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Driving extensive efficiency savings will need
skilled use of IT enabled business change...

A former Minister once said
to me that he: “had no
intention of being the
Minister for failed computer
projects...”

But many areas of saving
will need the
implementation of radical
business change.

Fewer projects, properly
defined and resourced.

Properly scoped IT support
to that business change will
be crucial.

There is no such thing as an ICT project...

The purpose of ICT is to
enable and support efficient
working practices

Getting these business
processes right takes time,
consultation and
experiment.
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Introducing new business
processes takes time and
money, and is often
disruptive.
In the words of the CSSA/Intellect report “Getting IT right for
Government” published back in June 2000: “There is no such

thing as an IT project in isolation from its business change
programme...”




Leadership of ICT enabled business change must
be at Board level

Who leads major business change?

CEO/MD
M Another Exec Director
Finance Director
IT Head
M The Board
Others
M Don't know
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Sectors vary on the degree of Board-level
leadership of major change

Leadership by CEO or other Executive
Director
Manufacturing

M Other, incl.
Construction, Mining
& Transport

Distribution, Hotels

Business & Prof.
Services

M Financial Services

Govt, Education,
Sector Health & Personal
Srvcs.

Source: loD Business Opinion Survey researched May 2006




What is the typical budget split between technology spend
‘people’ spend in major business change?

‘People’ spend
includes: business
process re-
engineering,
internal
communications,
training, changes to
performance
measurement,
reward, ...
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There are significant regional differences in the
‘people’ - ‘technology’ split...
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First, understand where you are...
scope holistically — budget honestly

If people are at least equal partners with Information
Systems in delivering service, then surely they deserve
at least half of the project budget allocated to them in
order to cmmunﬁg

-Why change is required;

mhow it will be achieved;

sthe new skills required; =

athe development HewW bustTessmodelv=amd

ato reward positive change?

Best practice suggests an allocation of 80% of the
budget to ‘people and process’ and 20% to ICT
systems.




Second, provide leadership, sponsorship and
governance

,il;he ch nge prqgramme must b\iqsﬂ;‘fﬁ—»;‘
oWned and sponsored at the hlgh:estl

L Tﬁe board—level sponsor must hdve clear»,
8 . S g :

-"'s ;of senior executives

is helpful to drive speedy decision making,
openly sharing information /"a' d reducing
political inertia. ‘ e

This is business change noté‘iT’ :

Third, ensure executive alignment...

m The more the executive team shares a
common point of view on the challenges
of change, the.grggtg{ the chance of
success. Sndit o

= Any chink of difference
team will be ex?ﬂlt d b

ith’m the orga




Fourth, don’t take too long...

n Transform%
A 2
shelf life beyon¢ i
= An early focﬁs\'

change, and tli"e‘
essential. |
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Fifth, confront organisational resistance...




Sixth, remember workload, capability and
ownership

m The body of work in transforming an
organisation is substantial.

m If outside advisers do all work there vﬂl

~ be little ‘ownership’. =

Change needs to be driven by the best
team, accepting the short-term
opportunity cost implied.

Seventh, avoid problem overload...

clea‘r understanding of the ne:

gugfi clar1ty§|
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'S The journey offer“* many temptlng dlversi
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Create cross-functional teams...

e Such teams break down barriers and reduce the

m Few problems sit neatly in a single functi‘

n Théﬁ%@t'r%‘ﬁe‘_ﬁib&‘s 'lﬂ)'éﬁ;i‘fré.skille advocates for
the transformation.




Don’t over centralise...

Use irrefutable facts...

10



Communicate regularly...

Document agreements and disagreements...

hocks, faled to set the wcmft parking brake and
parking brake, They then left the arcraft unatt :

When they returned to the aircraft. ..
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Declare regular victories...
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Adopt reinforcement mechanisms...
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Finally, practice programme management...

= Too often there is not enough time to get it
right, but always time to do it again...

= A well-structured programme management
office act as both control centre and
commumcatlons dev1c;e

Sadly, a stream of reports OVer the last ten years
have emphasised that the proeurers of
“change” prOJects still tend to regard the

'V te and use these systems |
ar" ev1l rather than an integral part
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Suggested actions: Budget & Benefit

Holistic budgeting: Review and revise the Treasury ‘Green
Book’ to make it clear that: “there is no such thing as an IT
project, merely business change projects mediated by people and
IT”, this would have a profound effect on cost-benefit appraisal.
Major IT projects would not be authorisable in isolation from
their people and business change consequences. Similarly, the
existing structure of gateway reviews instigated by the OGC
could be formally increased in scope to include all of these people
and business change elements (as is already starting to happen
less formally for some projects).

Benefits realisation: Reject out of hand all proposals that do not
contain clear and quantified benefits realisation plans, as has
already frequently been stressed by Government CIO John
Suffolk.

Suggested actions: Governance

Machinery of Government: Clarity on the responsibilities at the
Accounting Officer/Permanent Secretary level where functions
are internally "contracted out" to Agencies or equivalent bodies
which may be supporting several Departments (Shared
Services). This is particularly important with respect to
responsibilities to the National Audit Office (NAO) and the
Public Accounts Committee (PAC).

Parliamentary scrutiny: Development of “Business Change Risk
Assessments” to be made available to Parliamentarians when
new primary legislation is being debated.

Research: Fund the development of stronger software

engineering methods that are soundly based on computer science
and mathematically rigorous.
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Suggested actions: Procurement

Every ambiguity, contradiction and omission in your
specification ...

Adds an unknown amount of risk
Invalidates the planned costs and timescales

May require a contract change, transferring risk back
from the supplier to the customer

... but drawing up unambiguous specifications is a specialised
skill.

The Royal Academy of Engineering (with the BCS and
IET) recommends that all major procurements employ a
systems architect — analogous to the use of an architect
in a civil engineering project.
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Some final thoughts....

Oh dear...!

But remember,
managing
change is a

continual battle.

Don’t ever sit
back and believe

that you have
won!

Presentation can be
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