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Legacy technology can threaten the ability to adopt new technologies that can revolutionise
your business. Here are the key steps to successfully transform such systems.
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Step 1 - Establish a strong, watertight case for change

e Ensure the case for change is compelling and all parties agree on why change is required and what is needed.
e Ensure the business case remains a 'live' document and is maintained across the programme lifecycle.
e Eachtime itis reiterated, check that all stakeholders agree that benefits still outweigh costs.
e Ensure other vital organisational change activity can be accommodated in parallel, especially:
o activity needed to ‘keep the lights on’
o activity related to regulatory issues
o activity designed to meet immediate business needs
o Caution! A burning platform alone is not a reason to change.

Step 2 - Right product, right vendor, right commercials

¢ Gain full agreement on the problem to be solved, and the change you are trying to make.

o Fully understand core product capability (within licence cost)s versus promises of future improvements.
e Explore product maturity - how long will it be supported and when will it be superceded?

o Will the product support integrations of existing and future third party products?

e Ensure commercially sensible ‘exit ramps' are built in to the product agreement.

Step 3 - Identify the right delivery approach, fully planned.

e Fully invest in a comprehensive ‘discovery’ process to avoid ‘unknown unknowns' and downstream surprises.

e Plan fully ‘end-to-end thinking about technology, data, business and operational implications.

e Think hard about the most suitable approach to making the change happen for your business.

e Beware getting lost in technology; consider colleague impacts at every part of the change lifecycle.

o Build ‘firebreaks' into the timeline to ensure minor slippages don't undermine perceptions of programme success.

Step 4 - Assemble a capable team with clarity on roles and responsibilities.

e Ensure contracting is watertight on who exactly is accountable and responsible for system integration.

e Management of third parties is a crucial role and demands specific skills, experience and capacity.

¢ Don't underestimate the demand on the time of existing team members; how will BAU continue in their absence?
e Will your partners provide the same quality of team on the ground versus those presented at pitch?

)
/% Hazard Ahead! Four common pitfalls that can severely
/ impact your programme.

Data Migration

A common source of delay - plan strategy and
approach early to avoid early setbacks.
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