf
Prodata yang baru diambil, yakni lulusan baru. Teori pengurusan pengetahuan dan
model bimbingan digunakan sebagai garis panduan kajian ini. Tinjauan sebelum dan
selepas intervensi diperlukan untuk mengukur keberkesanan intervensi. Analisis akan
dilakukan melalui data tinjauan dan penilaian perbandingan dengan kajian sebelumnya

yang dikenalpasti.
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CHAPTER 1

INTRODUCTION

1.1 Information about the case company

FGV Prodata Systems Sdn Bhd Is an IT company of FGV Holdings Berhad
(FGV), Malaysia’s leading global agriculture business and among the largest crude
palm oil (CPO) producer in the world. Starting with the main focus providing ICT
solutions and supports for FELDA and FGV group of companies in 1970’s & 1980’s.
The organization chart of FGV Prodata Systems Sdn Bhd is shown in Figure 1.
PRODATA has successfully expanding their business to become one of the leading
Malaysia-based IT integrators-servicing in Government Agencies, GLCs, Financial
Sector and Education Sectors since its establishment as Public Company limited by
shares in 1995. FGV Prodata is certified SAP implementation partners and has 20 years
of credentials in implementing and supporting SAP projects and other applications
internally, which built internal capabilities and grown to leverage resources to

implement the same externally.

Figure 1.1 FGV Prodata System Sdn. Bhd Organization Chart

FGV Prodata Systems Sdn Bhd

Approved Structure : FGV PRODATA SYSTEMS SDN BHD .

Chiof Exacutive Officar




1.2 Problem Statement

FGV Prodata has implemented SAP ERP system for FELDA in year 2000.
Modules involved in that implementation were Finance, Material Management, HR
and special customized SAP modules call SLP (Settlers, Land and Plantation). During
that implementation period, Prodata has recruited huge number of fresh graduates for
that particular project. FGV Prodata faced hard time to retain SAP talent or skillset.
This is due to highly demand of SAP expertise in domestic and international market.
Starting with almost 100 talents in year 2000, FGV Prodata lost their SAP talent every
year and now left around 32 people to support SAP system in FELDA, 30 FGV
companies and external business. FGV Prodata has to recruit fresh graduate and train
them from zero every year in order to fill the gap. Recruiting fresh graduate is the only
source to fill the gap. Anyway after these people gained some knowledge for few years,

they will be offered by many other companies with a much higher salary packages.

FGV Prodata has lost a lots of their investment on developing SAP talents.
These talents left FGV Prodata and brought with them all the knowledge they gained
in FGV Prodata. It is a detrimental skills and knowledge drain out and put FGV Prodata
in a very difficult situation to support FELDA’s SAP environment especially
customized module which is SLP (Settlers, Land and Plantation). This situation is
impacting FELDA Business Operation Department specifically and FGV Prodata
generally. FELDA Business Operation Department organization structure is shown in

Figure 2.

The SAP talents turnover made FGV Prodata have to do new recruitment to
ensure the continuity of the IT outsourcing support services. Hiring experience SAP
talent is costly and very difficult to match ICT industry salary scale due to FGV Group
salary policy. The only option FGV Prodata has is hiring new graduated candidate and
retrain them in SAP environment. It is a long cycle for them to get familiar with SAP
and to become expert. FGV Prodata is well known in the market as SAP training
ground, SAP talents producer. FGV Prodata SAP’s talent is overloaded with multiple
task and impacted the quality of jobs deliveries and timelines (Projects schedule and

Service Level Agreement).



Figure 1.2 FGV Prodata’s Felda Business Operation Department Organization
Chart
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1.2.1 Problem formulation

The researcher chooses two business framework or method in formulating and

identifying problem statement in this business research, SWOT analysis and Fishbone

technic. SWOT analysis is illustrated in Figure 3.



1.2.2 SWOT Analysis and Fishbone Technique

In the SWOT analysis the researcher has identify the key weaknesses of FGV
Prodata related to this business research is insufficient SMEs. This is due to high
turnover of SMEs in Prodata including SAP talents and the cycle of building up the
talent will take a long period to have the equivalent knowledge as per the lost talent.
The fastest way of resolving the issue is by getting experience SAP talent from open
market in the IT industry, but it is an expensive approached because Prodata has pay
three or four time of standard salary in Prodata. Furthermore, Prodata is tightened up
with FGV’s group HR salary scale policy, which followed Plantation Industry as their
guideline, which means it is lower than salary scale of IT industry. This scenario is
identified will point to a treat to Prodata which the researcher found out from the
SWOT analysis. Losing SMEs and skilled resources is becoming Prodata’s major treat
which is very crucial because it will affect the Prodata’s project implementation and
services support quality in a long run. Prodata also losing a lots of money in recruiting

process and retrained the replacement employees.

Figure 1.3 FGV Prodata’s SWOT analysis
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1.2.3 Fishbone Technique

The researcher also used Fishbone Technique in identifying and formulation

problem in this business research. The Fishbone diagram is illustrated as in Figure 4.

Based on the Fishbone Technique, the researcher has categorized main issue
into four core segment, which are management, people, method and environment,
which lead to the main issue of losing SAP skillset and knowledge. In the management
segment, these are the issues identify:

a. The first issue arise is the stringent employment policy by FGV
Group HR. The employment of the whole of FGV group companies
is control by FGV Group HR. Every new recruitment required every
company to go through few process. Priority is given to FGV core
companies which is plantation business. Prodata is a non-core
business to FGV, therefore Prodata’s new recruitment will be a less
priority to FGV. Due to that, Prodata will face a delay to do staff
replacement if staff turnover happens.

b. The next issue in management segment is insufficient retention
strategy. FGV Prodata never had any retention strategy but only
reacted based on as and when required basis such as if there is any
core talent wanted to resign, then FGV Prodata will reacted with
necessary action to counter him/her. Again, Prodata needs to go
through a lengthy FGV’s Group HR process and it will take some
time to get approval. Due to this lengthy process, it is a bit too late
to counter offer the that employee.

c. Insufficient training activities. Due to insufficient staff and heavy
loaded with tasks, training or talent development program cannot be
plan properly for employees.

d. FGV Holdings salary scale is below ICT Industry Standard. FGV
Prodata needs to follow FGV Holdings (Plantation Industry) salary

scale which is not similar compare to ICT industry salary standard.



The researcher also has stated a few sub issues in the people segment in the
Fishbone technic. There are;

a. Difficult to get affordable SAP talent for replacement. Due to lower
salary scale compare to ICT industry standard FGV Prodata is
having difficulty to get good talent in the market especially SAP
expertise.

b. Insufficient skill talent. Prodata keep losing good SAP talents due to
SAP market demands. This situation is very crucial especially for
Felda's SAP customized modules which is SLP. The Talents left
after they've gained some experiences in FGV Prodata. They left for
better salary offered.

c. Insufficient number of staff. Due to FGV Group HR stringent
process, replacement for resigned staff cannot be done smoothly.
The available SAP vacancies cannot be filled for many years. It’s
become more crucial now because the number vacancies getting
bigger.

d. Rely on new graduate and junior talent for new recruitment. FGV
Prodata has to rely on new graduated and junior talent for new
recruitment due to high salary demand by experienced SAP talents

in the market.

The next segment which the researcher identify as major element in Fishbone
technic is environment. The researcher also identifies few sub issues in this
environment segment which are:

a. Competitor offer better salary. Most of good SAP talents in FGV
Prodata are pinched by competitor. They have been offered three or
four times better salary by competitors.

b. Losing intellectual capital. FGV Prodata has lost a lots of intellectual
capital (IC) when experienced SAP talents left. All the IC drained
out together with these talented people.

Last segment which the researcher identify from Fishbone technic is method

segment, and the sub issues under this segment are:



a. Most of knowledge are not properly structured. Most of the
knowledge are kept by all SAP talents on their own and it is not
properly translated in written.

b. Long cycle of problem solving. Due to so many SAP support tasks
and most of the issues attended by less experienced talents, the cycle
of problem solving take longer time.

c. Insufficient backup plan. Proper staff backup plan cannot be done
due to everybody is overloaded with tasks.

d. References and knowledge are not centralized kept. There is no
centralized repository to keep all the SAP knowledge and intellectual
capital for references. Most of the knowledge gained through
conventional way which is peer-peer basis and through hands-on

experiences.

Figure 1.4 FGV Prodata’s Fishbone Technique Analysis
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Based on SWOT analysis and Fishbone technic finding, the researcher can
conclude that the SAP skill set turnover is going to be a crucial issue to Prodata
overtime. The researcher anticipated this issue can reach to a situation where Prodata

SAP service operation halted and jeopardized Prodata SLA with customers which can



lead to a big lost to Prodata if customers start shying away. The researcher also
identified if Prodata resolve this staff turnover issue by replacing the resigned
employees with the same or better quality, Prodata will have to spent a lots more cost
and keep increasing their operation cost. Not only that, Prodata will also have to face
a lengthy process and waste some more cost on hiring activities. The researcher
realized, based on above problem formulation process, Prodata keep losing their
intellectual capital whenever staff turnover happens. Prodata actually has to do
knowledge retention plan and process in order for them not to keep losing their
intellectual capital. Therefore, the researcher decided to focus his business research on
how to resolve Prodata’s SAP talents turnover issues in cost effective way, shorten
knowledge transfer process and expertise development cycle, and avoiding lengthy

bureaucracy process which delay the talents replacement process.

1.3  Research questions

The researcher has developed a few questions in the process of developing the
business research case study. The questions have been distributed to Felda’s Business
Operation SAP Unit Manager and Team Leader, for them to give their feedbacks and
opinions. All the basic problem identification question is specified below:

a. How frequent FGV Prodata’s SAP talent resigned and how crucial it
1s?

b. What are the impact to FGV Prodata generally and SAP support unit
specifically if they resign?

c. How FGV Prodata response to that impacts when resignation of SAP
talents happened?

d. How FGV Prodata expedite the training and knowledge transfer to
new SAP support staff?

e. How could FGV Prodata salvage the knowledge capital if SAP’s

talents resign?



14 Researchers Role

In this business research, the researcher is responsible to find methods on how
to retain crucial valuables knowledge and intellectual capital in Felda’s SAP standard
and customize(SLP) modules, implement it through a structured process using best

affordable effective method.

The researcher also hopes with this business research process, the researcher is
able to create multiple core expertise in Felda’s standard SAP and customized modules
(SLP) through structured and formal mentoring programs, in order for Prodata to have

more SAP expertise.

1.5  Research Objectives

In this research, the researcher has two main objectives to achieve at the end of
this research paper, which are:

a. To identify and understand the current scenario of knowledge
retention in FGV Prodata Felda’s SAP support team.

b. To retain valuables SAP knowledge and intellectual capital in
Felda’s SAP standard and SAP customize module (SLP) through
mentor-mentee pairing.

c. To develop and measure the process of knowledge keeping in FGV
Prodata, reactivate or reutilize FGV Podata’s existing knowledge
management tool in retaining some SAP knowledge.
(Externalization  Tacit-Explicit ~Knowledge  Sharing and
Combination  Explicit-Explicit knowledge sharing) (Saito,
Umemoto, & lkeda, 2007) (SECI Model for Knowledge Creation -
Teacher Knowledge Exchange, 2011)



1.6 Significance/Importance of the proposed research

Based on this business research, the researcher is expected FGV Prodata to:

a.

Reduce the knowledge or intellectual capital loss in SAP whenever
there is any SAP talent turnover happen.

Shorten the cycle of training and knowledge transfer for new
recruitment employees to become SAP expert.

Reduce the overloading task for the current SAP talents especially
SAP customize module (SLP) in Felda’s SAP support team.
Reduce the turnover intention of FGV Prodata SAP talents by having
a structured SAP talents backup strategy and knowledge retention
strategy that leads to effective working culture.

Not effected by high SAP talents turnover by having a proper SAP
knowledge management strategy and receptive with the market
labelling on Prodata, as an SAP training ground or SAP expertise
producer.

Create more SMEs and SAP core expertise by having structured

mentoring program.

1.7 Definition of term

ISHI

o

FGV Prodata Systems Sdn Bhd — Prodata
Knowledge Management — KM

SAP ERP systems — SAP

FELDA’s SAP customized module - SLP
Intellectual Capital — IC

10
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