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Legacy IT: behavioural change
Understanding behavioural change when managing legacy IT

Tyronne Fisher (TF) (0.09)

My name’s Tyronne Fisher, and I’m a Senior Technology Advisor for the Central Digital and Data Office in the Cabinet Office. My role is to support government make better technical and digital decisions. This video is for leaders across all the functional areas to understand their responsibility and accountability, the people and teams impacted by legacy IT, and transformational change. You will hear from leaders across government on their priorities and how they have addressed this.

Building commercial relationships

TF (0.40)

All leaders have a responsibility to address legacy IT, and as government moves away from buying on-premise solutions, leaders across functional areas will find themselves responsible for supplier relationships. These can be positive and a great benefit for the public sector – but equally, if neglected, can cause issues. 

Andrew Raynes (AR) (1.00)
We use a tool for managing supplier expectations and I think we have developed a questionnaire which is almost like a self-assessment and it’s, I think, a good way to gauge how well the partner or supplier is performing in their own terms. You get two versions of the truth, don’t you? You get the self-assessment from the partner which is ‘Hey, we’re doing fantastic’, but you get your own which is, perhaps ‘No, we don’t see it that way’. And you’ve got to come together in the middle in terms of agreeing, actually, where is this falling down. It is good to do procurement cycles and to check that you’re getting the best value. You may end up, through that process, with the same partner, with the same supplier – but it is good to see what is on the market because you don’t know unless you try that? as a way of testing that you are getting the really best value for money as a taxpayer. 

Involve your staff in shaping change

TF (2.04)
Moving away from legacy IT can involve quite stark changes to the operational processes for staff. This means leaders need to plan fundamental changes for the resource requirements and support staff to embrace and potentially retrain, to meet the new business needs.

Beverley Jandziol (BJ) (2.20)
When, I worked, was doing some work for Liverpool City Council, they were moving to a completely new ERP solution and it was going to have quite a significant impact on users, particularly in the finance and accounts payable function, because a lot of the work around processes they were using were paper-based. Now this was going to have an impact on their roles and some of them were quite concerned about their jobs, so it was really critical that we involved them all through the process. It did involve some redundancies of roles but what we sold to people was actually they could be working on more added-value activity rather than admin-based activity. And using this as a way of them seeing the benefits, not just for the business as a whole or the organisation as a whole, but for them as individuals in their roles. They put a lot of time and effort in the beginning to make sure they had strong project governance. When people are liaising with people within their organisation, it can help bring them along the journey and feel that, actually, this person understands how this is impacting me. And it can also support things like setting up super users, train the trainer, really sort of embedding and rolling it out in the organisation. 

Rehana Ramesh (RR) (3.37)
Another thing I would share is: be creative on how you’re going to share that excitement and enthusiasm with the workforce. So we didn’t come out just with this strategy, which is 20 pages, and say ‘We’re gonna do this, this and this, and these are all the examples’. We came up with a one-and-a-half-minutes video – an interactive video with animation that said ‘this is what the digital programme is about’. 

AR (4.00)
One way I think we’ve addressed that at Royal Papworth Hospital is to create some really strong champions in the organisation. When I mean strong champions, I mean clinical leads, people that understand the technology, clinically, as well as an end user. And we’ve chosen to appoint a chief medical information officer, a chief nursing information officer, a chief pharmacy information officer, and a chief allied health professional information officer. So, they’re really fantastic in their approach because what they can do, that I can’t, is have a peer-to-peer conversation with clinical professionals at a level which is in-depth about the benefits, and actual usability of any new functionality of any system that we want to bring into the organisation. 

RR (5.00)
On a yearly basis, we connected like a tech festival. So, two years ago, GDS was also part of that, we connected Better Brand Fest. And this was where we had various stalls of technology and people could come and play around with the technology. We had a competition, ‘build a bot’, so, you know, our RPA developers are our in-house officers from customer services, they’re not from, they’re not coders. And two years ago, if somebody told me I could be an RPA developer I would be like ‘Oh my god, no way’ – actually you can. And then we connected a bot competition where anybody could come in and build a bot by following simple steps within an hour. So that gave the workforce the confidence to go ‘Oh, actually, digital is nothing to be scared about’. It’s a myth that digital is about heavy coding and technology. Nope, digital is just about being brave and knowing where to use it and being creative on how we want to use it. That’s all it is.  

