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Staff responsible for writing and agreeing policies on digital practice and 
deployment, and staff who have to plan and project manage the 
implementation of digital development.  Whether it is re-developing a website, 
or choosing a new ticketing system, or re-thinking customer-facing 
communication strategies, this guide will help.
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Who is this How To...  guide for?

How to... Implement Digital Developments and Develop Policies on Digital

Let us assume your organisation understands the potential from utilising 
digital technology.  We are beyond computerisation: “the tools have escaped 
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the toolbox” and we are into a complete change of behaviour, by artists, by organisations, by all those who 
engage with them.  Change has already happened and we don’t know exactly where it is leading because 
it is an evolving process, but we do know some key principles:

•	 Joined	up	systems	and	joined	up	thinking	is	necessary

•	 Stop	thinking	from	the	perspective	of	publishing	and	communications	and	broadcasting;	instead	
think	about	dialogue	and	inter-action	and	user-generated	content;	think	about	being	open	and	
transparent to the public.

•	 Start	thinking	about	engagement	with	the	public	from	all	perspectives:	how	to	give	more	access,	
how to deliver the arts in new ways, how to improve appreciation and understanding, how to make 
more friends.

•	 Recognise	the	potential	of	social	networking	and	changes	in	media	and	channels;	instead	of	
“preaching to the converted” become “a trusted friend” and be more open and willing to share.

IT and digital development are not the responsibility of one person or department, so you should involve 
everybody who is interested or who uses or manages the technology.  One theatre in Edinburgh decided 
to ask staff across all departments to volunteer to join a working party to consider the re-development brief 
for their website: 13 people turned up, all brimming with ideas, ready to discuss strategy as well as what 
people should be able to do on the site.  People consulted and involved will feel a greater sense of 
ownership and be more willing to contribute and help.  Not all the brains are under one hat – here it is 
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really	true,	as	James	Surowiecki	argues	in	The	Wisdom	of	Crowds	(Random	
House).  Only one ‘hat’ in your organisation? Then work with your peers in other 
organisations: talking to colleagues doing similar jobs in other organisations 
can be the most helpful network you will ever devise, though make sure you talk 
to more than one person.
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Managers should have skills at devising policies and in managing people and 
tasks, and these are the important skills when working with digital technology.  
While an understanding of the opportunities is certainly helpful, don’t make the 
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mistake of delegating entirely to the experts:  their expertise may be limited by their own knowledge and 
experience.  Use experts, possibly multiple experts, to give help, guidance, comment, to find the short-cuts 
from past experience and detailed knowledge.  But stay in control of the agenda and be sure you are man-
aging the process.

Not	all	organisations	have	‘mission-statements’	and	‘visions’;	some	seem	to	have	objectives	which	are	
unachievable	with	their	resources;	some	seem	to	try	to	get	by	doing	“more	of	the	same”	as	their	business	
plan.  However, the people who work in and around an organisation – staff, volunteers, Boards, 
stakeholders -  do need some kind of policy framework to understand what they need to do and provide 
a reasoned basis for continuous development.  Take the time to write as simple as possible statements of 
policy.		Just	doing	this	helps	many	managers	understand	what	they	need	to	set	out	to	do.	

Policies need to lead to outputs and outcomes – something tangible is achieved – and be clear about what 
is involved, and to explain why.

Computers, inter-connectivity, web communications and the networks ought to be ubiquitous in all parts of 
an organisation, and, as noted already, are beyond tools, so policies need to address the value to be de-
livered	to	the	people	and	the	organisation	(and	often	its	attenders	and	participants).		The	framework	policy	
could be:

 “to develop digital technology solutions to improve work practices, to enable people to be more ef-
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ficient, and to bring us into a closer and more informed relationship with 
our attenders”.  

There could then be sub-policies for specific areas of activity such as:

“to optimise our relationship with members of the Friends’ scheme by 
automating renewals, recording inter-actions, and personalising their 
Newsletter content according to their preferences”

There is a simple way to test whether policies are understood: discuss them 
with the people involved, and ask them for their ideas and proposals.  Learn to 
understand any negatives: why are people saying what they are saying?  Fear 
of change is frequently a major concern, because using new tools in unknown 
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Spreadsheets, GANT charts, project planning software tools, are all good aids in setting timelines, 
co-ordinating interventions, agreeing installation dates, even in monitoring where you are, until you 
add in the people factor.  So design the people into the plan from the beginning.

1. Form a small task-force or working party with very clear terms of reference to focus on man-
aging implementation and leading communication with their colleagues.  Ensure you respect this 
group – go round and ask everyone for their views: silence is NOT consent.  Achieve consensus not 
compromise.  Dissent and difference is healthy: explore why people think what they think.  Only 
you? Can you find others – volunteers, stakeholders, Board members, friends  – to help? 

2. Use this group to develop the brief for the project and ensure it encompasses all that is in-
tended to be involved.  If there are grey areas – unclear outcomes – recognise and note them for 
attention.  If there are budget parameters and critical deadlines, identify them.  Test the brief on 
colleagues outside the group.

3. Decide on the expertise required, either internal or external, and recruit them to the process.  
Ideally they should meet and work with the group and not just the manager.  The experts need a 
clear brief – they may be able to propose one to you – and you need to manage your relationship 
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ways, changing processes and adopting new practices, always takes some people out of their comfort 
zone.  Since this is inevitable it is something to be addressed and managed and should not inhibit progress.
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with them.  In an ideal world they can mentor as well as help and ad-
vise.

4. Plan a timeline for the project.  The ingredients and actions are al-
ways specific to a task, but please allow that people time: training, play-
ing in a safe environment with new software, re-considering processes 
and paperwork, experimenting with different solutions, takes time, but 
the benefits are in confidence.

5. Select the appropriate tools to deliver the core functionality re-
quired.  The key words are “fitness-for-purpose”, and software has to 
do what is needed. So prepare a realistic Functionality Specification 
identifying what you want it to do.  Ideally this describes the outcome 

Implement digital developments 
and develop policies on digital

Nov 09

How to... Implement Digital Developments and Develop Policies on Digital Author: Roger Tomlinson, www.www.actconsultantservices.co.uk

clearly, and any steps to achieve it, but not the detailed process – the same task can be achieved in 
different ways.  

6. Explore possible suppliers or developers and talk to colleagues in other organisations about 
their	experiences	with	them.		Rigorously	evaluate	what	they	offer	against	your	specification.		Find	
out about their approach to the work – watch out for developers who come locked in to particular 
software platforms and tools – and see if you think you could make a working partnership with pos-
sible suppliers or developers.

7. Challenge solutions and review costs because under-delivery and over-budget is your respon-
sibility, so be clear about what you are getting for how much, especially considering on-going costs 
as well as up-front charges.  Cost-cutting decisions need to be taken in the group and recognise 
the	policy	and	intended	outcomes;	ask	for	more	before	compromising.

8. Monitor the timeline and plan the detailed implementation.		Remember	the	multiple	elements	
which may need to come together:  hardware, power supplies, peripherals, tele-communications 
and Internet connectivity, furniture, even paper supplies, as well as the people factors of training, 
commissioning and setting up new systems.  And then there are the external services, such as card 
clearing,	interfaces	with	other	software	tools,	joining	up	with	existing	systems.		Roger’s	first	law:	It	
always	takes	longer.		Roger’s	second	law:	Go	through	this	with	all	the	people	involved	and	docu-
ment	the	detail.	Roger’s	third	law:	Timelines	slip	but	deadlines	usually	can’t.

9. Review progress weekly, and not weakly.  Get the problems out in the open and discuss them 
and try to start resolving them.  A continuous review process means the track of the project is ex-
posed and shared.  Understand any people problems and address them.  Act early on suppliers 
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not delivering to time – find out why.  Re-adjust the timetable as neces-
sary and focus on remedies.  Rely on people power – talking problems 
through often unpicks them.

10. Celebrate success, boast about adoption.  Praise in private does 
not go far enough.  Thank people for what they have achieved, share 
stories and case histories about adoption, about new practices, efficien-
cies, praise people, praise often.  Start the next task.
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