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Preliminary remarks...
1. Demystifying a couple of acronyms….

– The 'Association of Universities in the Netherlands' (acronym VSNU) in 
cooperation with the Hay Group has developed a new Job Ranking System 
for all 14 Dutch universities (7 of which are using SAP)

– Universiteit Maastricht has implemented the new Job Ranking System 
(acronym UFO) within SAP HR. This SAP based Hay implementation has 
been made available for other Dutch universities as a generic template 

2. Language in screen shots….
– Tables in the SAP system at UM currently don’t contain foreign languages, 

hence our SAP system cannot show table information in English

– For your convenience translations into English are made available as 
overlays (textboxes) on the screen shots that are used for this 
presentation
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Agenda
1. Introduction

• UFO (background, Job families, …)

2. Pilot UM (summer 2003)
• Levels of ambition
• Major issues
• Recommendations

3. Implementation (fall 2003)  
• Generic university approach

4. Future capabilities
• Performance Management, Human Capital Management

5. Questions…

Education & Research

Education & Research
Support

ICT

Public Relations

Administrative & 
Secretarial Support

Housing & 
other Facilities

Board & Management 
Support

Student Support

Safety, Health 
& Environment

Personnel 
& Organisation

Job families (according to UFO)

So far we have focused on user education, what about management education… (Davenport)
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HRM-strategy

HR-processes

SAP system

Evaluation

Strategy/processes/
system/evaluation

Workshops

PrototypingField test

Refimement

Development cycle UFO project

SAP data model
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Organisational 
unit 

Person 

Job 

Position

Workplace 

Five ‘levels of ambition’

Job Ranking System as 
defined by VSNU (2003)

Job Ranking System as enabler for university 
HRM-policy (future development steps)

1

2

3

4
5

2004

2003

1. Job (C), Position (S)
- Pay-scale (P)

2. Result areas
- Variant 1: tasks (T)
- Variant 2: appraisal (IT 25)

3. Qualifications (Q)
- Suitability profile match

4. Competencies Management
- Employee appraisal, PDPs

5. External Mobility
- Recruitment

Levels of ambition (incremental) 
1.

Job (C)
Position (S)
Pay-scale (P)

2b.
+ Result areas 

variant 2: (IT 25)

3. 
+ Qualifications (Q)

4.
+ Comp. Management
+ Internal Mobility 
(Career move, PDP’s)

5. 
+ External Mobility

(Recruitment)

2a.
+ Result areas 
variant 1: (T)
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Ambition levels (SAP components)
Ambition Organisational Management  

(OM) 

Personnel Administration 

(PA) 

Personnel Development 

(PD) 

Level 1 

(mandatory) 

- Official Job title (C) 

- Job level for the Position (S) 

 

- Pay-scale of  individual  

Person (P) 

- (Optionaly customized)  

Position title (default: 

synonym to Job title) 

Level 2 - Result areas variant 1: Task (T) 

 

 - Result areas variant 2: 

Appraisal) 

Level 3 - Qualifications (Q) = Job 

requirements / competencies for 

Job (C) or for Position (S) 

 

- Competencies of 

individual Person (P) 

- Profile comparison 

(matching competencies 

between Position and 

Person) 

Level 4 - Competency Management  

- Internal Mobility 

 

 - Employee evaluation 

- PDPs 

Level 5 - External Mobility - Application via  

Recruitment module 

 

 

 

UFO in SAP

External 
mobility?

Competence 
management?

Profile 
match?

How?Result 
area?

Ambition level 1
C, S, P

Ambition level 2
Tasks

Ambition level 2
Appraisal infotype

Ambition level 3
Profile match

Ambition level 4
Appraisal/PDPs

Ambition level 5
Recruitment

Yes Variant 2

Yes

Variant 1

Nee

Yes Yes

Ambition levels (decision tree)

END

UFO 2003 / 
starting point

Recommendation: implement variant 2

Recommendation: postpone > 2003
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Major issues (from pilot)
1. What level of detail in Job table (C) ++

– Include Job level: Y/N

2. How register result areas in SAP ++
– Variant 1 or variant 2

3. Competency Management profile ++
– Select one….

4. Build new organizational plan (S) +/-
– Integration issue HR and FICO; not only S; also K and OD

NOTE: All issues based on UM organization and UM’s SAP customizing…

Issue 1

Size of the UFO Job table (C)
- Incorporate Job level (Professor1, Professor2, ...) in the 
UFO Job table, yes or no?

- 110 Jobs (will work well until ambition level 2)
- >350 Jobs (needed for ambition level 3 and above)

Recommendation:
>350 Jobs: stable and future oriented solution / UFO beyond 

ambition level 2 is ‘built in’
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Issue 2
How to register result areas in SAP….?
• Variant 1: result areas in object T (Tasks)

– pro: in full compliance with SAP logic & SAP data model

– con: in universities there is no such thing as 1 set of result areas = 1 Job; this is not in 

compliance with the SAP system logic.

Example:

According to UFO the Job of ‘Controller ICT’ has 8 result areas. In 
faculty X appraisal is based on the first 4 result areas, whereas in 
faculty Y appraisal is based on the last 4 result areas. 
NOTE ---> This inconsistency in UFO is very difficult to handle in OM 
(result area in Task) as OM follows the inheritance principle….

Issue 2 (continued)

How to register result areas in SAP?
- Variant 2: result areas in Appraisal model

• pro: not all result areas are mandatory subject to an Appraisal

• The appraisal model is leading when performing an appraisal.

NOTE:

UM will opt for variant 2, as information and simulation capabilities 

in the SAP system will remain intact for ambition levels beyond 2. 

SAP requires consistency in order to perform adequately well as a 

Competency Management tool
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Issue 2 

Example variant 1:
• Result area registered in 

Task

S-C-T-Q

S 50005068

S  Controller ICT 4

C  Controller ICT 4

T  System problems

Q  Carefull / Accurate
Q  Goal oriented / Result oriented

T Monitoring functioning ICT

T  Maintenance ICT products

T  Coordination work execution
T  Process enhancement
T  Support

T  Installation ICT products
T  Authorization and security
T  Coaching

Q  Carefull / Accurate
Q Flexibility / Ability to adapt

Q  Carefull / Accurate
Q  Goal oriented / Result oriented

Q  Ability to delegate
Q  Tact / Sensitive behaviour
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Underlying assumption when building this prototype:
Competence Management Approach 
from ‘Schouten & Nelissen’

Qualification group

Thinking
Doing
Doing
Feeling

Feeling

Qualification description

Carefull / Accurate
Ability to delegate
Goal oriented / Result oriented
Flexibility / Ability to adapt
Tact / Sensitive behaviour

Level

Excellent
Excellent
Excellent
Excellent
Excellent

Position

Qualification group

Thinking
Doing
Doing
Feeling

Feeling

Good
Good
Good
Good
Excellent

Qualification description

Carefull / Accurate

Ability to delegate
Goal oriented / Result 
oriented
Flexibility / Ability to adapt
Tact / Sensitive behaviour

Level

Position

Cost center

Personnel group / Personnel 
subgroup

Person
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Profile match

Thinking

Doing

Feeling

Sussession
planning

Qualification group

Thinking
Doing
Doing
Feeling

Feeling

Qualification description

Carefull / Accurate

Ability to delegate
Goal oriented / Result 
oriented
Flexibility / Ability to adapt
Tact / Sensitive behaviour
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Qualification description

Carefull / Accurate

Ability to delegate
Goal oriented / Result 
oriented
Flexibility / Ability to adapt
Tact / Sensitive behaviour

Qualification group

Thinking
Doing
Doing
Feeling

Feeling

Match qualifications

Succession planning
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Issue 2

Example variant 2:
• Result area registered in 

‘Appraisal’ (IT0025)

S-C-Q

S 50010452
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Controller ICT 1

Controller ICT

Carefull / Accurate
Goal oriented / Result oriented
Ability to delegate
Flexibility / Ability to adapt
Tact / Sensitive behaviour

Variant 2:
UFO result areas 
captured in 
‘Appraisal model’

Monitoring functioning ICT products
System problems
Maintenance ICT products
Installation ICT products
Authorization and security
Support
Process enhancement
Coordination and execution 
Coaching
Professionalism

Controller ICT
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‘Upload’ of data from 
UFO documentation 
into the SAP system

Monitoring functioning ICT products
System problems
Maintenance ICT products
Installation ICT products
Authorization and security
Support
Process enhancement
Coordination and execution 
Coaching
Professionalism

Controller ICT

Result areas for Job ‘Controller ICT’: 

For every result area a score may be entered into 
the SAP system

Monitoring functioning ICT 
products
System problems

Maintenance ICT products

Installation ICT products
Authorization and security
Support
Process enhancement
Coordination and execution 

Coaching
Professionalism

Controller ICT
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The scores for result areas (1, 2, 3, 4, 5, 10) are 
automatically transformed into an ‘overall score’ 
based on an algorithm in the SAP system as  
customized

Monitoring functioning ICT 
products
System problems
Maintenance ICT products

Installation ICT products
Authorization and security
Support
Process enhancement
Coordination and execution 

Coaching
Professionalism

Controller ICT

Scores per Result area 
in Appraisal;

NOTE: 
Result areas 
6, 7, 8 en 9 
are not scored and 
not taken into 
consideration

Controller ICT
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Controller ICT 

Issue 3
Select a Competency Management method

- ABD

- Hay

- LDC

- Schouten & Nelissen (‘selected’ for UM prototype) 

- thinking, doing, feeling

- and so on…

NOTE: has to be fixated before implementing ambition level >2
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Issue 4
Organizational plan (S)
• Build new or rename all existing Positions

– Pilot finding: rebuilding financial interrelationships (K, OD) is quite 
an effort

• Central vs. Decentral
– Central: objects Job (C ), Tasks (T), Qualifications (Q)
– Decentral: object Positions (S)

NOTE:
• UM has opted for renaming existing Position (S), not building a new 

Organizational plan
• The reason for not rebuilding the Organizational plan is in the level 

integration with FICO; Cost Centers and Internal Orders are 
registered in OM (IT1018) not in PA (IT 0027)

• Renaming existing Positions implies the creation of new relations from 
existing Positions (S) to new Jobs (C ) as defined by UFO 

Integration HR and FI/CO via OM
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Summary
1. Issue 1 (generic)

- Recommendation: create extended Job table (350 entries)
- Reason: to be prepared for higher (level 3 and above) ambition levels in the future

2. Issue 2 (generic)
- Recommendation: select variant 2, result areas in Appraisal model
- Reason: UFO is less straightforward than SAP OM expects in order to function smoothly

3. Issue 3 (generic)
- Recommendation: select Competency Management profile
- This has to be implemented before proceeding to ambition level 3 and above

4. Issue 4 (UM specific)
- Transform the existing Organizational plan; integration between HR en FI/CO

5. Levels of ambition
- Limited choice (1 = minimum; 2 = maximum; >2 at this moment ‘out of scope’) 

Questions?

T +31 43 388 5503

F +31 43 388 5566

E henny.claessens@icts.unimaas.nl


