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Pre-Tool Audit:
"Do We Even Need This Tool?"

A focused assessment for operations, HR, and IT teams

A quick information guide for teams.




ldentify the Problem

>I> What problem are we solving?

Describe the actual issue (not "we need an HRIS").

"We keep forgetting onboarding steps."

New employees are left confused and unprepared because
critical steps fall through the cracks.

o

"We're wasting time on manual PTO tracking."

Hours spent on spreadsheets and email chains that could be
automated.



Define the Outcome

DD What does the ideal outcome look like?

How will we know the issue is fixed?

"New hires are fully set up by Day 2." "Managers can approve time off in one click."
Complete onboarding process with all systems access, Streamlined approval process that reduces administrative
equipment, and documentation ready. burden and improves response times.

o



Map the Current Process

>I> Step-by-step - even if it's messy.

* Use a One-Page Mapping Guide
« Visualise where issues show up
*  Document every handoff

* Note decision points
 |dentify bottlenecks

Document Current State

Map out exactly how things work today,
including all the workarounds.

o

Identify Pain Points

Mark where delays, errors, or confusion
typically occur in the process.

Note Dependencies

Understand what relies on what and
who needs to be involved at each step.



Spot the Roadblocks

DD What's breaking or slowing things down?

Bottlenecks

Single points of failure where everything gets stuck waiting for one person or process.

Delays
y VAN

Unnecessary waiting periods that add no value but consume time and resources.

Confusion

Unclear responsibilities, processes, or expectations that lead to mistakes and rework.

Duplicated Effort

Multiple people doing the same work or entering the same data in different systems.

o

Common Examples:

"Two systems store the same data."

"No one knows who owns approvals.”



Process First, Tools Second

>I> Have we tried optimising before buying?

Before investing in expensive software, consider these simple solutions:

Checklist? Calendar Reminder?

A simple checklist might solve your Automated calendar reminders can
process consistency issues without any prevent forgotten steps and missed
technology. deadlines.

If yes, test that before investing in software.

o

Template?

Standardised templates can reduce
errors and speed up repetitive tasks
significantly.



Clarify Tool Purpose

>> What do we think the tool will do?

o

Be clear and specific about the tool's intended functions:
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Track PTO Requests

Monitor leave balances, approval status,
and team coverage planning.

><

Send Onboarding Emails

Automated welcome sequences and task
reminders for new employees.

o

Integrate with Payroll

Seamless data flow between HR systems
and payroll processing.



Urgency Check

>I> Need now or nice to have?

Assess the true urgency of your tool requirement:

What's the urgency?
What happens if we wait 3 months?
Is this solving a crisis or an inconvenience?

What's the cost of delay versus the cost of rushing?

Critical Need Important but Not Urgent
Business operations are significantly Plan properly, research thoroughly, and
impacted. Immediate action required. implement when ready.

o

Nice to Have

Focus on higher priorities first. Revisit
when resources allow.



Ownership
>> Who will own the tool?

Clear ownership is critical for tool success. Someone needs to:
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Manage It Train Users Troubleshoot
Day-to-day administration, user Onboard new users, create Resolve issues, liaise with vendors, and
management, and system maintenance. documentation, and provide ongoing ensure system reliability.
support.

() Warning: Tools without clear ownership often become abandoned, underutilised, or create more problems than they solve.

o



Costs
>}> Budget + Hidden Costs

Consider the total cost of ownership, not just the subscription fee:
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Monthly Subscription Implementation Training Add-ons
The obvious cost everyone sees Setup, configuration, and data Time and resources to get Extra features and integrations
upfront migration everyone up to speed you'll inevitably need

Remember: The cheapest tool that doesn't work is infinitely more expensive than the right tool at the right price.

o



Integrations

>I> What does it need to connect with?

Your new tool doesn't exist in isolation. Map out all the systems it needs to work with:

HRIS ATS

Employee data, org charts, and personnel records Candidate information and hiring workflows
Payroll Slack

Salary, benefits, and time tracking data Team communication and notifications

Poor integrations lead to data silos, manual work, and frustrated users. Verify integration capabilities before committing.

o



Success Checklist

>I> The tool is a good fit if...

o

1 2 3
It solves the problem It fits the budget It integrates smoothly
Directly addresses the specific issue you Total cost of ownership (including hidden Works well with your existing systems
identified, not just a general category of costs) is within your financial constraints. without creating new data silos or
problems. workflow breaks.

4 5

The team will use it The process was mapped first
User-friendly enough that your team will actually adopt it rather You understand your current workflow and have optimised it
than work around it. before adding technology.



o

You don't need a shiny tool.
You need a fitting tool.

. The right tool solves your specific problem, fits your budget, integrates seamlessly, and gets used by your team. Everything else is just
expensive digital clutter.
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