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Checklist of questions to consider 
when planning a technology refresh 

1. Survey your technology environment  

Continually monitor your technology  

• How old are your systems and devices (look out for those over 5 years old)?  

• Do you have any end-of-life or unsupported products?  

• Are your software and operating systems in current vendor support, patched and 

updated?  

• Do you have adequate and effective antivirus software?  

• What are your current costs for maintenance, support and licensing?  

• Do all systems have a clear business owner?  

• Who are the vendors/suppliers of your systems?  

• Does your technology still meet your organisation’s strategic requirements?  

2. Prioritise and consider value   

Determine benefits, risks, urgency, costs and IT capacity  

• Are you clear about your goals and requirements for a new system?  

• Are you aware of the upfront and recurring costs of introducing a new system?  

• Do IT staff have the skills and capacity to support a system replacement? Will you 

need to budget for support from external contractors?  

• Does the system store high-value data which you can’t afford to lose?  

• Is this system business critical?   

• Is an upgrade essential, nice to have or unnecessary?  

• Would an upgrade deliver clear strategic value and return on investment?  

• How will this change improve services or drive productivity?  

• Are there specific problems you’re looking to solve with a new system?  

• Does this upgrade align with your overall IT strategy?  
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3. Aim to simplify  

Look out for opportunities to standardise and streamline  

• Can you identify multiple systems performing the same function which you could 

consolidate to reduce costs?  

• Can you see any opportunities to standardise technology across the organisation? 

Perhaps you already have a system with multiple modules that you’re not using?  

• Are there options to automate processes and free up your IT teams e.g., by moving 

to a cloud-based system with automated updates?  

• Is the new system scalable? Does it have the capacity to grow and adapt to 

changing requirements, and increasing data or user volumes?  

• Is the new system an ‘off-the-shelf’ product? What are the implications of 

customisation?  

4. Pick your timing and communicate  

Speak to employees across your organisation  

• What is your employees’ tolerance for downtime when it comes to implementing a 

new system?  

• What is their level of comfort with new technology?   

• How much support will employees need?  

• Which teams need to be involved in implementing a new system?  

• Are staff outside of IT available and willing to get involved with activities like 

requirements gathering, data cleansing, testing or training?  

• How will you communicate your schedule for implementing a new system?  

 

5. Test before you invest  

Consider a proof-of-concept or pilot  

• Are you clear of the requirements you’re testing for the new system?  

• Does the supplier of the new system offer demos or support with proofs-of-concept 

or pilots?  

• How will you measure the success of a proof-of-concept or pilot?   

• How will you communicate the results?  
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 6. Prepare for the unexpected  

Do your research about the new system and be prepared for hidden 
costs or issues  

• What can you learn from previous technology refresh projects? Were there any 

unexpected challenges?  

• Have you considered potential issues, changes or new requirements in your budget 

or implementation schedule?  

• Are there any recurring costs for upgrades, licensing or support?  

• Are you aware of the vendor’s roadmap for the new system?  

7. Remember the data  

Think about the value and status of the data in your old system  

• Do you have a plan for securely destroying unneeded data from your old system?  

• Is all the data you’re moving still needed? Is it accurate and up to date?  

• Do staff or customers need continued access to all data? Will your data remain 

available during the migration process?  

• Do you plan to move personal or financial data? Are you aware of the steps needed 

to ensure security and compliance?  
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