


CREATE TRUE DIGITAL 
TRANSFORMATION
with the 6I’s Framework

Although many organisations across the world try to modernise their workplac-
es and help their staff to become more productive, efficient, collaborative and 
engaged, their efforts often go unrewarded.

If a change doesn’t impact people directly for the better, they’ll resist adopting 
that change. People often embrace change in their personal lives because it 
makes their lives easier.

So what if you could:

make it easier for your people to accomplish some of the daily tasks that 

matter to them

make those tasks simpler and faster

rely less on training and change management; and

generate far fewer complaints?

There is a difference between digitising existing processes to make them more 
efficient, and truly re-engineering how your organisation works and empowering 
people to give their best every day. Making bad processes faster is not going to 
help you achieve your true potential and protect your organisation from 
disruption. To achieve these goals, we need to find the real problems.

But how do you even know about the daily grind activities that are stifling your 
organisation like busy city traffic on a Monday morning? Which ones are costing 
the most and which are the easiest to fix? What information do you need to gain 
senior executive support and manage stakeholders?

That’s where the Six ‘I’s of Digital Transformation come in.

Using this framework, you can identify opportunities for Digital Transformation 
throughout your organisation using a clear system to measure their impact and 
assess which problems offer the most potential for progress.

With this knowledge you’ll be able to develop an effective Digital Transforma-
tion strategy with deeper understanding and accuracy, choosing the right 
technology for each challenge.
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To plan a successful Digital Transformation and – importantly – get budget 
approval, your initiative needs to identify and implement the most impactful 
changes to show measurable ROI.

The 6I’s framework pinpoints the systems and processes that are preventing 
your business from realising its potential.

This workbook describes a simplified version of the 6I’s framework to give you 
an idea of the process. 

For a more in-depth and robust analysis, register for one of our workshops at 
injio.com/6Is 

THE 6I’s FRAMEWORK

Clarity around which initiatives 
will deliver the greatest benefit

Measurable ROI to demonstrate 
project value

Objective evidence to determine 
the best plan

A proven methodology to measure 
gains
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“In the knowledge economy, the knowledge worker 

is the most valuable asset, not the manufacturing 

floor or even the intellectual property of the 

company.

The productivity of the knowledge worker is a 

valuable yet undervalued objective. Five percent of 

a knowledge worker’s time can be worth three to ten 

times the price of just their PC.

The knowledge worker needs next-generation 

technology to drive next-generation productivity 

and next-generation business outcomes”

Tim Campos, Chief Information Officer at Facebook
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The first step is to engage team members to 
find the areas with potential for improvement. 
Even a single brainstorming session can spark 
numerous ideas. Additionally, reviewing 
customer complaints, speaking with vendors 
or simply looking over the people’s shoulders 
while they’re working can reveal inefficiencies 

What issues do you repetitively communicate about over email?

Do you need to regularly capture or record information? If so, what is this 
information? Could the capture process be automated?

Which repeated questions and requests do you receive from people?

What information is hard to manage, and is a source of confusion between 
people?

What do you rely on paper for?

How do you assign tasks to yourself and others?

Are there organisational processes that are tedious and frustrating?

Do you have company knowledge in your head that would be lost if you didn’t 
pass it on?

IDENTIFY

Before you begin this process however, it pays to educate people about why 
you’re initiating this change. They can then contribute meaningfully to your 
initiative, rather than being concerned that they are going to lose their jobs.

From a change management perspective, it’s also important for the people who 
are about to undergo a technology change to raise issues in the first place. 
People complain far less about a change if they requested it themselves.

Some questions you could ask:
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Once you’ve identified the opportunities for improvement, 
the next step is to assess their impact
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How much are these problems costing you? 
What’s the opportunity cost of your people’s 
time if they could be using it in a better way?

For example, imagine that Joanne is head of 
the Project Management Office, and spends 
15 hours a week communicating with Project 
Managers to find out where projects are up to. 

IMPACT

If Joanne had access to a dashboard where she could see exactly where every 
project was at in real time, she could save 10 hours a week. Imagine what Jo-
anne could give back to the organisation if she had that time available. That’s 
the real opportunity cost, and it’s probably much more than her wage per hour.

To calculate the Impact cost of your identified problems, work out how many 
people are impacted and what they cost multiplied by how much additional 
time it’s taking. Because people’s contributions are (hopefully) greater than their 
actual cost, we then multiply this by 1.25 and then work out the cost over three 
years. If Joanne was paid $60 an hour, her time alone at 10 hours per week 
would be wasting $108,000 over this three year period.
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Example Impact cost calculation



Many solutions won’t provide an obvious financial benefit over the current 
process. For example, displaying the company’s Facebook page posts internally 
will mean people feel more informed, and it may enhance the culture, but there 
may be no clear cost-saving benefits. For this reason, we also need to calculate 
an Impact Score, which incorporates all of the solution’s non-financial benefits.

Keep it high level so you can quickly identify which opportunities have the 
biggest potential.

The Impact Score is a number between 0-10 (0 being no Impact, and 10 being 
maximum positive Impact). Choosing this number is based somewhat on gut 
feel, but consider the following factors: 

IMPACT SCORE
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Number of people affected.
 
Enhanced culture benefits. 

Other opportunities created. 

Knowledge harnessed. 

Learning and development advantages. 

Support for the company’s strategy. 

Alignment with the company’s vision, mission or values. 

Alignment with the future direction. 

Now we have an idea of which areas will bring the greatest 
benefit, it’s time to find solutions!



3
The next ‘I’ in the 6 ‘I’s framework is ‘Ideate’: 
coming up with ideas on how to provide a 
solution. Ideate covers the platform or tool 
you’ll create the solution with, and the 
approximate cost of delivering it. This will give 
you an indication of the cost of solving each 
opportunity. In some cases, you may have 
several platforms and products that suit. 

IDEATE
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How do you decide which to use?

Like the Impact assessment, we will use a combination of Ideate Score and 
Ideate cost.

Ideate Cost

Cost: How much will it cost to develop or purchase the solution? Include 
internal costs like people’s time on the project, even if the solution is built 
externally. 

Annual support and licence cost: If this is a third party product, how much 

will the annual licence cost? 

Time to create: How long will it take to deliver this solution? 

Custom development future risk: If you develop this now, what’s the risk 
of it becoming costly to maintain, difficult to develop, or unsupported in the 
future? 

Maintenance effort: How much effort will it take to maintain the solution 
each year?

Change management effort: How 
difficult will user adoption be for this 
solution? 

Probability of being superseded: 
Will this solution become redundant 
in a few years’ time?



As you can see in the above example, the Ideate Cost scorecard lists each 
problem with one or several potential solutions and presents the cost to create 
the solution as well as how much it will cost to licence and maintain over three 
years.

Some solutions may have a low implementation effort, but cost more over the 
long term. Other solutions may require too much training and change manage-
ment to consider. These additional factors will be reflected in the Ideate Score 
below.

IDEATE COST 
SCORECARD
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This score is a number between 0-10.  It reflects all of the non-financial pros and 
cons of a solution.
This is important to capture, as cost savings are not the only driver an 
organisation will have for Digital Transformation. It may be to improve culture or 
innovation. You can decide which goals have a higher priority and weight their 
measurement accordingly.

IDEATE SCORE 
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Best fit for requirements 
Ease of creation
Out-of-the-box solution
Existing platform 
Minimal maintenance
Configuration only
Requiring little development

Poor fit for requirements
Needing constant support
Requiring strong technical skills
Needing upgrades
Being an isolated solution
Requiring a different platform
Requiring a third party tool

From an end-user perspective, the fewer platforms they have to deal 
with and the fewer places they need to go, the better. This is where 
your Digital Workplace comes into play. It’s a central place for them to 
access all the different solutions, so that everything happens in one 
easy-to-access place.



We now know how much each issue is costing the organisation, the potential 
solutions available and the costs and benefits (financial and otherwise).   Next it 
is a simple matter of working out which solutions represent the greatest value 
to your organisation.

The example below focuses on the first two identified problems, each with two 
potential solutions.

We can clearly see that Solution 1a, an online leave request form with 
automation run on PowerApps will deliver the greatest benefit of the four from a 
financial perspective, and it will be determined whether the higher Ideate score 
of 9 for the SharePoint solution 1b, is worth more than the $9,000 difference in 
cost.

OPPORTUNITY COST
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Next we look at the fourth ‘I’ – Innovate – where we take 
these high-level solutions and dig deeper to understand the 

true effort required to create them.
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By the time you reach the fourth ‘I’, you’ll have 
a scorecard of opportunities, and have identi-
fied which ones offer the greatest potential. 

Now it’s time to decide which ones of these to 
pursue, and further design these solutions. The 
fourth I Innovate isn’t just about creating the 
next amazing AI self-driving VR bot. Sometimes 
just a small change makes all the difference.

INNOVATE
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Additionally, getting too carried away with requirements and then seeing costs 
ballooning can prevent your project from being approved. That’s why we always 
advise our clients to engage in what we call Solution Trimming: separating the 
essentials from the “nice to haves”:

List your priorities for the solution. 

Divide them into must-haves and nice-to-haves. 

Review the list, and make more of the must-haves into nice to-haves. 

Keep comparing the future solution with how you currently work to get a 

reality check. 

Try to limit stakeholders: the more people who are involved, the higher the 

likelihood of time-consuming requests being accommodated. 

Stay within your budget unless you are confident of getting approval for a 

better outcome.

Once you’ve trimmed your 
solution and checked that it’s 

still efficient, create wireframes 
to get feedback and approval 

before creating a detailed 
solution design document.
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If you have a good technical team with a clear 
solution design, implementation should be 
straightforward. In some cases, however, 
project teams can encounter stumbling blocks 
for a variety of reasons: 

Competing projects: Your solution might 
include a new staff directory that will run on 

IMPLEMENT
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SharePoint. Meanwhile, HR has just announced that they’re investing in a new 
HRIS system that has its own staff directory, so they want to kibosh yours.

Organisational change: Perhaps a large restructure happens, and the stake-
holders supporting your project leave. You lose support for the initiative as inter-
est falls away. 

Too many stakeholders: In large companies especially, a whole host of people 
with conflicting requirements and agendas can claim some stake in a project, 
derailing or at least delaying implementation. Or, over time, more and more 
people can start to arrive at meetings, each creating different barriers.

Upgrades and Freezes: If IT is planning an upgrade that affects your solution, 
your development may not start until that’s complete. Maybe the business 
initiates a one-month freeze on IT changes and there’ll be a large queue when 
deployments resume. 

There are many more situations that can prevent a smooth implementation and 
it’s important not to dawdle on this phase. 

Don’t wait until all your solutions are perfectly designed. 
If one is approved, get cracking.



The Lead Consultant and/or Technical Lead should guide how the solution 
is created. They’ll make it clear whether you need to code, purchase an 
external solution, or simply configure an existing tool. 

The Technical Lead needs to closely monitor developers to ensure they 
create a suitable solution. This is especially important for junior developers, 
contractors, or teams that don’t know each other well. 

Spend more time upfront in planning discussions if diverse components 
need to work together cohesively and different developers are creating 
each component. Sometimes developers just want to start coding!

Developers need to be clear when something needs configuring rather 
than developing and follow the plan accordingly. 

Graphic design and usability requirements must be understood and the 
team needs at least one developer with the appropriate skills to apply 
them, including responsive design experience. 

Allow appropriate time for testing. The last thing a stakeholder wants to see 
is a bug-ridden solution. That means applying a testing methodology and 
holding developers responsible for their solutions. 

Creating a Proof of Concept is a way to test the theory behind a solution 
before fully committing to it. It’s about building a prototype to try out the 
concept and receive feedback. It’s not about perfection.

Pilots can also provide an important ‘net’ to catch potential problems and 
discover enhancements you hadn’t previously considered.

Consider these points for your solution development. 
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Going live is a moment you don’t get twice, so make sure
 your launch is perfect.
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What’s new and shiny now will eventually 
become old and out of date. This is one reason 
that so many solutions these days – includ-
ing our Digital Workplace platform Injio – are 
cloud-based and available via subscription 
(known as ‘Software as a Service’ or SaaS).

ITERATE

15injio.com/6Is

Set a schedule to regularly review your solutions – at least once or twice a 
year. It’s also good to run a review a month after launch to apply some quick 
wins.

Find out how end users are experiencing the solution and observe them 
using it if possible. 

Check user adoption and users’ experience for each solution, and assess 

whether it’s had the expected benefits.

Survey them on what they like & don’t like about the solution plus any ideas 
to improve it. 

Review the original ideas for this solution. 

Reconsider things you trimmed when you finalised the solution. 

Check whether there’ve been any technology advances on the platform 
that will benefit the solution. 

Check whether creating dashboards or reports for the solution is preferable 
and feasible. Look for ways to leverage your solutions for other areas of the 
business.

If the opportunities for improvement are substantial, you can run 
the 6I’s process on them to see whether they’re worthwhile.



“Up to 70% of change initiatives fail”
Rewriting the Rules For The Digital Age - 2017 Deloitte Global Human Capital 
Trends

DON’T RISK YOUR TRANSFORMATION PROJECT
Now you understand the basics of the 6I’s, it’s time to put them into practice.
Our half-day 6I’s workshop will help you use the framework to objectively 
assess and prioritise your current opportunities to deliver: 

Measurable ROI Executive 
support

Clarity on top 
priorities 

A clear road map

It makes sense to invest a few hours to ensure your organisation focuses on 
what really matters.

Register your interest at injio.com/6Is or call +61 1800 022 990


