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I N  T H I S  S T U D Y  

This IDC ROI case study, sponsored by Halogen Software, investigates how Amcor 
Sunclipse used Halogen's employee performance management (EPM) solution to 
improve the speed and quality of its employee appraisals, as well as centralize the 
results to enable tracking and reporting of employee's skills within the company.  IDC 
provides insights into Amcor's decision to implement the solution, the vendor 
selection process, solution architecture, benefits and key findings.  

M E T H O D O L O G Y  

On March 30, 2006 IDC interviewed Lowell Richardson, Vice President, Quality, 
Amcor Sunclipse North America.  IDC would like to thank Mr. Richardson for his 
contribution to the case study.  

S I T U AT I O N  O V E R V I E W  
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Amcor Sunclipse North America is a branch of the Australian packaging 
manufacturing company Amcor.  With 2,200 employees in North America, Amcor 
Sunclipse manufacturers and distributes corrugated packaging products.  With 
headquarters in California, Amcor Sunclipse has 38 distribution centers throughout 
the USA and Mexico, as well as 14 manufacturing plants.    
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Amcor's mission statement stresses the importance of "encouraging and rewarding 
employees to achieve the highest standard of performance" (http://www.amcor.com).   
Although Amcor Sunclipse values this statement, demonstrating support for its 
employees through timely and comprehensive appraisals was becoming a challenge.  
The company's approach to completing employee evaluations, as well as the 
evaluation forms was in need of overhaul.    

Prior to introducing Halogen's EPM software, Amcor Sunclipse used a paper-based 
system to evaluate and track employees' skills and performance.  Human Resources 
(HR) assigned a binder to each employee containing the appraisal forms as well as a 
history of the employee's skills and competencies.  On the anniversary of an 
employee's first day with Amcor, HR sent the employee's binder to the manager.  
Since the appraisal forms were also due the same day, managers did not have time 
to provide thoughtful and timely employee reviews.   Richardson estimates less than 
10% of appraisals were completed on time.  Managers completed appraisals up to 18 
months late, and since compensation was linked to the appraisal, some employees 
waited up to two years for pay increases.   

The structure of the evaluation forms also presented a challenge.  Since the 
questions on the forms were qualitative, managers had no quantifiable metrics to 
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track employee performance.  According to Richardson, "the forms were rudimentary 
and could be completed in approximately five minutes".  The appraisals were also 
void of objectives, providing employees with little direction for broader career 
development.  

Amcor Sunclipse needed a solution that would provide two key features:  

��Improve the appraisal process.  The system needed to improve completion 
time, make the process simpler, and allow managers to track and report on 
employee's skills. 

��Improve the appraisal forms.  Appraisals needed to include metrics, objectives, 
and promote employee development.      
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Amcor Sunclipse's satisfaction with its Human Resource Information System, UltiPro 
by Ultimate Software, drove Amcor to consider software that would improve its 
appraisal process (http://www.ultimatesoftware.com).  Although UltiPro manages 
tasks such as payroll, benefits and company communications, Amcor Sunclipse 
wanted a complementary solution to manage its appraisal process and track 
employees' skills, allowing managers to identify qualified employees for job openings.  
Ultimate Software suggested a number of vendors and products, including Halogen's 
eAppraisal software.  Since Richardson knew of Halogen from magazines and word 
of mouth, he looked into their solution first.  The "glowing reports" received from 
customers Richardson contacted gave him the confidence he needed to proceed with 
Halogen. 

One aspect of the software that impressed Richardson was the accountability feature.  
Halogen's solution is designed to email a manager if a step in the appraisal process is 
not completed.  If a manager is late finishing an appraisal form and does not respond 
to the email, the situation is escalated to the manager's superior, and escalates up 
the company hierarchy until the form is completed.  Amcor Sunclipse felt this 
accountability feature would provide the motivation managers needed to complete 
appraisals on time.   

S O L U T I O N  AR C H I T E C T U R E  

Amcor Sunclipse launched eAppraisal for management and non-union employees in 
July 2005.  The company spent two to three weeks testing the system on a separate 
server before launching the solution in North America.  Richardson recalls the actual 
implementation only took a few days; a process that was so simple, "it was scary".  
Halogen was supportive and made the tool easy to use during the implementation 
process.  When Amcor needed to contact Halogen with a question, the company was 
available to address its concerns immediately. 

The EPM solution has replaced Amcor's paper-based system, reducing HR labor and 
material costs required to complete the appraisal process.  With eAppraisal, 
managers are emailed a series of steps to complete 30 days before the deadline, 
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providing the necessary time to complete a thorough appraisal.  Evaluation forms also 
include quantitative metrics to measure work performance.  For example, a quality 
control manager would be evaluated on the number of defective packaging products 
produced, providing a benchmark to measure current and future performance against.  
The basic structure of the evaluations is standardized to provide consistent 
evaluations across the company.  

O R G AN I Z AT I O N A L  B E N E F I T S   

With the implementation of eAppraisal, Amcor Sunclipse now benefits from the 
improved quality and on-time completion rate of appraisals, reporting capabilities, and 
system flexibility.    

Completion Time.  Since the implementation of eAppraisal, approximately 90% of 
the company's employee evaluations have been completed on time.  The new 
process has improved employee satisfaction as well since appraisals are linked to 
compensation.  Employees are now receiving timely pay increases based on their 
performance.  

Cost Savings.  Amcor's largest cost savings from Halogen's EPM software has been 
the elimination of resources to prepare and manage the old paper-based system.  
Richardson estimates Amcor reduced its headcount by 10 to 15 full-time employees, 
a cost savings of approximately US$300,000.  In addition to labor, the elimination of 
binders also saved the company paper and photocopying costs.  

Quality. Using quantitative metrics to set clear performance standards and goals is 
helping to motivate employees, as well as identify individual and organizational skill 
gaps.   Employees value the time their mangers take to help them identify personal 
objectives and career aspirations, as well as pinpoint the actions required to meet 
their goals.   

 Reporting.  Although Amcor liked the new evaluation process and format for the 
appraisal forms, the reporting function provided limited capabilities.  Managers could 
search for employees by title, but not by state or other attributes.   Halogen worked 
closely with Amcor to understand how it could help managers search for employees 
with specific skills from different departments or states, and report the findings more 
easily.  Halogen took these requests into consideration when developing its latest 
release of EPM 7.0.  Amcor implemented the updated solution on April 3, 2006.  A 
senior manager can now sort data by a number of fields including co-worker, 
manager, job title, location and appraisal score.  Amcor intends to integrate the 
reporting capability into its HRIS system to reduce the time and effort required to 
identify and rank potential employees for job openings. 

Flexibility.  Although eAppraisal improved the completion time of evaluation forms 
considerably, Richardson admits it took a while for some managers to adapt to the 
accountability feature.  Managers needed to allocate more time in their schedules to 
complete the evaluations on time and prevent email notices from being sent to their 
superiors.  The flexibility and customizable features in eAppraisal allowed Amcor to 
modify the program, simplifying the number of steps in the appraisal process from 
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seven to four.  Managers now find it easier and less stressful to complete the 
evaluations on time.   

By tracking meaningful metrics, objectives, and working with employees to help them 
define a career path, Amcor's employee performance management process now 
reflects its mission statement. 

"Halogen's eAppraisal has been instrumental in holding respectful, timely, 
and meaningful discussions with each of our co-workers; not just around 
past performance, but also around annual objectives, and career 
development opportunities and planning. It is a key tool in our talent 
retention efforts."   

K E Y  F I N D I N G S  

Amcor's experience deploying Halogen's EPM software demonstrates that companies 
should:  

��Prioritize employee appraisals by introducing accountability.  For Amcor, 
Halogen's software initiates reminders and creates consequences when 
managers miss a step in the employee appraisal process, motivating managers 
to complete appraisals on time. 

��Use quantifiable metrics and objectives to promote skill development.  
Identifying specific performance goals and career aspirations on appraisal forms 
gives employees a clear benchmark to measure against, and the opportunity to 
identify the steps required to advance their careers.  

��Prepare employees for change. Companies should provide employees with 
internal presentations and discussion sessions to complement the vendor's 
training services, and address managers' questions and concerns.   Although 
Halogen's software is user-friendly, Richardson admits Amcor should have 
implemented a better change management plan to ease the transition to its new 
employee appraisal system.  "[eAppraisal] was so easy to use we did not think a 
large change management program would be required."  Some managers 
however were resistant to the electronic system due to the increased pressure it 
created to complete appraisals on time.   

C O N C L U S I O N  

According to Lowell Richardson at Amcor Sunclipse, Halogen's eAppraisal solution 
has been "a real home run".  Amcor's implementation of eAppraisal demonstrates the 
software is an effective employee performance management solution that improves 
the quality as well as the on-time completion rate of appraisals, while delivering 
measurable cost savings.  By introducing organization, flexibility and reporting 
capabilities, companies can transform the employee review process from a 
rudimentary labor-intensive experience to one that centralizes information and 
encourages employees to achieve the highest standard of performance. 
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C O N T AC T  I N F O R M A T I O N  
Halogen Software 
495 March Road, Suite 500 
Ottawa, ON K2K 3G1  
Phone: 613-270-1011 Fax: 613-270-8311 
www.halogensoftware.com  
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