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Introduction

What is this guide for?

Congratulations on reaching the next step of your digital transformation journey! At this point, your
organisation has already successfully carried out the preliminary steps of: recognising its IT needs and
requirements, coming up with a comprehensive 3-5-year digital transformation roadmap or masterplan,
sourced for IT vendors, and perhaps even executed relevant pilot tests to determine the feasibility of any
potential systems to be implemented.

The purpose of this guide is therefore to answer the practical question of how these proposed systems
and strategies may then be implemented in a sustainable manner to maximise the value of your
organisation's digital transformation journey.

How do | use this guide?

This guide introduces a 3-pillar process (along with relevant templates) to support Social Service Agencies
(SSAs) throughout the entirety of their IT implementations. We would therefore recommend that SSAs
read through this guide in its entirely to: (I) Establish the clear framework for them to follow throughout
their transformation journey. (2) Ensure that this process changes associated with the digital
transformation is clearly identified and defined, and (3) To keep senior management and staff members
updated and on track throughout the duration of the digital implementation project.

Pillarl: Project Management

The templates in this step are designed to help SSAs answer foundational questions such as: (1)
What the project is about (TQ Project Charter Template), (2) Who is involved throughout each step
of the project (TQ Project Roles and Responsibilities Template and RACI Matrix Template), and (3)
When to carry out or proceed with each step of the transformation process (and in what order).
It also includes evaluation systems such as the TQ Project Risk Assessment Template, TQ Issue Tracking
Template, and TQ Client/Staff Satisfaction Survey to help SSAs mitigate any potential risks and pain
points that may arise.

Pillar 2: Process Improvement

It is essential for SSAs to adopt a growth mindset to ensure that their implementation processes
go smoothly. To this end, SSAs may use the templates here to identify areas of improvement in
order to ensure the success and sustainability of their digital transformation efforts. These include
the 5 Why(s) Root Cause Analysis Template, the Lean Waste Analysis Template, the TQ Gap Analysis
Template, the TQ As-Is/To-Be Process Map template, the TQ Areas of Improvement Analysis Template,
and the TQ After-Action Review Template.

Pillar 3: Change Management Implementation
The final step of this process is for SSAs to identify stakeholders that can influence or will be

impacted the most by the upcoming changes. Relevant templates here include the TQ Stakeholder
Analysis Template, the TQ Stakeholder Priority Matrix, and the TQ Stakeholder Communication Plan,
with the aim of helping SSAs obtain buy-in from these key stakeholders and encourage them to
drive change across the organisation. SSAs may also make use of the job redesign templates (i.e.,



TQ Job Gap Evaluation Survey, TQ Job Gap Analysis, TQ Job Recruitment Template, TQ Training Plan and
Schedule Template, and Job Redesign Communication Template) and realign their current job roles to
cater to the operational requirements of the newly implemented digital systems.

Note: SSAs are encouraged to implement each pillar concurrently at the beginning and during an IT
project implementation.




Pillar I : Project Management

Project Management (PM) refers to the process of ensuring that projects are firstly planned and secondly
carried out in a way that adds value to SSAs and minimises both inefficiencies and cost-overruns from
start to finish. PM typically involves some degree of team coordination and strategic resource allocation
to help an SSA attain its goals, all while keeping scope, time and budget constraints in mind.

Acknowledging that SSAs are inherently well-versed in carrying out high-impact community centric
projects, the templates here aim to re-introduce PM best practices within the context of digital

transformation projects by (1) Building Strong Project Foundations, as well as (2) Establishing Mitigation
Plans and Project Evaluation Systems.

Build Strong Project Foundations: What, Who(s) and When

SSAs should start off any project by first establishing a strong project foundation or common
understanding that answers the following questions:

(1) What is the project about (or project objective)?
(2) Who is involved in the project?

(3) When should the project be completed by?

To accomplish this, SSAs may adopt the TQ Project Charter Template (see Figure |) that provides a
high-level one-page document of the key facts and objectives of the implementation. They may then, once
that has been completed, move from the big picture overview to outlining the specifics of the project with
the help of three further templates (as shown in Figures 2, 3 and 4).
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PROJECT CHARTER EXAMPLE

1. Fill in the project details as listed below.
Note: This document act as a constant frame of reference as your organisation embark on the digital solution implementation project.

Project Name

Volunteer Management System (VoIMS) Pilot Project

SSA Project Manager

Project Commencement Date

Person A
1st March 2022 \Project End Date [30th June 2022

To introduce the staff to the new volunteer management system and assess the suitability and staff

Project Description satisfaction of the new volunteer management system (VMS) system through an initial small-scale
implementation project.
< S 1. Introduce VMS to community coordinator team
Project Objectlves 2. Community coordinator team to transition their operations to VMS to further streamline their SOPs
A VMS system will be introduced to asssist ths community coordinator team in keeping track of the
Prolact Scona number of current and incoming volunteers and managing them across different projects. At this stage,
) P the system is to assist community coordinator team holistically and not the individual respective
volunteering project team.
KPlIs Current Goal
X High staff transition and Staff satisfaction rate ~ |40% 70%
Project Outcomes

satisfaction rate of new VMS

Project Deliverables

1. An effiecient VMS to assist coomunity coordinator team
2. Training workshop/sessions for the community coordinator team
3. IT support for community coordinator tram throughout 2-months pilot project

Time 2 months
Constralnts Reso-urces VMS Vendor & Team of IT advisory experts
Quality High (quantifed by 70% satisfaction)
Scope To only involve the community coordinator team
Manager Person A Person D
Project Committee Asst. Manager |Person B Team Members Person E
Vendor Person C Person F

Figure I: TQ Project Charter Template (actual editable template available)

Scan the QR code to view or download this
resource, or click here
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The TQ Project Roles and Responsibilities Template (Figure 2) highlights the key tasks and project
areas within an implementation and assigns staff members with the relevant expertise to each of those
tasks accordingly. SSAs may use this template together with the RACI matrix Template (Figure 3) that
determines whether the individuals involved in a project will be Responsible, Accountable, Consulted or
Informed during each task, decision, or project milestone throughout the implementation.

Both these templates, when used together, provide a clear picture to those involved in a particular project
area on how they collectively, as a team, can best contribute as well as who should be responsible for
what during each phase of the project.

@ een? Y NESS PROJECT ROLE & RESPONSIBILITIES
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Steps:

1. Based on your organisation’s project needs, you can re-edit the project area, role and responsibilities needed. To assist, TQ has defined
recommended project areas, roles and responsibilities in the table below.
2. Then, you can assign the person-in-charge to the defined roles. Do note that the details here can always be re-adjusted to your organisation’s

context.
Person In Project Area Responsibilities
Charge [PIC
Person A Organisation Architecture  Company Analyst Identify requirements of change project

» Select measurement metrics and goals to track progress

* I|dentify opportunities to create value in the organisation

*  Work alongside team representatives to craft effective change solutions

Persons B, C, Change Management Change Advisory Board » Make the final call on effectiveness of change strategies

D,and E (CAB) * Approve/reject proposed changes based on risk, disruptiveness, test
results, etc.

+ Reviewing implemented changes, both successful and failed

¢+ Reviewing change schedule and roles

# Assess risk and impact levels

Change Consultant » Develop change management strategy plan

» Assess existing company processes to determine areas of impact

Figure 2: TQ Project Roles and Responsibilities Template (actual editable template available)

Scan the QR code to view or download this
resource, or click here
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Steps:
1. Identify the current roles in your organisation based on the classifications: e.g. (1) Project Leaders, (2) Project Team and (3) Project
Sub-Team.

2. Then, choose from the drop-down list on whether the person-in-charge (as listed in the roles) is (1) responsible, (2) accountable or needs
to be (3) consulted or (4) informed for each processes under the listed phases.

RACI MATRIX
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Activity/Deliverable Project Leaders Project Team Project Sub-Team

Intitiation Phase
Process & Workflow Review

Develop Business Case
Plan Phase
Build Project Charter
Build Schedules, CPM, WBS And Gantt Chart

Execution Phase
Build Deliverables

Create Change Strategies & Schedules

Control Phase
Perform Change Management

Monitor and track progress

Closing Phase
Create After Action Review

C C/C C R C C Cc C C C

RS S SRS SR S S B O

Create Project Closure Report

Definitions

This group/individual is in charge and responsible for that part/phase of the project. A
28l Responsible person who is ‘Responsible’ may be, for instance, the key process owner, the decision
maker, and/or the key project coordinator.

The project team/coordinator needs to inform this group/individual to seek permission

[ Accountable or justify any form of decision making during this part/phase of the project.

The project team/coordinator needs to seek advice from this group/individual during
that part or phase of the project. It can also mean that this group/individual needs to be
consulted on any of the decision-making processes involved during those parts or
phases.

[l Consulted

This group/individual needs to be kept in the loop with regards to what is going on
Informed during that part/phase of the project. These groups/individuals should therefore be
updated via email or verbally informed about the project from time to time.
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and GO! ) Ko canccd Responsible Accountable Consulted Informed (RACI) Matrix

1. Identify the current roles in your organisation based on the exampled classifications : (1) Project Leaders, (2) Project Team and (3) Project Sub-Team.
2. Then, choose from the drop-down list on whether the person-in-charge (as listed in the roles) is (1) responsible, (2) accountable or needs to be (3)
consulted or (4) informed for each processes under the listed phases.

RACI MATRIX
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Activity/Deliverable Status Project Leaders Project Team Project Sub-Team
Intitiation Phase

Process & Workflow Review R A - Cc

Develop Business Case ' G NG| EC

Plan Phase
Build Project Charter
Build Schedules, CPM, WBS And Gantt Chart
Execution Phase
Build Deliverables
Create Change Strategies & Schedules
Control Phase
Perform Change Management A | A
Monitor and track progress . RIA|A
Closing Phase
Create After Action Review clcgmm C | C| C|C|C|C

Create Project Closure Report ' ---- ----

This group/individual is in charge and responsible for that part/phase of the project. A
Responsible person who is ‘Responsible’ may be, for instance, the key process owner, the
decision maker, and/or the key project coordinator.

The project team/coordinator needs to inform this group/individual to seek permission

AcEaNE. or justify any form of decision making during this part/phase of the project.
The project team/coordinator needs to seek advice from this group/individual
Consulted during that part or phase of the project. It can also mean that this

group/individual needs to be consulted on any of the decision-making
processes involved during those parts or phases.

This group/individual needs to be kept in the loop with regards to what is going on
Informed during that part/phase of the project. These groups/individuals should therefore be
updated via email or verbally informed about the project from time to time.

Figure 3: RACI Matrix Template (actual editable template available)




Scan the QR code to view or download this
resource, or click here

The end goal (or to-be state) of any transformation project may sometimes seem impossible to achieve
within the set project duration. Setting clear, achievable milestones or objectives can help with this issue
by allowing SSAs to (1) Visualise their progress better, (2) Reassure themselves that they are on the right
track, and (3) Stay motivated to persevere despite any setbacks or complications that they may encounter
throughout the project.

The TQ Project Timeline Template (Figure 4) (which is essentially a Gantt Chart) helps SSAs with
precisely this by breaking down the project into time-based phases for teams to complete throughout
each step of the project. The chart lists the tasks to be performed on the vertical axis and displays time
intervals on the horizontal axis. The width of the horizontal bars in the graph shows the expected duration
and illustrates the start and finish dates of each of these activities.

Having the Gantt Chart as a visual timeline aid is helpful for ensuring that an SSA's adoption of new IT
system(s) is in accordance with its digital transformation masterplan and assists it in planning out the
implementation of those systems over time.
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Steps:

1. At the “timeline date entry” table, feel free to edit the categories and tasks that best suit your project and organisation’s context. Changes in these two
columns will be reflected in the Gantt chart.

2. Then, fill in the purpled coloured “start” and “end” columns with the respective dates (format: month/date/year or mm/dd/yy), as well as choose the colour
on the drop-down list in the purple-coloured column entitled “colour”.

3, These changes will be automatically reflected in the Gantt chart and blue-green columns in the "timeline date entry" table and “timeline milestone entry
table”.

Do note that columns with blue-green headers are not to be edited.

Project Timeline

Milestone 1 Milestane 2 Milestone 3

Target Audience Analysis 3/2/20 4/8/20 5/5/20

Prototypes Development

CostEstmates L

Concept
Develop ment

Architecture Design
Systems Design
Deslgn fine-tune | ] |
Make-buy evaluation | ]
Complete Definition
Materials verification

Design

System

Architecture

Milestone 1

Tooling if2/30

Detail Design

Quality Assurance and Control
Beta Testing
Modulation

Testing and
Improveme
nts

Process Improvement
Key Customers
By tu Milestane 2 -

Evaluate 4f8/20 _

Begin Full Production ]

Production

Economic Analysis

Misced la neo
us

Figure 4: TQ Project Timeline Template (actual editable template available)

Scan the QR code to view or download this
resource, or click here
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Establish Risk Mitigation

It is important to recognise when carrying out PM that each project comes with its own set of challenges
and potential areas of improvement. As the adage goes "prevention is better than cure" and SSAs may
take this saying to heart by establishing mitigation plans with the help of the TQ Project Risk
Assessment Template (Figure 5).

The template may be used by project leads to identify potential risks (that should be clearly spelt out with
the help of detailed descriptions and clear risk categories) along with their respective levels of severity
(or priority), which will then initiate the formation of effective and targeted counterstrategies or backup

plans to help mitigate these issues as they arise.

Risk Categories:
(D 7'/ . [ ] 5R: Staff Rek TR: Time Risk
X/ Tech- 7 :t Sl E.Sé,,sf PROJECT RISK ASSESSMENT EXAMPLE RR: Resource REK [QR- Quaity REk
ThunderQuote and-GOY N\ SR CR- Company REK

Steps:

1. Identify any potential risks that may occur during the project. Theseriskscan be (1] internal or (2) external.
2. Theserisks can befurther elaborated to provide more context.

3. Theserisk can then be categorised as (1) staff risk (SR), (2) resource risk (RR), (3) compary rsk (CR), (4) time risk (TR) and/or (5) qualiy risk (QR).

4. Following that, determine the levek of serverity of those risk s (1) low, (2) medium or (3) high.

| No. | Potential Risk Description Risk Category Severity Lessons Learned & Risk Mitigation
INTERNAL RISKS
1|Lack of and imied staff buy-in Staff resistance to use new system due to
unfamiliarity with the proposed digial system @ High Provide staf training and support channels
and project purpose Change Management to bediscused and
planned prior to start of project.
2| VMSworkﬁggrPupwereunableto differentiate Staff enthusiasm calﬁe«?as}lkein new requests, Impr oved scope of work and requiremernts
between _pmrtlz:ai features from ones that were tha_'dore dfected thetimeline and deliverables gathering should be done at thevery
not bassline requirement features. during the development and UAT stages T - beginning before development. Addiional
! femtures requested should ako be dscussed
with developers and not included into UAT
tracker.
EXTERNAL RISKS
1 Limited manpower assgned to project Due to the number of new requests and the Improved scope of work and requirements.
Imited number of developersfirst assigned to the gathering should be done at the very
project, adapting to said requests proved more. FR High beginning before development. This may
difficuk and additional time was needed for require investing additional time for
implementation by developers. requirements gathering and ussr journey
2|Lack of clar by around project manzgement roke It wasn't clear to LCSS or TQ who would be the Clarity on roleand expectations to be clearly
acting project manager for the ITvendor. LCSS discussed prior to start of project between
felt they werethe onesto eventually take on = Medium LCSS, Consuttants and IT Vendor. Because T4,
project management role. Ths was due to : was both the Consukants and IT Vendor, ths
miscommunication and msaligned expectations overiap ked to confusion.

Figure 5: TQ Project Risk Assessment Template (actual editable template available)
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TQ Issue Tracking Template (Figure 6) may be used to track issues reported by users and receive
status updates from individual IT specialists so that any potential issues may be addressed as soon as

they arise. This tool is most commonly used during User Acceptance Testing (UAT) phase.
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Steps:

1. Identify the module(or digital solution) that you wish to conduct user acceptance testing (UAT) on, as well as the start date.
2. Fillin the issues raised by staff in adopting the system, as well as the other details as highlighted in the columns,
3. To determine issue priority and status, refer to the sheet entitled "Legends".

UAT Start Date: 17th October 2022
Module: Task Automation System

Raised Date

Raised By

Process
(To be associated
with a test case)

Issue Description

(Include: what device/browser you are using; what time you have
encountered the issue; what was the user account that encountered the
issue; whether you can replicate the issue & what are the steps taken to
replicate it)

For the volunteer management system {VMS), admin staff could not find the

Priority

Assigned To

Status

Expected
Closure Date

USER ACCEPTANCE TESTING (UAT) ISSUE TRACKER EXAMPLE

Additional Remarks

Closed Date

Closed By

nable to finy
1 20/10/2022 Person A :ﬂ::':::ﬂ ;ileds automated file on Microsoft Sharepaint when volunteer send in their application Low Person D Fixed 25/10/2022 NfA 26/10/2022 Person D
through the VMS.
Task automated system | When community coordinator was transfering huge backlog of clients (e.g., elderly)
2 23/10/2022 PersonB | crashed resulting in loss |files and documents, the client management system (CMS) crashed and the client files | High Person E Reopened 5/11/2022 NfA 7/11/2022 Person E
of files including the ones in old cloud system were deleted.
3 | 2f10/2022 PersonC | HR Tasks not automated | Completion of interview ticket for upcoming hires not automated. Medium Person F Need clarification | 27/10/2022 NfA 28/10/2022 Person F

Figure 6: TQ Issue Tracking Template (actual editable template available)

Scan the QR code to view or download this

resource, or click here
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Evaluate Project Success

Towards the end of the Project Implementation, it is time to start planning for Project Evaluation. This is
to assess the success and satisfaction of the overall project implementation (i.e., the planning, the IT
solution, the IT vendor, etc.).

This evaluation occurs after “Go-Live” of the IT system/solution (i.e., after the system has finished the
majority of the development phase, users have been trained on how to use the new system, and staff have
had sufficient time to incorporate the new system into ther day-to-day operations).

The TQ Staff/Client Satisfaction Survey (Figure 7) is a survey that SSAs may distribute to their users
for them to measure the overall success of the digital implementation project. The TQ Staff/Client
Satisfaction Survey allows their users to provide much-needed context on (I) System implementations &
usefulness of IT solutions, (2) Overall IT experience, and (3) Overall levels of user satisfaction, along with
any additional feedback.

A user satisfaction level of 70% or above is typically a key indicator of good performance for
transformation projects.
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Steps:

1. To access staff(s) or client(s) satisfaction on the new digital system or solution, administer the following template survey to them.

2. Enter the link (here), duplicate it to your organisation cloud system and edit it based on your preference or create a new feedback form using the
PDF draft below as a guide.

3. Ask your staff(s) or client(s) to fill in the survey and you can then gauge their satisfaction on the new digital system or solution.

Staff/Client Satisfaction

The survey will take approximately 4 minutes to complete.

Objectives: To collect staffs or clients feedback and experience regarding the new digital solution(s) or system(s)
that currently being rolled-out and implemented at your organisation

{In the survey guestions, "IT Solution” and "IT System” refers to the new system implemented.)

IMPORTANT: All interviewees and their personal details will remain anonymous throughout the course
of this report.

* Required

Personal Information

1. Email Address *

Enter your answer

2.Role / Job Title *

Enter your answer

3. Department / Team / Centre *

Enter your answer

Figure 7: StaffiClient Satisfaction Template (actual editable template available)
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SSAs are recommended to use TQ KPI Reporting Template (Figure 8) by referencing the metrics in
the TQ Staff/Client Satisfaction Survey to measure the success of their project implementation. SSAs can
also come up with other KPIs that are relevant to their digital implementation project and organisational

standards of increased productivity, collaboration and satisfaction.
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Steps:

1. To remain determine the pe charge (usually the project manager) ta fill in the KP| reporting, and that person can input the last updated date to ensure that data best reflect the current progress.
2. Based on your project objective, determine the expected outcomes (or measurement of success) of the project.

3. Next, identify where the data should be collected farm

4. Set the metrics (o KP! for tracking) which allow to identify the data points needed to quantify the success.

5. Based on the metrics set, input the target in numeric format.

6. Once that is set, input the actual outcomes.

7. Percentages for the success rate will be T the btained, you can refer ta the rubric below, or edit the rubic to your discretion

8. The data input are automatically reflected in the graph below.

Note: You can use TQ User Satisfaction Survey to measure and report KPis #1-5. Additional KPIs can be determined intemally within the organisation and added below.

Updated by: Project Manager
Last Updated on: Saturday, January 1, 2022

Expected Timeline
[ Target/ Maximum Score

Data Collection Methods / Sources
Sliected

Percentage (%) to schieve

Measurement of Success
minimum K1

(How is the data ¢ (What metrics should the organisation track?) (in numbers)

L [5tafts inthe relevant Departments are using the IT | User Satisfactian Survey - % of users n i e VAR B 0 = m—
Solution on 3 day-to-day basis
User Section 1:
The IT solution implemented s useful (.., reduce % "agree” and “strongly ag for
2 | operations time, etc.) Implementation & Usefulness of T Solution |, e ation & usefulness of IT solution L =
Staffs folt that their top management assisted In their | User Satisfaction Survey - Section 2: Change . S N
f
3 journey to transition from their previous work Planning and % total percentags of *agree® and *strongly agrae’ rankings for 100 80
v change management & implementation
processes to using the new IT system. Satisfaction %)
[ The IT vendor outsourced provide quality services and et i " & % total percentage of "agree” and "strongly agree” rankings for
i Ketfsd Vendor Experience vl e 100 50
(Satisfaction
5 [statts involved are overall satsfied with the digital :::‘s::’:‘;‘:";""" ~Sectiond:Overall [0\ o) parcentage of “agres® and “strongly agree” renkings for i 2
- u o
implementation consultancy (DIC) project aowsiaeped overal satistaction
3
7
s
9
10

Rubric

Meaning
The cutcomes of your digital implementation project have not been fulfilled. Your organisation can conduct interviews and gap analyses to identify lssues, risks and obstacles to the implementation
project, and then devise strategies to solve them

Your organisation has moderately achieved the project outcomes, but there are areas of improvements for your organisation to consider moving forward

c for achieving Your on the right track for successful digital implementation|

Success Rate vs Actual vs Targeted KPI

n
4 t0tal percentage of “agree” and 'srongy agree” raskings for overal satafaction _ n

10
50
% total percentage of “agree” and “strongly agree” rankings for T Vendor experience. 50
100
%
 t0tal percentage of “aqree” and “strongly agrae” rankings far change management & implemantation 0
10
]
% total percentage of *agres” and “strongly agree” rankings for mplerentations & usefulness of IT wohition 5
100
s
 ramber of rosomdents n the user satisfaction survey n
w0
0 0 w0 w ” 10 120
®Percontage (%) ® Actual Target/ Maximern Score

Figure 8: TQ KPI Reporting Template (actual editable template available)
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Pillar 2. Process Improvement

Continuous process improvement refers to the act of adopting a growth mindset to enhance the tools,
services, or processes that are offered or put in place by SSAs. These efforts, when made consistently
throughout a project's duration typically results in incremental improvements over time. Having such a
growth mindset during the post-pilot or implementation phase may also lead to quick improvements
within a short timeframe.

We would therefore recommend that SSAs strive for process improvement by (1) analysing their current
processes, (2) utilising the results of this analysis to come up with next steps going forward, and (3)
continuously evaluating the efficacy of their efforts with the help of an after-action-review (AAR) to ensure
the success of their implementation efforts.

Analyse Current Processes

Many organisations are under the assumption that digital transformation is a linear or stepwise process
that consists of clear start and end points. However, the reality is that digital changes occur cyclically and
gradually throughout the duration of an SSA’s operations, which results in various issues such as inefficient
processes and workflows, siloed departments, and overly complicated systems along the way.

TQ has therefore compiled a list of four process improvement analysis tools or methodologies (along
with a description of their primary functions) for SSAs to consider making use of:

(A) 5 Why(s) Root Cause Analysis
This tool should be used if an SSA encounters a single or a few persistent, well-defined issues
during its digital transformation, as it can help to uncover the root cause of those issues and assist
SSAs in taking their next steps forward.

(B) Lean Waste Analysis

For SSAs that are unsure on where to start in their transformation journeys, this framework
assists in identifying potential areas of improvement and helps them eliminate the “8 wastes of
lean” that could potentially cause a wastage of resources during the transformation.

(C) Gap Analysis

A useful framework for SSAs to use when a current or implemented IT system does not meet
their digital transformation objectives. This template compares a system's expected performance
with its actual performance and identifies areas of improvements from there.

(D) As-Is/To-Be Mapping

A helpful tool that may be used by SSAs to recognise their current or “as-is” states and their end-
goal or “to-be” states in order to construct a suitable IT system process flow. This type of As-



Is/To-Be Mapping acts as an SSA's visual aid to help them determine if any steps should be added
to or eliminated from their current processes.

While it is true that utilising all four of these tools allows for a comprehensive analysis of an organisation's
current state, we would recommend that SSAs only make use of tools that are relevant to their current
issues to avoid having to add on more systems unnecessarily.

5 Why(s) Root Cause Analysis to Identify Underlying Root Cause

It is essential for SSAs to first identify and understand the root cause of a problem (rather than simply
acknowledging the presence of surface level symptoms) in order to eliminate the systemic bottleneck
caused by that particular issue. To this end, they may choose to use the TQ 5 Why(s) Root Cause
Analysis template (Figure 9) to first define the problem statement and ask a series of 'why' questions
in succession until the root cause of the problem is reached. Doing so will allow them to tackle the issue
at a fundamental level by implementing a solution to deal with and eliminate the problem at its core.
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Steps:

1. Define the problem currently faced by your organisation.

2. Determine the primary cause by asking "why the problem occurred™

3. Then ask the question "why is that” four more times to determine the oot cause

4. Based on the oot cause identified, ideate a digital sclution that can address the problem and root cause identified.

5. Lastly, determine the person who will be responsible to address the issue, the step needed to begin carrying cut the solutions and the progjcted completion date.

DFF;(;";L;E The payroll for all employees are late by a week.

PRIMARY CAUSE
Why the problem occcured?

' Because the accountant approved the payroll 3 days
late.

Why is that?
2

Because the accountant was on a sick leave.

Why is that?

WHAT ISTHE

Because there was no substitute for her role.

Why & that?
~ Because the organisation had not planned for
emergency leaves for the accountant.
Why & hat? ROOT CAUSE

Because the organisation had not made any sop

around emergency leaves.
NOTE: Go badk o the previous “why”, if there i no controllable solution

SOLUTION WHO IS RESPONSIBLE

Anna from T
Department
WHEN TO BEGIN

Use an automated accounting software to process payrolls on time. Resesrch for asoountng

COMPLETION DATE

27-Apr-21

SOLUTION

Figure 9: 5 Why(s) Root Cause Analysis Template (actual editable template available)
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Lean Waste Analysis to Streamline Downtime Processes

The Lean Thinking framework is an approach that focuses on improving work processes to ensure that
they are of value. Waste analysis is one of the core principles of this framework that involves identifying,
quantifying, eliminating and preventing waste from various areas. Many Lean concepts and tools
focus on continually identifying, describing and eliminating such systems and operations that are either
inefficient, resource draining, or do not add value.

A waste is defined as any action or step in a process that does not add value to the client or customer.
SSAs may employ the Lean Waste Analysis Template (Figure 10) to streamline their current digital
solutions, systems, and standard operating procedures in an attempt to eliminate the 8 'wastes', (1)
Defects, (2) Overproduction, (3) Waiting, (4) Non-utilised talent, (5) Transportation, (6) Inventory, (7)
Motion, and (8) Extra processing/Insufficient operations that typically exist within an organisation. The
template provides clear definitions and explanations for each of these wastes.

SSAs should aim to describe and classify their wastes according to the degree of negative impact that each
of them could potentially have on their digital implementation projects. They may then categorise these
wastes into one of three levels (high, medium or low) in order to decide which of them should be tackled
first.
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Steps:

1. Based on the 8 types of wastes as listed below, elaborate the current issues that your organisation is facing that is contributing to the
inefficiencies.
2. Then, the level of waste can be categorised as (1) high, (2) medium or (3) low:

HIGH
LoW
WER G Occurrences & Description Level of Waste
Defects 1. Constantly missed deadlines
Inaccurate or incomplete information and 2. Wrong advice given to beneficiaries
services 3. Some services do not serve client needs

1. Conducting unnecessary diagnostic procedures on
clients

2. Keeping both hard and soft copies of documents
3. Making 2 extra copies of each report

Overproduction
Making something sooner / at larger
quantities than required

HIGH

Waiting 1. Waiting for approvals from management
Waiting on people, information, materials, 2. Beneficiary wait time to receive services
etc. 3. Certain staff waiting for tasks
Non-Utilized Talent 1. Lack of engagement & discussion with staff
Not fully making use of the skills, 2. Lack of employee training Low
experience, or knowledge of employees 3. Poor employee matching with relevant skills
1. Reports undergo multiple reviews
Transportation
Moving items or information 2. Poor building layout resulting in a long distance LOW
: between reception and counsellor’s office
unnecessarily
J 3. Resending emails
Inventory ; gtcoc:rr\n uallzttl!ri]tgi;ocr’\aatlabfeor:ec:iaézr?’?r\?ormation than
Collecting information, data, etc., beyond : 9 HIGH

necessary
3. Pile up of pantry supplies
1. Poor building layout resulting in extra walking time for

what is required

Motion staff
Non-value-adding motion by employees 2. Switching between too many applications
3. Walking to and from copy machine
g:t;-?alti'igc:‘csesmngllnefflclent 1. Unneeded fields in beneficiary registration form
Non-value-adding processes or steps by 2. Additional sections in re_port 5 N
employees 3. Extra document formatting & design

Figure 10: Lean Waste Analysis Template (actual editable template available)
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Gap Analysis to Provide Clarity on Digital Project Implementations Expectations and Reality

A gap analysis is a process which SSAs may use to compare the performance of their current information
systems or use of software applications against their expected levels of performance, with the ultimate
aim of identifying any gaps or shortcomings within these organisational processes. Gaps refer to the
deficiencies present within an organisation's existing or as-is state and may be used to identify factors that
are needed by a particular organisation to reach its target or to-be state.

Gap analysis is important as it helps an SSA to determine if it is operating at its fullest potential, and if not,
why. It also helps to identify flaws in resource allocation, planning, production, and so on that may have
gone undetected.

The first step in gap analysis is to identify any gaps in the areas of technology or progress once the change
project has commenced. SSAs can accomplish this by using the TQ Gap Analysis (Figure | 1) which aims
to assist SSAs in recognising gaps in their organisational capabilities and strategies so that they may be
filled as soon as possible. This will help them to improve and refine their digital change strategies as the
project progresses and adapt their initial plans according to various developments and requirements as
they present themselves.

(4
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Steps:

1. During the digital implementation process, identify the business requirements your organisation is facing.

2. Then, elaborate the existing situation and limitations.

3. Once you have a clearer understanding of your current change management implementation gaps, identify the new resources and capabilities
required to fill those gaps.
Lastly, compare the gaps between the existing resources and required capabilities to fulfil the business requirements.

BUSINESS EXISTING SITUATION & NEW CAPABILITIES REQUIRED GAPS BETWEEN EXISTING AND
REQUIREMENT LIMITATIONS TO IMPROVE REQUIRED CAPABILITIES

Email migration to Microsoft
365

Data Governance & Data

Management
Human  Resources (HR)
system integration  with

Finance System

No vendor appointed for email migration yet.
Mo discussion on the subject with vendor (that
handles on-premise emails). Kept on lowest
priority to avoid confusions that will arise from
having two systems in place,

Data protection, retention, classification
policies etc. depend on the files on SharePoint
and the email addresses. Migration needs to be
completed first. OMS & VMS are handled by
another vendor and are built on Microsoft
PowerApps, Each management system is going
to share the same database.

The Finance system utilized Navision integrated
with Nhelp. There are issues in automated data
sharing between the HR system and Finance
system due to confidentiality and auditing.

Connect the existing emails to Microsoft and
forward the emails to the old system.

The system being built should not be a “copy-paste”
base design and should be customised for specific
use cases. The data fields should be separated for
the ease of analysis later. Individual identifier in
VMS should be the phone number or email address
of the individual. The database should be a split
database (utilizing a central contact object).

System should be designed with an export data
feature.

The migration should be done by-department.
Leaders should allacate a date to move from the old
system to the new system to minimize confusion
and inefficiencies over parallel run.

Once the migrations are done, discussion is needed
with vendor on requirements, Request for the
vendor to provide an ERD (Entity Relationship
Diagram) to be reviewed and corrected.

Discuss with Whyze Solutions on exporting data
(payroll, claims, etc. into a standardised format to
which it can be manually verified either before or
after importing into Navison.

Figure 1'1: TQ Gap Analysis Template (actual editable template available)
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Once the various departmental and operational processes have been identified and benchmarked, SSAs
may use the TQ As-Is / To-Be Process Map template (Figure 12) to first capture their current "as-
is" state processes and workflows and identify various pain points within those processes. They may then
create a "to-be" process map that illustrates the desired future state of the new processes (ideally with
higher efficiencies and workflows). Having such a template allows SSAs to identify the parts of each process
that need improvement as well as the specific changes that need to be made within those processes, with
the aim of reducing process inefficiencies.
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steps:

1.Firsty, il in the "As-s” process map based on the current digital system.

2. dentify the relavant roles and users involved in using the IT system.

3.Then, start the user journey by keying in the activities done when using the digital system from role 1to roles 2, 3and 4

& After you get an overview of the *as-™ process map, determine how you can improve the current IT system process flow

(This can be either by (1) reducing the activities to streamline the process, of (2] adding more checkn steps with relevant person-in-charge to ensure process/iT system are of high quality)
5. Then, for the *to-be” process map, repeat steps 3 and 4. (New addition o  see example]

Mote: or ‘boxes ond arrows to desctibe the process flow.

= B

Webiste admin support role in the VMS process to be removed

Potential (Create Account and Potentisl Creste Account and .
— Volunteers smiveto | ==P | Fill inVolunteer Vokmiosts Volunteers sriveta | =P | Fillin Voknteer :o (‘n lcdunlz u‘me and e"nnl ::u, m:.:) “mmb:e( ::(;1
rooss SSA'S VMS system. Agplication Form o SSA'S VMS system. Applcation Form faster as volunteer applicants have complained al ¥
S S N
[R—— Send ot brrobieadll LR SIS (P [
Responses nd Vounteet resperoes Voluntoer PRl
oomicsdfom | =P | tovolntee Coordinator o st ¢ Qe —p (M
s
Resoomes cocedinator - / /
Voluntoer
Emat Volunteer
Volunteer Aoplcants an 50 oscce wnemner NO | Email Volunteer Coordinator In ooy Applicants/
ey :
Pmrds sccaptance emilsong. o - 5 | Aopicants  efecton Afic Owbosrd e Volunteers'

respeciive
wih volunteering werer S emalt Volunteering Volnteers Sokimaier the end of volunteers Josedy e
scheduies rmpames Department ributions in commitment contact VMS ended.
_— e— N

l

Volunteer

siong . Oowrioad and send
Coordinator in N st i Apglicants/
Spacific Ondowrd espect —p|  Volunteers'
—P |tokeyinssdmontor] = | volumtoer progressat Lo

Volunteering Volunteers dhietias the end of vokmteers DY
Dopartment contribations i VMS commement cantact VS ended.

Figure 12: As-Is & To-Be Process Map Template (actual editable template available)
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Continuous Evaluation

Thorough analysis of the current systems and pain points using the 4 tools described above leads to clearly
defined outputs and next steps that SSAs should take. We would therefore recommend that they compile
their findings from the analysis section above and summarise the potential areas of improvement in the
TQ Areas of Improvement Analysis Template below (Figure 13).
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Steps:
1. Identify areas of improvement(s) (or weakness).
2. Then, ideate potential actionable strategy that can be taken to address the identified areas of improvement.
3. Lastly, determine the priority of the areas of improvement of either (1) low, (2} medium ar (3) high. Level of Waste can be categorised as 3 levels:

HIGH

LOW

Area of Improvement(s) Improvement Strategy Priority

Inaccurate dates in the timeline for phase 1 .
. Ensure that the next phase is thoroughly documented. HIGH

due to lack of documentation.
Unexpected large changes/new feature Ensure that all requirements are collected before the T
requests caused a delay in the timeline development phase or at least before UAT.
New feature changes caused the staff who are  Make sure that the uifux of the features are implemented ST
not familiar with tech to be confused according to the mental model theory ’ :

Figure 13: TQ Areas of Improvement Analysis Template (actual editable template available)
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Having already formulated ideal targeted improvement strategies and determined the priority levels of the
various areas of improvement, SSAs should now have a clearer picture of the next steps that they may
take to improve their current systems and processes throughout their digital implementation.
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SSAs may choose to conduct After Action Reviews (AARs) after carrying out their process improvement
strategies, as systematically conducting AARs with key players across the organisation is a highly effective
method of driving change and building motivation amongst staff members. These AARs, if used, should be
kept as simple as possible, with the goal of bringing team members together as a group to assess the
effectiveness of a change project. Asking key questions shown in the TQ After Action Review
Template (Figure 14) will allow the project team to identify their mistakes, reflect upon what they have
learnt, and suggest new strategies for improvement both during their current implementation and for
future digital implementation projects.
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Steps:

1. Based on the agreed facts, fill in the blue (or top left) quadrant with the initial change management goal set earlier.

2. Then, proceed to the green (or top right) quadrant and list the actual results of project.

3. Compare the expected goals or outputs (top left quadrant) with the actual results of the change management project, evaluate whether there were differences, and identify potential reasons for the
differenes and list in the bottom left quadrant.

4. Lastly, identify the (1) areas to maintain and (2) areas of improvements for future projects.

What actually happened?
- staff productivity improved by estimated 30%
- established collaborative working culture in 50% of
relevant teams

What were we expecting?
- improved staff productivity by ~20%
- remove departmental silos and establish collaborative
working culture within the entire organisation

Agreed Facts Shared Opinions

Why was there a difference? What will we keep and improve next time?

- the digital productivity solutions implemented were more
effective than anticipated, resulting in a 10% better
productivity rate
- difficulties in breaking departmental silos and changing
company culture caused lower rates of collaboration than
expected

- continue use of new productivity tools, and
implement it in all departments of the organisation

- conduct staff training sessions to aid in coping with

culture change
- provide rewards for teams and departments who
cooperate in removing silos

Figure 14: TQ After-Action Review Template (actual editable template available)
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Pillar 3. Change Management Implementation

Change management, which involves managing the ‘people side’ of change, is a crucial element of any
transformation project. This is because the inclusion of new digital tools and systems typically results in
huge and significant shifts in individual staff members' workflows, which inevitably leads to change
resistance as SSAs transition from their older systems to newer ones.

The final step in the overall 3-step process therefore aims to guide SSAs through this challenging process
by helping them implement digital change management strategies to obtain buy-in from key stakeholders
and drive change across their organisations.

Ensure Digital Project Implementation Success through Stakeholder
Change Management Planning

SSAs should prioritise creating change management plans and strategies as early in the transformation
process as possible to maximise the chances of their digital transformation efforts succeeding.

One of the first steps in the change management planning process is to identify the key stakeholders
involved in the change project, as well as the stakeholders that will be impacted the most by the upcoming
changes.

This is a helpful way to keep track of which of those stakeholder groups require high levels of support
and training, and which are better equipped to handle the transformation. It also helps with the gauging of
current staff sentiments and levels of buy-in across the organisation which may then be used as a
foundation for stakeholder communication training and job redesign plans in the future.

The first step of the stakeholder analysis process is as follows:

(1) Identify key stakeholders

(2) Categorise each of these stakeholders / stakeholder groups according to the levels of influence
they would have on the transformation efforts as well as the amounts of support that they
would require

(3) Develop and prioritise a stakeholder engagement plan accordingly

The second step involves SSAs conducting a stakeholder analysis with the help of the TQ Stakeholder
Analysis template (Figure 15) which will allow them to classify key stakeholders or stakeholder groups
according to their respective levels of influence and support (as determined in the previous step) and
prioritise these stakeholders according to their potential contributions and risks that they could potentially
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bring to the project. SSAs may then use those pieces of information to come up with a suitable engagement
strategy for each of these stakeholder groups.

Once that has been done, SSAs may use the TQ Stakeholder Priority Matrix Template (Figure 16)
to indicate the levels of support that each stakeholder group, as defined previously, will need to receive
throughout the system implementation (high or low) as well as the magnitude of the impact (high or low)
that the implementation of the system will have on each of these groups. Additionally, the matrix uses
these indices to classify stakeholders into 4 main categories:

Stakeholders to Keep Satisfied
Stakeholders to Keep Close

Stakeholders to Keep an Eye On

Stakeholders to Keep Up-To-Date
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This worksheet is for you (a) to identify who are the stakeholders within your organisation or (b) to identify the
stakeholders related to a change management issue.

How to use the worksheet:

1. Read the explanation of the terms below before doing the worksheet, then decide if you are using the worksheet for purpose of (a) or
(b) (as mentioned above).

2. For (b), you would need to then decide the change management issue you are focusing. Eg. Implementation of new system.

3. After deciding your area of focus for this worksheet, write it down below.

Key Definitions in the Stakeholder Analysis Table:
Terms Explanation

Influence Influence refers to the degree to which a stakeholder or group will be impacted throughout the adoption of a system or
during a change during different phases of the transformation (e.g., from the pre-system implemented phase to the system
implemented phase), which would help that organisation identify user issues that might arise during the adoption or
transition period. ‘Low impact’, for instance, means that a person has minimal issues with the adoption of the new sy

Support Support refers to the level of guidance that a stakeholder requires throughout a change (e.g., High support means that the
person needs a lot of guidance during the implementation/adoption of the system).

Potential The unique actions or skills that the stakeholder can contribute to a project to facilitate or ensure its success.

Contributions
Potential The potential threats that the stakeholder may bring to the table if sufficient buy-in/approval is not obtained.
Risks
Engagement  Possible methods of obtaining buy-in from the stakeholder and ensuring their support throughout the duration of the
Strategy project.

Level Ranking Guidance Used in the Stakeholder Analysis Table:

High This stakeholder has a significant influence (positive or negative) to the result of the plan.
Medium This stakeholder has some influence (positive or negative) to the result of the plan
Low This stakeholder has little to no influence (positive or negative) to the result of the plan

Level of Support Explanation
High This stakeholder requires significant guidance to learn the new implemented system
Medium This stakeholder requires some guidance to learn the new implemented system.
Low This stakeholder requires little to no guidance to learn the new implemented system
The focus of your Stakeholder Analysi
Stakeholder i Influence | Support ‘ Potential Contributions Potential Risks Engagement Strategy
Person A High Med e Communicate with staff e  Sharing negative / false e Explain impact of
on change goals and information change
strategy on organisation &
success stories
e Involved in change
meetings
Person B Low Low e Provide support and e Refusal to practice new processes e 1:1interviewto
training to struggling address concerns
staff e Develop action plan to
build buy-in
Person C Med High * Design training * Passive resistance « Consistent updates on
modules for user change progress
adoption *  Assign to work closely
with change team to
increase involvement
Person D Med Low e Gather change support * Slow uptake of new behaviors e Provide custom
from their department training

e Link up with Digital
Captain to provide 1:1
support

Figure 15: TQ Stakeholder Analysis Template (actual editable template available)
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The Stakeholder Priority Matrix indicates the level of support that each group of stakeholders will need to receive throughout the system
implementation (high or low), as well as the magnitude of the impact (high or low) that the implementation of this system will have on each of these
groups. The matrix consists of 4 main categories of stakeholders.

Step: Fill in the matrix box based on the TQ Stakeholder Analysis you done prior.

Legend: (definitions for each quadrants are as below)

Keep Satisfied:

This group of stakeholders must be comprehensively supported throughout the implementation of the new system since the success of the
project depends largely on their buy-in and adoption of it. This can be done by providing resources, training programmes, one-to-one
troubleshooting and support, as well as through open, two-way communication channels to give feedback and receive the necessary updates.

Keep Close:

This group of stakeholders have a higher level of influence on the outcome of the project, while also requiring less amounts of support
throughout its implementation, which is largely because they have minimal involvement in the digital solutions as end users. As such,

they should be kept close and be informed of all developments but do not require large amounts of support with regards to the adoption of the
system.

Keep An Eye On:

This group of stakeholders are rated lower in the impact assessment as they are not as directly involved throughout the implementation of the
system. However, they still require high levels of support to adopt and utilise the system. As such, leaders should keep an eye on this group of
stakeholders to ensure they are coping well with the changes within the system, even though they do not need any specific form of close
supervision since they are not as involved with the project as some of the other groups.

Keep Up-to-Date:

This group of stakeholders only need to be kept up to date with the progress of the project, since they have low amounts of impact on the
direction of the project and will not be directly involved once the system is implemented. As such, these stakeholders will only need to be
informed on details of the stepwise implementation of the system throughout each of the project implementation phases and be kept up-to-date
on the productivity impact of the newly implemented system through, for instance, emails or monthly meetings.

Person A Person B
Keep Satisfied Keep Close
)
[ &]
==
]
=
= Person C Person D
Keep An Eye On Keep Up-To-Date

Figure 16: TQ Stakeholder Priority Matrix Template (actual editable template available)
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SSAs will then be able to clearly see (from Figure 16) which of these stakeholder groups should be engaged
or prioritised first and communicate any changes made during the transformation accordingly.



https://hyrontech.sharepoint.com/:x:/s/TQNCSSConsulting/EZP4wO9enF5Lu_R_MPcLPEABav2O9OsBVKH22vI2H1IgZA?e=kZWzBg&download=1

Communicate Change

One of the most crucial factors in ensuring the success of an SSA's transformation project is for the
organisation's management team to communicate the impacts of the change clearly to their employees. A
lack of clear, impactful communication will cause employees to be left in the dark and confused by the
changes taking place, which leads to frustration and an unwillingness to cooperate with the transformation.
Creating a comprehensive communication plan is therefore critical to help SSAs avoid miscommunications
and stay on track throughout their journeys of change.

An effective communication plan should inform relevant stakeholders of important progress updates and
key change messages throughout the transformation. These key messages should outline the main goals
of change, and the importance of achieving these organisational goals. It is also likely that the
implementation of the new digital system will result in job reallocations and restructures, which makes it
important for such communications to include descriptions of the redesigned and formalised job roles as
well as the roles that each stakeholder group must play to ensure the success of the change initiative.

The TQ Stakeholder Communication Plan template (Figure 17) helps to facilitate communications
as described above, and it consists of four key steps:

1) SSAs should first write or list the communication event or action that will take place, how often
it will be conducted, along with the dates that it will be held on.

2) The leaders in charge of the event should also be clearly identified in order to create a sense
of accountability and responsibility around the tasks to be completed.

3) These leaders of these SSAs should then identify their target audience, as doing so will help
them craft messages specific to their audience's wants and needs.

4) They will then need to think about the main points that will be communicated to their audience
and how to convey these messages in an effective manner.
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Steps:

1. Firstly, write the communication event or action that will take place, followed by how often it will be conducted, along with the dates that have
been confirmed thus far.

2. Then, they will need to think about the purpose of this event, and what they will be communicating to their audience.

3. Itis also important to identify the audience of each event too, as that can help leaders to craft messages specific to the wants and needs of their
audience.
Lastly, the leaders in charge of each event should be identified to build accountability and responsibility to get each task done.

e Charge
Dates

Initial change Once 18/01/21 Method: Company town hall meeting CAB, Person F & G
announcement Audience: Entire SSA
Purpose:
* First company-wide announcement of proposed changes and
impacted teams

» Deliver key change story and messages, outlining goals, what is
changing, positive impact, and intended future state of organisation
* Explain process and next actions:
o Monthly group meetings and bi-weekly 1:1 meetings
o Formation of digital team to lead the change project

Group Monthly Every first Method: Small team meeting Person G & K
meetings Tuesday Audience: Department representatives (on rotation)

(starting Purpose:

02/02/21) * Encourage dialogue on proposed changes

* Address concerns and alleviate potential issues
* Gather feedback and suggestions on departmental changes
* Measure level of buy-in, and create strategies to increase it

Figure 17: TQ Stakeholder Communication Plan Template (actual editable template available)

Scan the QR code to view or download this
resource, or click here
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Alternatively, Job Redesign may Occur.

The Ecological Systems Theory states that each individual encounters different environments throughout
their lives that influence their behaviour to various degrees. Adopting this theory in an organisational
context implies that everything within an SSA's ecosystem exists in relation to multiple influences from
other systems, processes, and people that it coexists with, which could potentially lead to complications
that arise from new tech adoptions by users and the need for jobs to be redesigned.

TQ has therefore prepared two tools to help assess this need for job resign: One for staff self-assessment
(Figure 18) and one that is to be used by the lead management teams of SSAs (Figure 19).

The TQ Job Gap Evaluation Survey Sheet Template (Figure 18) may be used by an SSA's staff
members to evaluate the degree to which their current levels of digital competence correspond to the
operational requirements of the newly implementation IT system. In a way, this exercise allows staff
members to have a say in the organisational decisions made by their management teams.

L]
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Step:

1. Based on the questions asked, you are required to answer the questions below based on your new job role as a result your organisation digital
transformation project.

Organisation’s Name: Organisation A

Current Role Title: Volunteer Coordinator Manager

Relevant System(s) you are currently helping to test, implement or rr ge: Volunteer Management System (VIMS)

1. What are the new tasks and responsibilities that you will require to take on?
a. Data input from previous volunteer database to new volunteer management system (VMS)
b. Assigned quality control (QC) responsibilities to ensure volunteer coordinators are carrying out data input tasks correctly.

¢. Attend User Acceptance Tracking (UAT) or VMS trouble shoot meetings

2. What are the skills required to perform in your new role?

a. Dataentry

b. Previous experience in using digital management systems




¢. Strong understanding in navigating cloud-based systems

3. Which of these skills do you already have? Which do you require training for?
Skills Possessed Skills To Be Acquired
Basic Excel and Data Entry Data Management Skills
Able to lock Excel Sheets Cybersecurity Skills
Data Entry Data and Application Migration and Deployment
4. Rate your level of competency in the following skill areas:

Semi-competent, but requires

e Highly competent

Not competent at all

Communication

Collaboration /
/
Digital Literacy
. /
Problem Solving
/
Taking Initiative
/
Time Management
/
Leadership
Teamwork /

Figure 18: TQ Job Gap Evaluation (actual editable template available)

Scan the QR code to view or download this
resource, or click here
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The SSA's lead management or Human Resource (HR) team can also conduct a gap analysis on the various
job roles/positions that may be affected by the change using the TQ Job Gap Analysis (Figure 18) to

come up with possible next steps to mitigate the impacts of these changes for staff members within the
organisation.
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Steps:

1. Based on your job role, list your skill/job scope requirements.
2. Then, further elaborate on your current capabilities in fulfilling the requirement.
3. Compare the capability gaps between skill/job scope requirements and current capabilities to fulfil the business requirements.

Job Role: Admin Manager

Skill / Job Scope Requirements Current Capabilities Gaps in Capabilities m

Manage manpower allocation and  Manual shift management on Excel Briefing & onboarding session to

Lack of training to use new systems

shifts digitally sheets introduce new systems
Ability to troubleshoot user issues i R Unable to troubleshoot due to Provide detailed user manual and
Still using old systems & processes - . .
with new systems unfamiliarity with new processes troubleshoot guide
. . . Provide support resources and
Provide support to team during Limited support capabilities Lack of resources and appropriate arrange skill-building trainin
digital transition period PP p support skills g e €

session

Figure 19: TQ Job Gap Analysis Template (actual editable template available)

Scan the QR code to view or download this
resource, or click here

We would recommend that SSAs make use of both these tools to their fullest potentials as mutual
agreements by staff members and management on new job allocations will increase the chances of staff
buy-in and align the goals of both parties to facilitate the transition process.



https://hyrontech.sharepoint.com/:w:/s/TQNCSSConsulting/EZx1Ney4qUtAtgwSf7viVCEBzottzIeUS-38XKAO8IA9Yw?e=yPovSS&download=1

39

Nevertheless, SSAs may find themselves having to recruit more staff members should they need additional
manpower to fulfil the digital demands of the organisation (even after the reallocation of staff roles). To
this end, they may use the TQ Job Recruitment template (Figure 20) to structure their process of

talent acquisition.
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Steps:
1. Firstly, identify the stages needed throughout the recruitment and the duration needed.
2. For each stage, define the tasks needed to be conducted, as well the person responsible (or leader in charge) and expected date of completion.

Recruitment Planning &
Development (2 weeks)

Candld.ate Search & e Select job platf_orms / d.lan[lels and advertise positions Person C 14/02/21
Screening (6 weeks) e (Collect and review applications

Candidate Interviews &
Selection (2 weeks)

Figure 20: TQ Job Recruitment Template (actual editable template available)

Scan the QR code to view or download this

resource, or click here
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Once the jobs have been redesigned or reallocated, SSAs should then provide comprehensive learning
and development (L&D) trainings that focus on onboarding new staff members and upskilling current staff
members in order to implement the new processes and tools as effectively as possible. This process can
be simplified with the help of the TQ Training Plan & Schedule template (Figure 21) that lists the
training modules to be completed by each affected team.

SSAs can refer to the job gap analysis worksheets (Figures 18 and 19) to decide on the content of or what
to focus on during these training modules. Having such a training plan available will help the change
management team monitor the progress of each group / staff member to determine if they have completed
their respective trainings and to allow for additional trainings if necessary. Developing a comprehensive
training plan beforehand allows SSAs to ensure that every group impacted by the change receives adequate
training and support throughout each phase of the digital transformation. Having such a plan available is
also helpful for ensuring that SSAs adhere to their schedules and follow through with their training
modules.

@ Tech. 7 o NCSS TRAINING PLAN & SCHEDULE EXAMPLE
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Steps
1. Decide on the training module(s) best to equipped your staffs (or team to be trained) with necessary skills needed to implement the new processes
and tools as effectively as possible.
2. Ensure that each module has a specific team or staff to be trained as well as a respective trainer. The trainer can either be an employee within the
organisation or can be outsourced externally.
3. Then, fill in start date and duration for the timeline for each training module to be implemented.
Should there be additional remarks, do note it at the column entitled comments.

Start Date Duration Team / Staff to be Trainer
Trained

Accounting System Onboarding 22/01/21 2hrs Admin Team Person A
Digital Transition Support Skill 25/01/21 2 sessions Admin & Volunteer External trainer
Building (2hrs each) Managers
Staff Management Skill Building  30/01/21 2 sessions (3hrs Finance Manager Person C

each)
Leadership Skill Building 05/02/21 3hrs Assistant Managers Person C

Figure 21: TQ Training Plan & Schedule Template (actual editable template available)

Scan the QR code to view or download this
resource, or click here
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Finally, the TQ Job Redesign Communication Template (Figure 22) allows SSAs to successfully
implement the newly redesigned job roles and job scopes in order to communicate any changes to their
stakeholders. The template provides SSAs with the opportunity to design or come up with a strategic
communication plan that lists all the changes and training announcements that will be made throughout
the change. Developing such a plan beforehand allows SSAs to keep track of their communication and
ensure that every impacted stakeholder group is kept well-informed.

> . .
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Steps:

1. Firstly, write the communication event or action that will take place, followed by how often it will be conducted, along with the dates that have
been confirmed thus far.

2. Then, they will need to think about the purpose of this event, and what they will be communicating to their audience.

3. Itis also important to identify the audience of each event too, as that can help leaders to craft messages specific to the wants and needs of their
audience.

4. Lastly, the leaders in charge of each event should be identified to build accountability and responsibility to get each task done.

Event / Action Frequency Confirmed Purpose & Method ‘ Leader In Charge
| Dates |
Initial change Once 18/01/21 Method: Company ing CAB, Person F & G
announcement Audience: Impacted teams
Purpose:
*  First major ement of proposed changes and
impacted teams

e Deliver key change story and messages, outlining goals,
what is changing, positive impact, and intended future
state of organisation

e Explain process and next actions:

o Group briefings for each impacted

department/division
o 1:1 briefings on updated job scopes with
impacted employees
1:1 meetings Once per 20/01/21 Method: Individual meeting Person G & K
team Audience: Team leaders

leader Purpose:
o Brief of updated individual and team roles &
responsibilities
e Alleviate individual concerns and issues
® Ascertain commitment and support levels
e Evaluate emotions and ensure support is provided

Group briefings Once per 21/01/21 Method: Small team meeting Person K
team Audience: Impacted teams (on rotation)
Purpose:
e Brief of new job roles, scopes, responsibilities, and team
goals

* Address concerns and alleviate potential issues
e Gather feedback and suggestions on departmental

changes
Training sessions Monthly 1+ session: Method: Online video training Person |
27/01/21 Audience: Impacted teams (on rotation)
Purpose:

= Improve capabilities of affected teams

* Provide individualised support for employees struggling to
cope with changes

« Ensure consistent practice of new behaviours and
processes outside of training sessions

Figure 22: Job Redesign Communication Template (actual editable template available)
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Conclusion

This brings us to the end of the Digital Project Implementation User Guide. On a final note, we would
like to reemphasise the importance of continuously adopting (l) project management, (2) process
improvement and (3) change management best practices while keeping your organisation's systems and
digital solutions updated, since new technologies are constantly being developed and updated over time.
We recommend that you conduct an annual check and diagnosis of your organisation's digital systems to
ensure that they are working optimally, are up-to-date, and continue to be the right fit for your SSA's daily
operations.

We hope that you have found the various tools and systems provided in this document to be helpful and
wish you all the best in your journey of digital transformation.
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