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Abstract: Digital transformation has become a necessity in our volatile, uncertain, complex and ambiguous (VUCA) world. In
their 2019 report, APQC found that 75% of organizations are undergoing digital transformation. Successful digital
transformation requires a strong foundation of people, process, technology and content. Selection of the right combination
of strategies and deep stakeholder engagement is important in early phases of change when transformation initiatives
inform leaders and users why change is needed. Top drivers for digital transformation have business (e.g., increased
efficiency and productivity) and people (e.g., optimize user experience with knowledge discovery) facets. This paper
illustrates an example of digital transformation in practice led by Knowledge Management, within Alberta Health Services
(AHS). AHS is Canada’s first and largest province-wide, fully integrated health system with more than 102,700 employees.
Employees need a platform for collaboration on projects, as well as documents and idea generation to meet business needs
and enable them to become more efficient and effective in their daily jobs. The design, development, and implementation
of a collaborative platform within this large organization required close orchestration of strategies, stakeholders’
commitments and engagement, represented by a continuum of stakeholders’ engagement formats, relationship and trust-
building. Setting the stage for successful implementation and post implementation required a preview of technological and
workforce trends to anticipate the future of work and worker. Fitting the change into overall business strategy, developing
the knowledge of how change would affect the workers, and setting up a mechanism to inform leaders about adoption and
user engagement were added as overarching strategies to better align with the line of sight in digital transformation. The
platform was implemented with 23 business areas that expressed interest; it has demonstrated the potential to enable
system transformation if implemented organization-wide. Business value was demonstrated with an ROl calculation on time
savings.
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1. Introduction

Why do some digital transformation efforts succeed and others fail? Digital transformation investments will
approach $7.4 trillion by 2023 and 70% of the organizations that invested in 2019 for digital transformation
initiatives fail to pay off. That’s because the majority of the organizations focus on a specific technology, rather
than finding the right balance of fitting the change into the overall business strategy, developing the knowledge
of how this change will affect the workers, and setting up a mechanism to inform leaders about adoption and
user engagement.

In the design and implementation of digital platforms, best-practice organizations demonstrated exceptional
performance by employing strategies, governance models, knowledge flow processes and technologies.

Conducting a study to review and compare seven best-practice organizations, we have learned that each defined
their strategy based on the organization needs. For example, Accenture developed KM Social Learning to enable
employees to learn from each other through collaboration and knowledge sharing to bring best to the clients.
US Department of State considered e-Diplomacy as strategy to enable employees to tap into existing
knowledge, leverage experience and expertise within the organizational and regional boundaries, find news
ways to connect, collaborate, find and share knowledge anytime, anywhere. KRAFT’s strategy, Knowing what
we know, enabled employees to capture and transfer knowledge in order to increase efficiency, improve
decision making and avoid unnecessary reinvention. WIPRO, developed a 5 S Strategy: Simplify, Standardize,
Segment, Secure, Sustain, where employees are involved to deliver innovative solutions through collaboration,
knowledge exchange across departments, functions, locations ensuring there is value in the knowledge being
created and measuring KM’s impact on the business and its customers.
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A technology analysis (applications in clinical or corporate domains, geographically dispersed teams,
intranet/extranet, size of the organization, document management solution, etc.) was completed, studying
seventeen organizations that successfully implemented digital initiatives. It concluded that SharePoint,
integrated with different, other tools and technologies, was mainly used to respond to organization needs. Once
the strategy was defined, a program was set up, and each best practice organization built their processes and
frameworks to identify, capture, transfer, and manage application and use of critical knowledge. The study
concluded that across the best practice organizations, similar success factors could be identified: sponsorship
from senior leaders; partnership with Human Resources, IT, and Communication; strategy designed to address
pain points; focus on people by enabling reward systems; and gamification. See Figure 1.
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Figure 1: Best Practice organizations: Success factors for implementation of digital transformation initiatives

In this paper, the aim is to demonstrate the value of applying lessons learned from best practice organizations.
This includes adopting and adapting strategies, models, and frameworks effectively used in other contexts, then
using them in your organization’s context. That’s the path taken by AHS, described below.

We have discovered that among the variety of variables to consider when designing a digital transformation,
organization maturity has proven to be critical. Other components (culture, process management, integration
of people, process and technology, knowledge flow) become enablers to drive performance excellence. See
Figure 2.
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Figure 2: Knowledge management maturity level connected to performance excellence in organization

Collaborative Sites (CS) were designed with several factors in mind: organizational maturity, best practices,
lessons from this study about conditions for success, and what technologies would fit and meet requirements.
A range of approaches, frameworks, and applicable models is illustrated.

2. Background

As organizations implement digital technologies, the nature of work across industries and in organizations is
rapidly transforming. Integrated digital platforms are changing where employees get work done and how they
share information and learn together. These changes include digitizing data and information, automating
processes, applying analytics, and enabling digital interactions.

The question is: Are employees ready and enabled? While some digital transformation initiatives involve only
back-end IT work, the majority impact the employee experience in some way. Organizations need to manage
expectations for the new ways of doing work and help people through it; otherwise, the experience may be
negative. Of course, digital work does offer many positive benefits for employees, such as less time spent on
repetitive tasks, better outcomes on document collaboration and sharing of expertise, and integrated online
spaces for project work. To enable employees to quickly find the information they need, it is essential to improve
findability and usability.

The other question is: Are organizations ready to handle ‘the express train’ of content overload? Organizations
need to find ways to respond to employees’ needs: ‘Give me what | need, when | need it,” ‘User friendly search
and find,” ‘Critical, relevant and up-to-date results.’ Similar to the world of Formula 1 racing, every second counts
in health care as well. Digital work is becoming the norm in the day-to-day work for the employees of AHS and
the same questions need to be answered.

Healthcare is risk averse, implementation of digital transformation initiatives that disrupt the way employees
do their daily work requires careful orchestration. What is the best way to mitigate the risk and find the right
balance to lead digital business transformation and deliver financial results? Designing a roadmap to describe
and understand the connection with business strategy, resources, and people required to plan and execute an
effective digital business transformation initiative is essential. The design is informed by a toolkit of reviews of
models, concepts, best practice organizations and their approaches, and is adapted in the context of the
organization.

Fitting the change into the overall business strategy starts with talking to senior leaders, asking them about
their business priorities and desired outcomes. The information collected about knowledge flow, what the
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organization measures today, leads to the goal of determining what is important, such as reducing response
time to business opportunities, reducing errors, identifying subject matter experts, and assigning people on
project more quickly. The tools and approaches implemented by the digital transformation team should be
consistent with the business drivers, strategy, and resources; appropriate measures should be identified at this
time. Qualitative and quantitative measures require a data collection system set up with methodology,
technology, and data sources (HR, finance, participation and satisfaction, participation in social networking
activities, content, text, and sentiment analysis). A step that is usually missed, but very important for continuous
improvement and adoption, is to check after implementation with the business leaders to discuss the findings
and jointly determine strategies to increase adoption of the change.

e Abusiness engagement loop identified by the Knowledge Analytics ™ Process (Toolkit 1) guides the KM

professionals to align KM approaches with key business drivers and measures.

Organizational change is difficult. The analysis of complementarities can provide insights into organizational
dynamics. For example, “even when senior executives have a clear vision of a new strategy for a company,
managing the change can be difficult or impossible” (Argyris, 1982; Schein, 2004, Siggelkow, 2002).

Complementarity is an important concept in organizational analysis, and it is based on studying the interactions
among pairs of inter-related decisions. If a company is evaluating a trio of decisions: “1) Whether to adopt a
strategy that requires implementing frequent changes in its technology, 2) Whether to invest in a flexibly trained
workforce, and 3) Whether to give workers more discretion in the organization of their work, the
e Matrix of Change can be used by leaders to assess the feasibility, scope, rhythm and unit of
organizational change efforts” (Brynjolfsson, Renshaw and Van Alstyne, 1997). (Toolkit 2)

Developing the knowledge of how the change will affect the workers - “From Gartner’s perspective, ‘the
transformation journey is taking large enterprises especially at least twice as long and costing twice as much as
they originally anticipated.’ In large part this is due to cultural readiness, “53% of the organizations surveyed
remain untested in the face of digital challenge and their digital transformation readiness therefore uncertain”
(Gartner, Inc., 2020). Cultural readiness is usually connected to the organization’s digital business maturity which
assesses the readiness for change and understands the required critical capabilities and competencies.
e APQC's Levels of Knowledge Management Maturity sV, presents a roadmap for moving from immature,
inconsistent knowledge management activities to mature, disciplined approaches aligned to strategic
business imperatives (Toolkit 3).

Explaining ‘why’ the change is needed and creating captivating stories that detail the impact of the
transformation and what are the benefits for the workers are also required to succeed in the implementation of
a digital transformation initiative.

e Communication strategies with promotions and regular updates are part of the change strategy (Toolkit 4).

New processes are to be developed with input from users during pilots and proofs of concepts. Assessing the
critical changes is required for setting up an infrastructure that can facilitate and support new digital business
models. Continuously learn from best practice organizations that embed KM digital transformation programs,
tools, and approaches into critical business processes and workflows.

Putting Knowledge in the Flow of Work Best Practice Study), presents how organizations like Alcoa World
Alumina, MWH Global, Nalco, NASA, and Tata Chemicals have integrated knowledge sharing and collaboration
into every aspect of their operations, creating a work cadre that are hardwired to collaborate and share what
they know.
e Introducing the change into the flow of the work (Toolkit 5) incorporated knowledge-sharing behaviours
in the worker performance goals and discussions. It also motivated the employee on a personal level to
be recognized for subject matter expertise and career advancement.

Setting up a mechanism to inform leaders about adoption and user engagement - American Productivity Quality
Centre (APQC), identified five organizations as “best practice”: EY, MetLife, MWH Global, Nalco, and Wipro Ltd.
These organizations focus their measurement efforts on assessing employees’ level of engagement with
available content as well as the overall user experience.
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e Connecting People to Content Best Practice Study (Toolkit 6), reported that the top-rated health measure
among best-practice organizations is the number/percentage of employees accessing content, which
two-thirds consider effective to evaluate content tools and initiatives. In addition, half the partners find
it beneficial to conduct surveys in order to gauge employee satisfaction with content and systems.

Business will continue to transform. As we look into the future, we have to think of the transformation as a
benefit, not a threat, and ask ourselves questions differently: Instead of “What technology is doing to us?”
consider “What we will do with technology?” Instead of “It is an inexorable trend!” Consider “It's a powerful
tool.” And instead of “It’s an inevitable outcome.” consider “It’s a product of our choices.”

e MIT, Digital Business Strategy: Harnessing our Digital Future, 2020 (Toolkit 7).

The IDC FutureScape webinar and research series for 2021 draws one clear conclusion: technology will play an
even greater role in getting us all to the next Normal. Four major developments are listed:
“Acceleration: Identifying where the crisis and enterprises' responses are accelerating existing IT trends;
Remediation: Identifying where enterprises will focus investments in the next two years to remediate
shortcoming in existing IT environments exposed by the crisis as well as shortcomings introduced during
initial emergency responses; Extension: Identifying where enterprises will seek to leverage technologies
to take advantage of competitive and industry disruptions and extend their capabilities in the new
normal and Ecosystem Transition: Identify how enterprise responses to the other three developments
will alter the IT industry ecosystem itself.”(IDC, 2021)

Designing the roadmap for digital transformation next includes three specific steps. In addition, an ongoing
reference to the future of work and how trends are positioned should be factored in. See Figure 3.
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Figure 3: Roadmap for Digital Transformation

The roadmap augmented by the Toolkit of concepts, models, and best practices position organizations (in
particular, healthcare) in better shape to succeed in digital transformation initiatives.

In 2016, the Knowledge Management (KM) team within AHS, in collaboration with IT and Web Communication,
was tasked to determine if AHS-licensed technology met the current organization needs for information and
knowledge management. In the same year, a project designed to answer this question was commenced. The
design of the project was informed by prior consultation with leaders and technology end users to identify and
prioritize pain points. It was also important to have a common understanding of the terms that were used for
collaboration, engagement, access, etc. A key discussion for stakeholders’ buy-in was to clearly explain the ‘why’
and ‘how’ digital transformation could contribute to strategic business priorities and talent management goals.

This pre-project phase primed the right foundation in terms of people involvement and interest, and implicitly
supported the need for a well-defined structure and process for the project moving forward. One year into the
future, the output was defined, and the project team would deliver an online platform that integrated
technology tools (SharePoint and Tableau) that responded to business needs (reflected in activities to access,
engage, collaborate, manage and monitor) as identified by the stakeholders. The intent was to implement the
project product on a trial basis for use by interested end-users and evaluate outcomes and ROI of the digital
transformation experience for these end-users.

During the project phase, engagement had a significant importance as three layers needed to be balanced:
within the project team members, the first cross-functional team of this nature in AHS (with expertise from KM,
IT, Web Communication); between project team members and stakeholders; and between project team
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members and sponsor. Deep engagement starting in the early phases of change helped ensure processes were
optimized and people were ready to embrace the benefits of digital transformation. Maintaining the
stakeholders’ interest during the project was possible by employing an Agile project management methodology

that frequently required their input in product development. The sprints were designed to respond to t

he pain

points (e.g easy find and search, improved document, meeting, project management and more engagement
tools) identified by users. With this approach, the output, named Collaborative Sites (CS), was ready for

implementation in the business areas represented by stakeholders. See Figure 4.
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This next phase, transitioning from project to operations, required different engagement strategies. Leading a

Collaborative Site implementation in the flow of the work required engagement of employees through e

ffective

communication about change while cultivating the skills and capabilities they needed for future success. Leaders
also played a significant role in the implementation process. Knowing the priorities of their business areas and
the user’s maturity level from digital capabilities perspective, they carefully designed how to bring the new ways
of completing their day-to-day work. Different implementation designs were deployed: phased implementation
of functionalities (e.g., start with document management followed by meeting and project coordination),
phased training for user groups (e.g., start with leadership followed by end-users) or full implementation of

functionalities and training in the same time with a cut of date from old ways of doing their jobs.

Post-implementation phase highlighted different needs for users and business. It became evident

that in

addition to document, project and meeting management, each business area had specific processes (e.g.,
request log to capture intakes, operations log to assign tasks, education needs, repository of questions that

require analysis, etc.) that guided their operations model. As users started to use the functionalit
resources provided to support their learning, different training requests were identified.

ies and

The evaluation and analysis of Collaborative Sites adoption, usage, efficiency, and quality required the selection

of the most responsive Blended Solution (one or multiple interventions that address the same root

cause).

Content management lifecycle processes required attention as the number of documents created increased

exponentially (e.g., audit and archive solutions needed to be designed and implemented). See Figure 5.
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Figure 5: Collaborative Sites Phases

Successful digital transformation requires a careful orchestration of the following components: technology,
people, process and content. This implies the design and deployment of different solutions, approaches, models,
and methodologies at every stage. “True transformation will engage all, and will require tools, techniques and
approaches to involve all in the proposed reforms” (Dickson & Lindstrom, 2010, p. 20).

3. Methodology

Digital transformation initiatives require future thinking and when selecting the methodology, the organizations
need to consider where they want to be in three years from the moment of implementation, what business
value the initiative will bring, anticipate the technology progress, predict dynamic changes in business priorities,
and prepare employees for the future of the work. In order be well equipped with evidence for the approaches
that were applied, the following steps were completed:

e Environmental scan that included a study of best practice organizations that were successful with the
implementation of digital transformation initiatives (e.g., Accenture, Kraft Foods, US Department of
Defense, Lloyd’s Register, Lockheed Martin, Wipro) — comparing the strategies, processes, people and
content that they have selected to respond to their organization’s vision, mission, value (Data collection:
Literature review, synthesis; Format: Report)

e Interviews with stakeholders represented a key step in informing the CS design and sprint planning.
Thirteen departments were selected based on their interest in knowledge and information
management, service needs, expertise, experience with use of technology, influencers in the
organization. Thirty representatives were identified by department leaders. Eight focus groups (3
Strategic Clinical Networks, Health Information Management, Policy, Primary Care, Clinical Knowledge
Content Management, Knowledge Management), were organized to gather details of the business
requirements. Each focus group was equipped with the same Business Scenario template (included:
scenario name, background, goals, desired outcomes, role/persona, stakeholders, process), and the
activity during the focus group was to capture the story of their current processes and pain points for
major initiatives and inform what their vision is for the future. The result produced eight complex
business scenarios. The functions and processes identified from scenarios were grouped in common and
specific business needs across the interviewed areas and captured in a checklist which represented the
basis of the CS platform desired functionalities:

e Project/Initiatives: a place in the platform where leaders can have a view of the numerous projects
and initiatives, connected to goals to allow opportunity to inform decision making

e Document Collaboration: one-stop shop for clinical knowledge content, clinical, and corporate policy
aligned with the content flow from creation to publication; structured place for educational materials

e Engagement: enable social media tools to allow patients, universities, health care professionals to
share stories and expertise
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e Reporting: ability to have three layers of reporting, strategic, tactical and operational, analytics for
site activity and content contribution

The consensus from all focus groups was that all the above activities required creating a global lessons learned
repository, reference libraries, best practice repository, and expertise locator space

4,

The analysis (Data collection: Interview checklist; Format: knowledge maps and database) - (APQC,
2018)

Review of proven and emerging knowledge management approaches implemented in organizations and
the impact of their implementation (Data collection: Literature review and synthesis; Format:
Presentation)

Frameworks integration to cover requirements both from performance and healthcare environment
perspective (Data collection: Study analysis; Format: Integrated framework diagram)

Agile Project Management Methodology — rigorously designed to meet the requirements related to
project information creation, storage and sharing (Data collection: Site with tools for document, task,
meetings, and risk management; Format: SharePoint site)

Education models applied such as ADDIE (Assess, Design, Develop, Implement, Evaluate) and adult
learning principles for reinforcing knowledge acquisition and reinforcement (Data collection: Objectives,
learning activities, knowledge checks; Format: Curriculum) (APQC, 2020)

ROI (Return on Investment) evaluation methodology to capture employees’ reaction, application,
business impact and consequently ROI calculation for time savings (Data collection: Surveys; Format:
Graphs with trends of employees’ adoption of new knowledge over time) (Phillips, Phillips, Stone &
Burkett, 2007)

Review measures to capture user engagement, CS use and adoption and process efficiencies (Data
collection: Review of best practice organizations that implemented knowledge management systems;
Format: Presentation)

Review content management best practices (e.g., processes, procedures, technology, tools)
implemented in organization and related audit policies (Data collection: Review of best practices, models
to identify critical, relevant, and up-to-date content, frameworks; Format: Reports, publications (APQC,
2013, AllM)

Review change management models (strategic level: 7S model; project team: ADKAR model, users:
ADKAR and Kotter/Lewin model) that are to be applied across the continuum of the initiative from pre-
project to post-implementation

Collaborative Sites Platform

4.1 Innovation and System transformation

4.1.1

Fitting the change into overall business strategy

The Collaborative Sites (CS) journey required system thinking and systematic approaches to advance from
innovation to system transformation. A non-conventional approach was considered to address the complexity
of this type of initiative in healthcare. Two frameworks — LEADS (Lead self, Engage others, Achieve results,
Develop coalitions, System transformation; Dickson & Lindstrom, 2010) and HPT (Human Performance
Technology; Van Tiem, Moseley & Dessinger, 2012) — were integrated. See Figure 6.
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Figure 6: System Transformation: Concept - Integration of LEADS and HPT Frameworks

LEADS in a caring environment framework was integrated with the HPT framework to assist in two ways:
identifying the intersection of different domains (Change Management, Knowledge Management and
Performance Improvement) and selecting the best Blended Solution (BS) for the Collaborative Sites during the
project and implementation in operations. A Blended Solution is distinctive (Lazar, Greenblatt, & Robu, 2017) in
that it will likely:

1. include one or more simultaneous, integrated, interdependent, synergistic Interventions;

2. address the same root cause(s) redundantly;

3. require both qualitative and quantitative measures to design and measure effectiveness;

4. align multiple stakeholders; and

5. require faith, courage and stretch.

4.1.2  Steps from Innovation to Implementation

Many organizations dive into digital transformation initiatives without taking the appropriate steps to prepare
for transformation. Also, a different mindset is required when it comes to the expectations for employees’
performance — they must learn and apply new knowledge while executing (Edmondson, 2008).

How did we achieve performance excellence as a result of digital transformation?
Thirteen steps were considered in the Collaborative Sites initiative (see Figure 7). By integrating the LEADS
framework with the HPT one, we ensured that in each phase of the initiative — pre-project, project, transition

from project to operations and post-implementation — system transformation capabilities were linked to desired
performance outcomes.
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Figure 7: Innovation to System Transformation: Thirteen Steps

One question that has to be answered is how all these frameworks and methodologies really work together. In
other words, how do they best blend to be integral parts of the solution and respond in the best way to the
desired outcome. The following details attempt to demonstrate in a practical way how they were considered
and used in the Collaborative Sites example.

1. Pre-project Phase - System Critical Thinking capabilities

Know your starting point (identified issues, complex healthcare system, best practice organizations and related
practices) was designed with attention to stakeholder engagement by inviting them to participate in knowledge
mapping. This is one of the most powerful knowledge management approaches to identify and understand the
organization’s critical information and knowledge management needs. The mapping clearly explained the “why”
and “how” so that stakeholders understand how it contributes to business goals. This also helped with the
identification of the pain points we needed to address with CS - Improved functionalities and tools for: access —
navigation, user interface, engagement, collaboration, and management tools as well as My Space, an individual
area that brings forward all the documents, action items and discussions that the employee was involved with
(Step 1).

At this point, stakeholders could start to see the potential of the change and an important next step was to
develop an inspiring vision and identify all the stakeholders affected by innovation. The best approach to
continue to maintain the interest was to develop a prototype that showcased possible outputs of technology
and how they responded to the pain points (Step 2).

Momentum was built and stakeholders were ready to support the next step of building the business case and
structure the project. Governance for the project was determined by identifying the Sponsors (KM, IT), cross—
functional Project Team (IT, KM, Web Communications, Identity Access Management) and Steering Team
(participation from 13 departments). A project charter was prepared, and Agile Project Management
Methodology adopted (Step 3).

These three steps are anchored in the HPT framework that relate to organizational and environmental analysis,
present the gap between actual and desired performance, and identify root causes both at individual and
environmental levels.

2. Project Phase - Encourage and support innovation
Future of digital work requires leaders to think how they balance the ratio between what technology does and
what the worker does, how their business models change, and design solutions at the micro level flexible for
implementation at the macro level. Engagement strategy again played a very important role and required three
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layers of approaches: business stakeholders were invited to test prototypes and provide feedback on how well
the functionalities responded to the identified gaps (five Agile sprints were planned and 16 prototypes refined,
based on user feedback); cross-functional team brainstormed and developed different modalities to respond to
the needs and regular check-ins with stakeholders provided design course-correction; Sponsors were deeply
involved in ensuring the solution put forward met the agreement of all the stakeholders involved. (Step 4).

Multiple variables must be considered when designing a technological solution. It is about People and how the
technology aids them in completing their day-to-day job, satisfaction and learning. This required the Project
Team to select a blended solution that responds best to the organizational and environmental analysis.
Technology was approached from end user-driven design in prototyping, scanning of future trends in Business
Intelligence and Artificial Intelligence and integration of proven and emerging knowledge management
approaches. The People side was approached from competency development (creating a Business Steward role),
roles and responsibilities needed to assist with CS adoption, change management, optimization, and ongoing
management of the site (Step 5).

The HPT model proved helpful in identifying the steps in the selection of interventions and prioritizing the ones
that create the bundle for the blended solution.

3. Operations Phase - Orient strategically for the future

Embedding digital transformation in organizations by implementing knowledge management approaches
encourages engagement by making it easier for the worker to look for, capture, and transfer knowledge in the
course of their jobs. Best-practice organizations drive knowledge management further into the flow of work by
incorporating knowledge-sharing behaviors in employee performance goals and discussions. With CS clients, the
approach was to implement the innovative approaches in the flow of the worker. This was achieved by mapping
the CS functionalities and tools to their particular business scenarios from daily activities. It was similar to setting
directions on a map from point A to point Z. These scenarios were made available in a Wiki and benefits were
identified for each group of functionalities. This activity made the transition easier for staff, from current to new
processes (Step 6).

The implementation for this type of transformation in operations involves the cross-functional team and
Sponsors. They play different roles now in comparison to the pre-project and project phases and emphasize
different implementation strategies depending on client readiness. The cross-functional team now operates
following a Service Level Agreement put in place to clarify roles and responsibilities for the team and the type
of requests that need to be addressed during the ongoing use of the CS sites. In the Operations phase, the
Sponsor is represented by the leader of the business portfolio/department/area. For them, it was important to
model different implementation strategies based on their current workload. For example, some Portfolio leaders
decided to implement first at the department level (core set of Business Stewards that will master the usage,
then bring the rest of the users on board) or Portfolio leaders decided to implement in all areas at once (assign
Business Stewards for all areas and trained in the same time). Depending on their choice, different change
management, education, site development approaches were used (Step 7).

To be able to evaluate implementation strategy and business impact, an enhanced support model for workers
was developed. Lessons learned from previous implementation informed us that a self-serve model was not
enough for the changes brought by digital transformation. The enhanced support model included: Request Log
where Business Stewards submit their asks for troubleshooting, need for more training or functionalities to
support specific needs; Frequently Asked Questions (FAQs) in the format of an online list that collates the
questions and answers from business areas and is grouped on topics (access, security, content, how-to’s, etc.);
Webinars, conducted to transfer knowledge through simulations and case studies; and Touchpoints, online
classrooms to assist with skills reinforcement using job shadowing. Self-Serve tools were also made available,
such as Help and Training Library with 92 resources available based on topic, type of support tool (job aid,
training bite, video, guideline) and role (Business Steward, End user) (Step 8).

A lessons learned repository was built to capture insights from the training with Business Stewards and users,
implementation strategies, challenges and approaches to respond (Step 9).

As business areas started to use the Collaborative Sites, different performance tools were developed for them.
The set of tools included: Service Model, a document that specifies the type of changes, updates the Business
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Stewards can apply to CS or when they need to ask for support, as well as the approvals they need to obtain
before applying changes; Business Rules, a document that specifies the management of the site (content audit
and archive, user access and permissions, purpose of different tools, transfer of duties in case of
transfers/turnover, etc.); and a Change Management Guide developed using the ADKAR (Awareness, Desire,
Knowledge, Ability, Reinforcement) model to provide the business areas with a diagnostic tool and related
interventions.

Training evaluation — conducted via surveys at the end of each training session, provided us with feedback on
how to improve while we were provided training; CS platform evaluation — all the input provided by users was
collected in an optimization list and during the first year of implementation, we addressed 40 bugs and
improvements; Business impact — time savings, easy access to information were important output measures. An
ROI calculation was completed for only one of the CS functionalities — meeting management. The result
demonstrated that the new way of coordinating meetings was more efficient, with an ROl of 120%. The analysis
of the usage of these tools assisted the team to optimize a solution based on user feedback (Step 10).

HPT framework was helpful in identifying the blended solution needed during implementation and maintenance.

4. Post-implementation Phase - Champion and orchestrate change
4.1.3  Setting up a mechanism to inform leaders about adoption and user engagement

Significant efforts were made to start the wheel of change and the switch from current ways of doing things to
the new ways. How can we sustain and scale the adoption? Drive change in planning and implementation is one
important strategy. Effective adoption and engagement measures have to be designed and implemented.
Adoption becomes powerful when business areas become owners of the change. Structured mechanisms to
continue the adoption of CS (monthly meetings with the CS leads and Business Stewards) were put in place. In
this way, they could field the type of questions and issues that arise in the user community, address and deploy
different approaches to respond. Knowledge management team attended the meetings to respond and provide
guidance (Step 11).

Gamification features were enabled to showcase best content, author, contributor using badges, and ratings.
These features developed new behaviors in the users and increased motivation to participate and contribute
and overall facilitated change across professional cultures, creating capacity and assessing readiness for change
(Step 12).

To sustain change, markers of success had to be identified. Best practice organizations measure the extent to
which employees are actively contributing, sharing, accessing, and reusing content. Overall engagement rates
represent good indicators of health since workers are likely to participate only if the tools are ready to use and
content provides a tangible benefit (Step 13). In the CS instance, the analysis of the markers of success
continuously informed us what the users needed to optimize in their flow of work. Examples included:

e Request log analysis identified thirteen specific needs that needed to be addressed for different business
areas by building solutions to enable efficiency in operations (e.g Educators Hub, Operations and
Tracking Log, Project Management Wiki, Course curriculum, registration and management, Research
libraries, etc.)

e User Survey analysis identified the need to redesign the Help and Training resource to improve search
and find based on user’s feedback after 1 year of implementation (Categories: user’s roles and group of
resources, such as governance, document, project and meeting management)

e Request log analysis informed the implementation team on the type of requests and how to organize
themselves in order to become quick in response and follow up actions. The analysis showcased that
technical support was the top on the list, followed by education, access issues and enhancement
requests

e  Education needs analysis required the creation and delivery of an education offering focused on
document organization

e Enhance the CS analytics to inform users and leaders about the usage of the site (storage, size of files,
types of files). Dashboards and a Content Audit Guide with tools and checklist were developed to assist
users in deciding which content to keep in the sites that is critical, relevant and up to date. See Figure 8.
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Confirmative, meta-evaluation and communication plan elements from the HPT framework were applied in this
context.

Content indicators

|s your content critical, relevant and up-to-date?

CRITICAL:" |s this content required for business continuity?

|dentification of critical knowledge is needed for organizations to prioritize on what to capture
and transfer

RELEVANT: Is the content related to the current business operations of my
department?

Mot all content is created equal or has the same value; thus, content relevancy helps
segregate knowledge asset from information noise

UP-TO-DATE: Does it reflect the current operations including the activities, services
and projects we are working on?

Once content has been identified as critical and/or relevant then it is imperative that content is
kept up-to-date so that it can be relied on as a trusted resource

Figure 8: Content indicators that trigger audit actions

To sustain change, leaders and users need tools that measure and present in a snapshot the activities in the site
at individual, tea, and department level. A content and web analytics framework was developed to respond to
the leadership needs to visualize the status of the CS implementation in their areas (see Figure 9). A set of
measures were identified to emphasize user adoption and participation, efficiency and quality, engagement and
satisfaction.

Adoption and participation Efficiency and quality Engagement and Satisfaction
1 To date —
Value g5 uses e Yvalue p Tmewmd | § Value g:’:““z":::’ ,,,,, L} To date
= = are
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Figure 9: Business Value: Content and Web Analytics Framework

Dashboards and Information Sheets on how to interpret and intervene were developed and launched to the CS
users after 2 or 3 years of implementation. For each measure, for example, “Adoption”, the Information Sheet
included details on: How do | interpret the data? Trends; How do | intervene to course correct? This became a
handy diagnostic and treatment tool for leaders to decide the best path forward to improve adoption of digital
tools.

4.2 People: Business Stewards Program
4.2.1 Developing the knowledge of how the change will affect the workers

Arole called Business Steward was created to aid implementation of the technology (Collaborative Sites), ensure
effective management of individual SP sites, and reinforce best practices. Online education and performance
support tools were offered to increase their adoption and use. Business Stewards represented the direct
connection between the business area (leaders, owners, end users) and Knowledge Management Team.

Their responsibilities are to: champion CS uptake; master CS functionalities (45 functionalities related to the

engagement, collaboration, management of meetings, projects and reporting) by completing six training
webinars; follow continuing education and training offerings; train team members (end users); follow the CS
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Service Model to inform what requests; approvals are to be in place for changes to the CS; contribute to the
evolution of the CS and works across teams for consistency; communicate with leads, owners about changes or
newly identified needs; use the CS Education and Training resources; administer user access to the C; maintain
CS, auditing site from content and access perspectives.

Business Stewards needed to be equipped with new knowledge and skills for the digital workplace. As Business
Stewards learned new skills while completing other jobs for their role, which we call knowledge above the flow,
a gradual learning path was developed to assist with easy learning and application (see Figure 10).

The training was divided by timing of delivery: during CS implementation with two layers of complexity
(awareness and intermediate), and after CS implementation when the Business Stewards have learned how to
use the functionalities and now are ready to accumulate more skills on how to manage the CS (advanced).
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wareness (7 h) Manage al:)bilnar with practice <,
I Intermediate (8 h) Webinar with knowledge check =" Ton . .
(h) e
| - ) TG 1P : S
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1h 30 min) | csh P .
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et H i
- c,'.‘:““p . MOnItOI' Service l\.ll?(:ilfﬂ, Roles &
D\‘"“g . . Responsibilities (1h)
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Engagement (ah)
H H Webinar with knowledge check —,
Navigation o Collaborate
Webinar with knowledge check Webinar with practice
(1h) (1h 30 min) | Gon Webinar with knowledge check
Webinar with practice \e(‘:‘e“)‘a (1h)
o, \P
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Figure 10: Business Stewards Learning Path

Upon completion of the modules (Administration, Navigation, Engagement, Collaborate, Manage, Monitor,
Security), the Business Stewards received a Certificate of Achievement that highlight their enhanced capabilities
in digital work.

4.3 Technology: Knowledge management approaches integrated in functionalities

The AHS information and knowledge management need was addressed by analyzing best practice organizations
and implementing relevant knowledge management approaches that made sense in the context of the
organization: demonstrated business value, increased people engagement and enhanced collaboration. A
mapping was completed to connect the pain points identified by the stakeholders (need for more engagement,
sharing, collaboration, management and monitoring tools) to proven (e.g., lessons learned, knowledge base,
Communities of Practice, etc.) and emerging (e.g., Ask the expert, newsfeeds, analytics-dashboards) knowledge
management approaches (see Figure 11). Technology features were aligned to develop the tools that covered
these approaches. Twenty knowledge management approaches are embedded within CS (7 proven, 13
emerging). This ratio also indicated the need for a concerted effort for both education/training and change
management.
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Figure 11: Proven and Emerging Knowledge Management Approaches Embedded within CS

5.

Conclusions

Enhancing stakeholder engagement in digital transformation initiatives require robust process and people-
focused foundations in order to be successful and sustainable. The strategies and blended solutions can include
a wide range of permutations between the change management, knowledge management, and performance
improvement domains. Organizations can achieve digital transformation while driving deeper engagement and
better results for the business. Rebalancing mind and machine, platform and product, and core and crowd
represent the future of the work and organizations. There are eight aspects that require continuous attention
when leading these types of changes:

5.1 People

1.

End User adoption — clearly explain the reason for the change and engage them through the entire
change process and WIIFM (What’s In It For Me) and business value.

Dynamic stakeholder engagement — stakeholders continue to be actively involved and responsive in the
post- implementation phase, continuing to model adoption and business rules.

Create new working relationships — recognize the need to act and build competencies in users, as well
as modeling the change with mentoring and coaching to make it work.

Workers’ role changes — machine/technologies replace repetitive tasks in the flow; however, a set of
skills remain the domain of people. Science, technology, engineering, and math are valuable for
programming and decision making; Creativity - thinking outside the box to handle exceptions; Social
skills — empathy, motivation, and interpersonal skills are crucial for managing information, decision
making, and collaborative efforts. Physical dexterity — machines can dominate in the world of robots,
but many jobs require dexterity that only human touch can achieve.

Managers’ role changes — enable experimentation and data-driven decision making and help teams
design good experiments and make fair and objective analyses that lead to the “best” answer; develop
coach-like approaches for team members, developing them towards high performance and helping
them build on their strengths and mitigate their weaknesses; set a context and vision for the team, and
constantly work to align the workers to that vision.

5.2 Processes

1.

Enhanced support model — be available to provide training; respond to questions; support learning at all
levels (beginner, intermediate, advanced); make resources available to build and maintain trust and
performance.

Value of feedback to optimize — be responsive to user feedback before, during and after implementation;
demonstrate through follow-up updates and improvements that their input counts.

Continuously evaluate — evaluate what you do; capture gaps and opportunities.

Collaborative Sites were implemented in 23 departments, the corporate business area and few hospital
administrations. This represents a limitation. If implemented organization-wide, more lessons learned could be
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drawn and the digital transformation strategy and roadmap adjusted accordingly. Collaborative Sites continue
to evolve, driven by priorities in the organization, user identified needs, and progress in technology. This
represents another limitation and challenge.

Next steps include analysis of the specific needs and development of a toolkit of templates that can be used
across the CS users, automated workflows for repeated steps and Artificial Intelligence/Machine Learning to
support users with their questions (chatbots, sentiment analysis). The challenges ahead relate to the constant
rebalancing required to fine tune the digital transformation engine.
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