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Introduction 

What is this guide for?  

One of the biggest deterrents to the success of a digital transformation is a lack of proper planning and 

overall digitalisation strategy that encompasses the entire organisation. Studies have shown that the reason 

most digitally transformative projects fail can be attributed to poor planning and a lack of a specific scope. 

This results in disconnected change efforts that are only focused on a few divisions, while leaving others 

behind. Doing so will also make the process of tracking progress difficult, as leaders are unable to quantify 

the variable processes and functions over different parts of the organisation. 

 

This user guide was designed to assist Social Service Agencies (SSAs) in planning digitalisation strategies 

for their entire organisation.  

How do I use this guide?  

This guide follows a 4-step process. Our recommendation is for you to use this guide from Steps 1 to 4 

as it will help you have a comprehensive assessment and strategic planning for your organisation. However, 

each step can also be used individually. Thus, depending on your needs, you can pick the step that best 

suits your requirement.  

  

Step 1: Facilitation 
With the templates in this step, SSAs can conduct a generalised scan, diagnosis, and process 

mapping of their IT needs in order to build a short, medium, and long-term digitalisation roadmap.  

 
Step 2: Change Management Planning 
SSAs can identify the key stakeholders in the change project, and those that are impacted the 

most by the oncoming changes. 

 

Step 3: Change Management Implementation 
This step aims to guide SSAs in implementing digital change management strategies to obtain buy-

in from key stakeholders and drive change across their organisation. 

 
Step 4: Post Implementation Advisory  
The step provides SSAs with post-implementation advice in order to help them map out future 

digital enhancements, improve client outcomes, and boost productivity. These will be delivered 

through detailed templates and the TQ Digital Post-Implementation Advisory Process. 
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Step 1: Facilitation  

Facilitation is the natural first step for SSAs who are looking to conduct detailed digital strategising, such 

as in the Change Management and Implementation processes. This module provides the SSA with direction 

and recommendations before embarking on their digitalisation, which can act as the stepping stone for 

them to progress in their Digital Strategy Planning. 

Facilitate the identification of drivers for digitalisation 

Typically, there are several forces that push for change in an organisation, both internally and externally. 

Identifying these forces can then help SSAs understand what drives change across the company and 

develop specific strategies to tackle each driver. There are five main drivers of change in a non-profit 

organisation and change leaders will need to consider all five aspects to fully succeed in scoping out the 

change project as accurately as possible. 

Using the TQ Recognising Change Drivers Template (see Figure 1 below), SSAs will be able to easily 

identify the specific catalysts of change in each of the five categories. Then, strategies and communication 

plans to address each driver can be included in their digital transformation plan. Without analysis of these 

change catalysts, it would be impossible for SSAs to get a comprehensive view of everything that drives 

change within their organisation. This can also prevent them from creating key messages and change 

stories to get buy-in from each catalyst of change. 
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Figure 1: TQ Recognising Change Drivers Template (examples and actual editable template available) 
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Perform SWOT analysis at organisational level 

At the start of any strategic project, it is helpful to conduct analyses on organisational goals, direction, 

current situation, future states, and project priorities. Doing so will allow SSAs to more effectively develop 

digital transformation plans, seeing as they will already have a grasp of their capabilities and what they will 

be working toward. 

We have prepared three analysis tools for SSAs to use at this stage. Firstly, SSAs can reference TQ 

Charity Digital Infrastructure Roadmap for SSAs and Non-Profits (see Figure 2), as a checklist 

for the digital infrastructure needed to assist the selection of the IT system to analyse in the SWOT. 

Following that, SSAs can then think through the possible potential value and potential risks the organisation 

would encounter in the implementation of the new system(s) by using the TQ Organisational SWOT 

Analysis template (see Figure 3) allows SSAs to identify current their strengths, weaknesses, 

opportunities, and threats.  
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Figure 2: TQ Charity Digital Infrastructure Roadmap for SSAs and Non-Profits (downloadable resource available) 
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How to conduct a SWOT Analysis: 

How to use the worksheet:  

1. Decide if you are using the worksheet for purpose of (a) and (b) (as mentioned above).  

2. For a) think through what SWOT does your organisation currently have when it comes to 

implementing a new digital solution (I.e., a supportive team, an established system in use). You 

can do this template with your team and complete it together.  

3. Once you’ve completed a), section b) is for your organisation to think through the possible 

potential value and potential risks the organisation would encounter when 

implementing/implemented the new system(s).  

4. Once you have thought through the key points mentioned above, list them down according on 

the quadrants below. 

Tip on filling SWOT: 

• When you’re brainstorming with your team, you can also take into consideration whether you’d 

like to consider different aspects of the digital change you want to implement. 

• This can be your staff's current view on technological change, or a complete digital re-structure 

within your organisation. 

• Possible aspects to consider include environment, people, process, technology, finances, etc.  

Terms Explanation 

Threats Possible roadblocks that can halt your progress while implementing changes 

Risks Possible negative impact that can happen while you have implemented your changes 
Value Positive impact that can happen when you have implemented your new changes 
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Figure 3: TQ Organisational SWOT Analysis Template (examples and actual editable template available) 
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Thirdly, from referencing the SSAs’ completed TQ Organisational SWOT Analysis and TQ Digital 

Infrastructure Roadmap for SSAs and Non-Profits, SSAs can adopt TQ Digital Navigator Matrix (see 

Figure 4) as a useful tool to determine digital implementation priorities over the course of a 

transformative project. It does so by measuring the level of impact of a potential digital solution, along 

with how difficult it is to implement. Furthermore, it also encompasses the effect that each potential 

solution has internally, as well as on the SSA’s North Star (service delivery impact). Overall, it is a 

comprehensive tool that allows SSAs to get a solid gauge on which solutions to implement next in their 

change process, and which to avoid completely.  

Once you have identified your digital gaps and focus areas, you can now start prioritising your digital 

transformations according to the ease of implementation and potential impact on your organisation. To 

do so, please refer to the TQ Digital Navigator Matrix: 

Figure 4: TQ Digital Navigator Matrix (examples and actual editable template available) 

  

Ease of Digital 

Change 

Difficult 

Easy 
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How to use the TQ Digital Navigator: 

1. Select a system or solution that you wish to implement (if currently non-existent) or upgrade (if 

already implemented) in your organisation, based on your prior analysis in the Assessment and 

Evaluation steps. 

2. Evaluate the potential impact of implementing or upgrading that system on your organisation. Is it low, 

high, or somewhere in between? This impact can be in the form of revenue, results, team impact, or 

beneficiary/client impact. 

3. Then, measure how easy or difficult it will be to implement / upgrade this system. Consider whether 

the system is interconnected with other systems, the complexity of integrating it with existing 

solutions, and the potential change resistance from users (both internal or external users). 

4. Finally, place the system within its appropriate quadrant in the matrix. 

5. Once you’ve analysed all your potential digital areas, you can prioritise your implementations as 

follows: 

a. Top priority: any solutions in the Red Quadrant  

b. Next priority:  

i. If your organisation has a higher risk tolerance, as well as the manpower and funds to 

handle a larger project: any solutions in the bottom right quadrant (high impact + high 

difficulty of change)  

ii. If your organisation is more risk-averse and would prefer to implement smaller wins 

first: any solutions in the top left quadrant (low impact + low difficulty of change) 

c. Avoid implementing any solutions in the bottom left quadrant (low impact + high difficulty of 

change) 

Example of using the TQ Digital Navigator:  
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Chart above outputs into an agency-wide digital strategy plan    

Once all the necessary data has been collected from the previous frameworks and analyses, SSAs can now 

collate them into their digital strategy plan using the TQ Digital Strategy Plan Template (see Figure 

5). This will enable them to go into their change project with established goals and timelines in place, 

which is essential to build momentum and motivation in the early stages of their transformation. By being 

prepared with a solid change plan and strategy map, SSAs will be much better equipped to take on their 

transformation due to having guidelines in place.  

How to use the TQ Digital Strategy Plan:  

The strategy plan will encompass the SSA’s change drivers, their change goals which are based on those 

drivers, as well as the three phases of the change actions. Each phase will require a set duration, and each 

action will be leveraging their strengths and minimising their weaknesses. The actions also require a 

Person-In-Charge (PIC) to ensure accountability and progress. Following that, the SSA can also develop a 

rough timeline of their estimated project duration, along with the projected impact that the transformation 

will have on both the organisation and their beneficiaries.  

1. Identify change drivers and then translate those change drivers into change goals. 

2. Once you set your goals, plan your change actions tentative durations and assign persons-in-

charge (PICs) according to the 3 phases:  

(Phase 1) Preparation and Planning; (Phase 2) Transformation; and (Phase 3) Reinforcement and 

Expansion.  

3. Then, colour the Gantt chart for change timeline. Do note that “black” means that the “tech 

upgrades” or “change management” process will not be carried out for that particular month.  

4. Lastly, from the change goals, identify the change impact you wish to see by the end of the digital 

strategy plan implementation.  
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Figure 5: TQ Digital Strategy Plan Template (actual editable template available) 
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Step 2. Change Management Planning  

Upon examining the common pitfalls of change management projects, there are three common obstacles. 

First, organisations implement their change management strategies much too late in the process for a 

smooth transition, typically due to a lack of preparedness. Second, organisations often underestimate the 

scope of their change management, and only focus on select areas of their organisation instead of managing 

changes holistically. This results in disconnected teams and wavering motivations to drive change across 

the board. Third, although changes might seem successful at first, many organisations find that their 

employees often relapse into their old ways of working. 

In order to ensure success in the overall digital transformation, SSAs can prioritise creating change 

management plans and strategies as early in the transformation process as possible. The change strategies 

should start being implemented in the first phase of digital transformation, along with the preparation and 

planning of the transformation project itself. As proven by many failed digital transformations in the past, 

the earlier we start with implementing change strategies, the more likely that the project will succeed. 

One of the first steps in the change management planning process is to identify the key stakeholders in 

the change project, and those that are impacted the most by the oncoming changes. This is helpful to keep 

track of which groups require the most support and training, and which are better equipped to handle the 

transformation. Doing so will also be a good way of gauging the current opinions and levels of buy-in 

across the organisation, which can then be used as a base for your communication plan and stakeholder 

engagement plan. 

The stakeholder analysis process is as follows: 

1. Identify key stakeholders  

2. Assess levels of influence and commitment for each stakeholder / group, map out desired levels, 

and prioritise engagement accordingly 

3. Develop stakeholder engagement plan 

Secondly, SSAs will need to conduct a stakeholder analysis with the TQ Stakeholder Analysis 

template (see Figure 6). Here, they will be able to classify key stakeholders, evaluate their current 

influence and commitment levels to the project, then prioritise these stakeholders according to their buy-

in and risk levels. A stakeholder analysis is typically carried out using a stakeholder questionnaire, 

discussions with the change team, as well as a stakeholder priority matrix (see Figure 7). 
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Figure 6: TQ Stakeholder Analysis Template (actual editable template available) 
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Figure 7: TQ Stakeholder Priority Matrix Template (actual editable template available) 
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The TQ Stakeholder Engagement Matrix (see Figure 8) contains sections to measure each 

stakeholder’s current levels of influence and support for the change project. It also outlines the 

involvement of each stakeholder in every phase of the project, along with the actions taken to engage with 

them. The last column is an evaluation of their engagement level, which can then be used to develop 

further strategies to increase their commitment and support to the ongoing changes. 

 

 

Figure 8: TQ Stakeholder Engagement Matrix Template (actual editable template available) 
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Step 3. Change Management Implementation 

This step aims to guide SSAs in implementing digital change management strategies to obtain buy-in from 

key stakeholders and drive change across their organisation. 

Identifying Change Management Team  

The identification of key positions in a digital transformation is a critical step that can make or break the 

project. The change management team should be a diverse representation of the workforce. Leaders from 

each department/team should participate, so that voices and concerns from all parts of the organisation 

will be heard. The selection of the change team itself is dependent on the availability and relevance of your 

existing leaders to the change project.  

Some suggestions for you to consider:  

• Establishing a Change Advisory Board (CAB) to be the main point of approval for any proposed 

changes, as well as being responsible for reviewing progress and assessing risk levels. 

• Identifying a change manager who will oversee creating a solid change strategy, as well as 

identifying potential points of resistance and mitigating those issues.  

• Engaging a stakeholder engagement specialist to take the lead on supporting impacted stakeholders 

along the change journey. They will be the main point of contact between employees and the 

change management team and will work to gather insights and feedback from employees. They 

will also need to identify any points of resistance, and work to provide support to those resistors. 

The TQ Change Management Roles & Responsibilities template (Figure 9) will help SSAs to 

identify which people can fit into specified roles, along with a suggested list of responsibilities for each 

role. This template is customisable according to the specific needs of each organisation. 
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Figure 9: TQ Change Management Roles & Responsibilities Chart Template (actual editable template available) 
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Develop communication plans about the change 

One of the most crucial factors in ensuring the success of a transformation project is in communicating 

effectively with employees. Without clear, impactful communication, employees might be left in the dark 

about the changes taking place and lose their drive to transform. Creating a comprehensive 

communication plan is critical to keep SSAs on track in their change journeys. 

A communication plan is used to inform relevant stakeholders of important progress updates and key 

change messages. These key messages should outline the main goals of change, and why it is important 

for the organisation to achieve these goals. It should also include the role that each stakeholder must 

play in order to ensure change success.  

Our TQ Change Management Communication Plan template (see Figure 10) consists of five 

key sections. First, the SSA should write the communication event or action that will take place, how 

often it will be conducted, along with the dates that have been confirmed thus far. Then, they will need 

to think about the purpose of this event, and what they will be communicating to their audience. It is 

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. 

 

Figure 10: TQ Change Management Communication Plan Template (actual editable template available) 
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Resistance management plans 

A lack of preparation to deal with resistance from employees in a change project is one of the biggest 

reasons for project failure. While undergoing a major digital transformation, it is understandable that some 

employees will be uncomfortable or unhappy with the changes. Resistance can appear in many different 

forms, from various levels of the organisation. The change management team should analyse and prepare 

a resistance plan as early as possible into the project, in order to mitigate any potential risks or issues 

before they arise.   

The TQ Change Resistance Plan template (Figure 11) first looks at the impacted group of 

stakeholders for each resistance point, then at the type of resistance that is anticipated or that has already 

been found. This can range from small actions like passive resistance, to bigger actions like refusal to 

engage or participate in change activities. Next, change leaders will need to consider the main causes of 

these resistance actions. To do so, it is helpful to speak with the resistors on an individual basis to find 

out their causes for concern and inaction. With those insights, the leaders can then create actionable steps 

to mitigate the issues and manage future resistance. Finally, a leader in charge will be named to be 

responsible for each point of resistance. 

 

Figure 11: TQ Change Resistance Plan Template (actual editable template available) 
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Step 4: Post Implementation Advisory 

We have shortlisted several assessment methodologies for use in the TQ Digital Post-Implementation 

Advisory Process. After further assessment, TQ consultants will be using Gap Analysis to identify gaps in 

the project and After-Action Reviews to measure feedback and progress of the project. 

 

 

Why Gap Analysis? 

A gap analysis is a method of assessing the gaps in the actual performance of an organisation's 

information system or use of software applications, as compared to its expected performance. The gap 

refers to the shortcomings of the existing state and is used to identify factors needed to reach the target 

state. This analysis is important as it helps determine if the SSA is fulfilling its potential, and if not, 

understand why that is so. It also helps identify flaws in resource allocation, planning, production, etc. 

Recommend future digital enhancements to sustain tech 

adoption 

Many organisations are under the misassumption that digital transformations are a linear process with a 

concrete start and end point. However, digital changes are meant to occur cyclically and gradually 

throughout an organisation’s operations. Hence, it is crucial for change leaders in SSAs to be prepared for 

future upgrades and develop a list of priorities on what to upgrade first.  

The first step in doing so is by identifying the gaps in tech adoption and progress after the change project 

has commenced. SSAs can accomplish this by using the TQ Gap Analysis for Change Management 

Template (see Figure 12), which aims to assist them with recognising gaps in organisational capabilities 

and strategies to fill them. This will help them to further improve their digital change strategies as the 

project progresses and adapt their initial plans to current developments and requirements. 

 



27 

 

 

 

Figure 12: Gap Analysis Template (actual editable template available) 

 

 

 

Once the current gaps in the SSA’s digital capabilities have been identified, they can start to 

identify the upgrades required to improve, as well as to prioritise the projected upgrades 

accordingly. 
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Why After-Action Review (AAR)? 

AARs are one of the most effective forms of process evaluation due to its simplicity and flexibility 

in different situations. Systematically conducting AARs with key players across the organisation 

can be a highly effective method to drive change and build motivation. AARs are meant to be 

kept as simple as possible, and its ultimate goal is simply to bring a relevant group together to 

assess the change project. By asking a few simple questions that make the foundation of an AAR, 

participants will be able to identify their mistakes, discover what they have learnt from the 

process, and suggest strategies to improve future change projects (see Figure 13). 

 

Figure 13: After-Action-Review Matrix Template (actual editable template available) 
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Provide Training for New Digital Solutions 

SSAs should also provide comprehensive training for their staff to implement the new processes and tools 

as effectively as possible. This process can be eased using the TQ Training Plan & Schedule template 

(see Figure 14), which contains detailed information on the training modules to be completed by each 

affected team. The training plan can help the change team keep track of which groups / staff members 

have completed their training, along with monitoring their progress and allowing for additional training if 

needed. By developing a training plan beforehand, SSAs can ensure that every impacted group receives 

adequate training and support. Having a plan is also useful to ensure that the SSAs adhere to their 

schedules and follow through with their training modules. 

 

Figure 14: TQ Training Plan & Schedule Template (actual editable template available) 
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Conclusion 

Now that you’ve completed your first Digital Strategy Planning, it’s crucial to keep your organisation’s 

systems and digital solutions updated as new technologies are constantly being developed. We recommend 

conducting an annual check and diagnosis of all your digital systems to ensure that they are still working 

optimally and are still the right fit for your SSA.  
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