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Plan for your acquisition and avoid rework.
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What’s the key to success when it comes to acquisitions? 
Data integration. There can be a number of reasons that 
organizations pursue acquisitions. For some, it’s all about 
synergy or diversification, for others it could be increased 
supply-chain power or purely growth. 
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Whatever the reason or direction of the 
acquisition (horizontal, vertical or concentric), 
the most important action to tackle first is to 
convert the acquired company’s data into your 
current application so you can gain a single, 
consolidated view of both organization’s 
operations. A delay in integrating this data—or 
a consequential lack of data quality—can lead 
to poor operational decisions that are made 
on the basis of fragmented or incomplete 
information. If the two organizations continue 
to operate independently of one another, it 
could derail the acquisition integration entirely. 

So how do you convert 
acquisition data into Workday? 
We’ll show you. 
If an acquisition is announced after an 
organization has moved from a traditional 
ERP application to Workday, there are  
usually key personnel from the acquiring 
company that bring knowledge from the initial 
deployment and use of the application to  
the table. As a result, there shouldn’t be as 
much reliance on a Workday deployment  
firm to learn the system or understand how it 
functions. But that’s not to say that they can 
do it alone. 

An experienced Workday partner with a  
rich portfolio of merger and acquisition 
assessment, deployment and operational 
experience can be a great resource to  
provide consultation on best practices, key 
decision points and possible risks. You can 
leverage the relative strengths of everyone 
involved—the acquiring company’s  
knowledge of their Workday application and 
the acquisition’s familiarity with their own 
data and business processes—at the same 
time, bridging any conceptual gaps in 
understanding between the two organizations. 
Without it, there is potential risk to the 
conversion. 

Before taking the leap into a partnership  
like this, there are several unique factors to 
consider in order to set yourself up for a 
successful conversion.

1. Plan early: We’ve all heard the expression, 
“the early bird gets the worm” and it’s 
certainly true here. Start planning activities 
as soon as possible, so you will have 
visibility into potential pitfalls. You’ll then 
have time to adjust your plan and if needed 
add more time, resources or reduce your 
scope. Try to give yourself six weeks to plan 
so you have enough time to be focused  
on the details without reducing the 
urgency of the associated activities. If you 
can treat the planning or assessment 
phase as a project all in itself, it will help 
elevate the importance of this task.

2. Determine scope: It’s important to find  
a clear and common understanding of the 
baseline conversion scope in order to 
ensure decisions around the timeline, 
approach, roles and responsibilities are 
made with an understanding of the 
requirements. If it’s difficult to come to a 
mutual agreement, you should consider 
addressing the broader items first and 
delaying any exceptions to a review session. 
This will give you enough time to research 
any additional details so you can arrive at 
the next session with enough information 
to come to a sound decision that you and 
the rest of your team are comfortable with. 

3. Evaluate data quality: Before taking  
on a conversion, you should take a step 
back and weigh the potential value of 
existing data against the effort and cost 
involved in bringing it into Workday. Was 
the data recently audited or cleansed to 
increase accuracy or relevance? If the data 
is stale or you realize that it will require a 
lot of cleansing, it might be easier and less 
stressful to ask employees to input their 
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current information into Workday after the 
deployment. We have found doing so, often 
drives a higher user adoption of Workday 
amongst the acquisition employees. If you 
decide to go down that path, it is important 
to take into consideration how much time it 
will take employees to make these updates 
themselves before overall company 
operations are adversely affected by any 
missing data. 

4. Historical data: As a best practice, you 
should focus on converting only the most 
current data (or top of stack records) into 
Workday. Put the infrequently accessed 
data that is only required for ad-hoc or 
legal reporting into a data archive, where  
it is available for reporting purposes only. 
This will help shorten the deployment 
timeline and will allow you to focus on key 
deployment success factors. If you find  
that your historical data does in fact need 
to be combined with operational data  
for reporting purposes, it can be converted 
into the ‘History from a Prior System’  
area of Workday. Try to consider how  
these actions will affect the volume of 
employees who have been terminated  
as well as historical data that has  
been converted into Workday. Determine 
whether or not there is a need to stay 
consistent with decisions that are made  
in the initial Workday deployment. 

5. Special employee populations: When 
engaging in a Workday conversion, you 
must consider any special employee 
populations with differing requirements 
from the general employee population. 
Examples include a specific division, 
geography or specific HR, payroll, leave  
or time tracking requirements.

6. Methodology, roles, and responsibilities:  
A clear understanding of the methodology, 
roles and responsibilities is important  
to ensuring that every task has a clearly 
designated owner. Each task must be 
approached in a pre-established manner 
with several interim checkpoints designed 
to minimize risk and optimize quality 
delivery on schedule.

7. Timeline: Don’t underestimate the 
possibility of legal delays when obtaining 
access to acquisition data. This can often 
cause project delays. It’s a good idea to 
create a draft timeline that can account  
for resource requirement evaluations,  
as well as identifying potential timeline 
risks and mitigation plans. It is important 
to also consider the potential impact  
of data privacy laws in areas where 
acquisitions facilitate access to new 
markets. Since the go live date is typically 
the anchor date for timeline planning, your 
date selection may affect the overall 
project scope. If Workday Payroll is in scope, 
we recommend planning for an end-of-year 
go live date to avoid having to consolidate 
payroll data at the end of the calendar  
year. Additional considerations are benefits 
open enrollment and the need to provision 

Recommended acquisition conversion 
methodology
Roles and responsibilities

Task  
#

Task name Primary party 
responsible

1 Conversion planning/
assessment

Workday partner, 
Acquirer, 
Acquisition

2 Conversion extraction 
development

Acquisition

3 Configuration mapping Acquisition, 
Acquirer

4 Extraction and mapping Acquisition

5 Client conversion data 
review

Acquisition

6 Initial review of 
conversion data

Workday partner

7 Revise conversion data Acquisition

8 Transform conversion 
data to iload/EIB format

Workday partner

9 Load conversion data 
into Workday

Workday partner

10A Workday Tenant 
Release to acquirer

Workday partner

10B Conversion validation Acquisition
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downstream systems, which may also 
influence the go-live date. At times, it may 
even be necessary to combine an early  
soft go live that meets a specific objective 
with a later hard go live that truly 
integrates acquisition data into Workday. 
This scenario typically involves a data 
synchronization period between the two  
go lives, when data needs to be kept  
up to date between both the acquisition’s 
source systems and Workday.

8. Conversion prototypes: There are a 
number of conversion prototypes that  
are needed to properly test all aspects  
of the conversion process, improve  
source data quality, tweak the scope and 
consolidate timelines. Typically, there are 
three conversions that are needed at a 
minimum. We recommend adding a fourth 
conversion if Workday Payroll is in scope.

9. Configuration requirements: All Workday 
configuration requirements vary greatly 
from one acquisition to another. There  
are times when all of the acquisition 
employee data is brought into the current 
configuration structures, resulting in 
minimal changes to current business 
processes. Work locations, companies and 
cost centers would be the only potential 

configuration additions. This particular 
scenario can occur when both the acqui-
sition and the acquirer’s organizations  
are in the same business, operating in the 
same markets and offering similar 
products and services. On the flip side, 
when it comes to acquisitions that provide 
access to new markets, offer new products 
or services or integrate vertically, they  
are more likely to have some greater 
configuration requirements. In some cases, 
new functionality in Workday may need  
to be deployed to handle the requirements 
of the new acquisition. Additionally, a new 
staffing model or the need for multiple jobs 
can have extensive impacts to downstream 
configurations. Decisions to grandfather 
benefits, leave and time off plans also tend 
to increase configuration requirements.

10. Regulatory reporting: There is a possibility 
of expansion into new regions when you  
go through an acquisition, so be prepared 
to add complexity to your regulatory 
reporting in current geographies  
when it comes to the conversion of the 
acquisition data. 

11. Security, integration and reporting 
impacts to conversion scope: The volume 
of data that needs to be converted  
may be impacted by security, integration  
and reporting requirements, both for  
the acquisition and the acquirer. There  
may also be a need to modify or test 
current integrations, reports and security 
setup to ensure they work effectively with 
the new data. 

12. Custom fields: It’s important to keep  
in mind that fields from the acquisition’s 
source systems do not always readily  
map over to one of the existing Workday 
attributes. This could result in a need  
to bring them over into custom objects, 
custom organizations or custom IDs. 

13. Identification of acquisition employees: 
Try to maintain visibility into the acquisition 
population, as it is often recommended 
that all of the employees from the 
acquisition be assigned an acquisition 
company value that is stored in a custom 
field. This will also help streamline the 
conversion validation approach since  
it allows for a targeted validation of this 
population. 

Recommended acquisition 
conversion methodology

Conversion 
prototypes

Prototype 1

Prototype 2

Pre-production

Production

Scope
Accuracy
Schedule
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14. Service dates: Mapping service dates  
from the acquisition source systems into 
Workday requires steady hands and  
careful consideration for how these dates 
are used in both systems. We recommend 
converting the acquisition employees  
into Workday with their true hire date.  
This is because the date drives the effective 
dated availability of a majority of post  
hire functionality. The acquisition date can 
be housed in a custom field specifically 
designed for this purpose. 

15. Employee ID overlaps: New Workday 
employee IDs should be distributed to the 
acquisition population. Any overlap 
between the employee IDs of the acquired 
entity and those of the acquirer tends to 
require the assignment of new IDs to avoid 
any confusion. If it is decided that there  
is a specific need to retain the old IDs, that 
information should be housed in a custom 
ID field like ‘Prior System ID.’

16. Former employees: Additional complexities 
may arise when employees who previously 
worked for the acquirer now work for  
the acquisition (or vice versa). In the first 
scenario, employee IDs may need to be 
mapped over to Workday IDs, while data 
converted for the affected employees may 
be restricted in the second.

Taking a closer look.
Whether you’re preparing for a potential 
acquisition or have one to convert  
into Workday today, we are here to help. 

For questions or more information on 
acquisitions into Workday, contact us at 
workday.solutions@alight.com. 

About Alight Solutions 
As the leading provider of benefits 
administration and cloud-based 
HR and financial solutions, we 
enhance work and life through 
our service, technology and data.  
Our dedicated colleagues across 14 
global centers deliver an unrivaled 
consumer experience for our clients 
and their people. We are Alight. 
Reimagining how people and 
organizations thrive. 
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