Rolling Out an Information Management System
Challenges, Changes and Culture Shift
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Introduction

Software comes I n a bolx ..bu
doesn’ t .

* Original project intent

* Basis of the Approach

« Walk through what we planned
* Qutcomes
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Introduction ... but ...

* Things happen on the way
« What we did about them
* What the larger outcomes were

HINDIN

solutions ¢ 3
knowledge powered service




Overview of NZAID

New Zeal an
International Aid and

Development Agency Procurement focuses
on contracting

Part of MEAT specialist co_nsul_tants
and funding aid

activities.

Annual
Appropriation
$400M
Vision Towards a safe and just world free of

poverty
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The purpose of this case study Is to
share lessons learned
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The Original Project
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The Original Project - Regquirements

 NZAID required a Contracts
Management System

» Specifically to manage compliance
around financial and legal
regulation
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The Original Project — Product

» Selected a vendor via competitive
tendering

o Selected web-based Commercial-
Off-The-Shelf (COTS) product
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The Original Project — People

* Use by Contracts Team (procurement
advisers)

* Use by Financial Team (financial advisers)

« Uptake and mandate usage by operational
Teams after first two teams
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The Original Project — Process

* Develop System with Core teams
 Roll out to Contracts Team
 Roll out to Finance Team

 Roll out to wider user base In
National Office

* Roll out to wider user base at post
OVEISEES)
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The Original Project — Outcomes

* Ensure consistent practice across the
agency

 Demonstrate adherence to government
(audit) compliance requirements

* Provide evidence of due process and
oublic sector accountabillity.

 Demonstrate service level performance
of Contract and Finance Teams.

HINDIN

solutions ¢ 11
knowledge powered service




Commentary
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Original Project - Commentary

 These are all pretty in your face
requirements

« With any systems ‘change’ there
will be resistance to:
— Technology
— Big Brother
— Change inertia

* Knew this before we got started
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Project Approach
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Approach

» Flexible approach required

* Hindin Solutions engaged
— Product vendors
— Solution Implementers
— Professional Services

* Initiate Change Plan
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Approach

— Stakeholders

« Stakeholder Analysis
— Who Is really affected by the system

— EX
— EX
— Se
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nlore the history of interactions

parate story from history
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Approach — Stakeholders

o Stakeholder Plan

— All affected internal parties had to be
Involved from day one

— More than consultation -
collaboration

— Identify influencers/champions
— Identify levels and activities
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Commentary
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Stakeholders - Commentary

* A lot of history
— Organisational
— Personal, Professional

« Communication impeded
— Knowledge flow sluggish
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Change Activities
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Change - Introduction

 Main channels
— Promotion
— Consultation
— Development
— Training
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Change - Promotion

 Current User Interface screens
printed off and displayed In kitchen

* Process flow charts displayed for
scribbling in kitchen

« Application naming competition
* Branding
* Movie poster campaign
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The most magnificent system ever!
Even more epic than...

"GONE WITH THE WIND

A Contract Team production presented in cooperation with DPAs and DPMs just like you

Commg soon
to a screen
near you

koru

contracts workflow information system
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Forgot to do the Koru training?

2 e ’ét

Don’t be glum — check out the new schedule
of training on the intranet and bookup
before it’s too late.
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What da ya
mean there’s

no contract?

Avoid those troublesome
social embarrassments...sign
up for Koru training now!
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Change - Promotion

 |[ncreased awareness of new system
* Encouraged thought about ‘going live’
* Promoted a feeling of inclusion
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Change - Consultation

Two User Groups

* Formal Working group - validating
policy and practice

 Informal End User group - testing
orototypes

HINDIN

solutions ¢ 28
knowledge powered service




Change - Consultation

Policy and Process Consultation Group

T

End User Consultation Group
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Commentary
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Consultation - Commentary

* The people in the end user groups
varied from week to week
— Wider inclusion
— Wider range of input
— Training & Familiarity by stealth

« Core group gave continuity

HINDIN

solutions ¢ 31
knowledge powered service




Consultation - Commentary

* User involvement raised other
change obstacles
* User demographic
— IT ability
— Visual Acuity
— Use of Language
* Change fatigue
* Need to manage In all directions
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Consultation - Commentary

« Effective collaboration based on
— Common Objectives

— Controlled venting, emotional
responses

— Managing discussion towards
expressing what should be done not
what people thought used to happen
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Consultation - Commentary

« Session Management
— Meetings
— End User Groups
— Anything
« Set an objective and make clear
the rules of engagement

e Be Firm
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Development
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Change - Development

* |terative & Prototyping
 Documented

HINDIN

solutions ¢ 36
knowledge powered service




Change - Development

* Deliver to 80% level
* Deliver every week

* Test and run through Users every
week
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Outcomes
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Outcomes

 NZAID can demonstrate it is a
learning organisation

* Model used for Koru development
has been adopted by the business

* Business Improvement is Business
as Usual
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Outcomes

» Relationships strengthened across
agency

* Achieved a strong IT solution &
effective business tool

* High level of ownership

« Simplicity and streamlined
processing

* End user satisfaction
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Lessons
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Lessons

 Customer Vendor Collaboration

— Ensure vendor has sound
understanding of your business
requirements and operating
environment

— Look at vendor offering expertise
beyond product

— Expect vendor to offer both Change
Management and Project Management
as part of the solution
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Lessons

 Compromise
— Don’t aim for perfection
— Look at alternatives to satisfy real needs
— Remember Pareto
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Lessons

* Define Scope
— Key Outcomes — non negotiable
— Solution must match the business need
— Be clear on the rules of engagement

HINDIN

solutions ¢ 44
knowledge powered service




End of Presentation
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