MINISTRY OF %UC%L DEVELOPMENT
Te Mawnatii Whakahiato Ora

MINISTRY OF SOCIAL DEVELOPMENT, Bowen State Building, Bowen Street, Wellington 6011, PO Box 1556, Wellington 6140
» Telephone: 0-4-916 3300 » Facsimile: 0-4-918 0099

Keith Bolland
fvi-request-1966-5815ff92@requests fvi.ora.nz

Dear Mr Bolland

Thank you for your email of 28 August 2014 requesting, under the Official Information
Act 1882, information about customer relationship management software.

The Ministry is changing the way it works, {o take a whole-of-Ministry approach that will
better integrate our services, resources and support. This change will also consider the
way the Ministry uses technology to support our service delivery.

Work and Income, a service of the Minisiry of Social Development, has a number of
systems that enabie it to carry out its legislative functions. Work and Income primarily
uses the Curam client management solution (CMS). This is supported by, and links to, a
number of other applications that serve as payment engines or provide other specific
functionality. The Ministry procured Curam, a social services framework in 2006, fo
support the CMS project and to be the core building block of the Ministry’s modernisation
efforts. Since its purchase, the Ministry has used the product to deliver several
significant initiatives, including Welfare Reform.

QOver the next four years, a long-term sirategy will reduce duplication between
Information Communication Technology (ICT) platforms and integrate information
systems that support service delivery. This will underpin the Ministry's move towards
people-centred and convenient services. The Ministry has started this programme and
will have retired two of the legacy systems (Unified Client View Il {UCVII) and SOLO) by
mid-2015.

Please find enclosed a table that lists the applications used by Work and Income that
interact with the Curam CMS. This table provides an overview of the purpose of the
application, including the type of information captured, and whether it was developed for
the Ministry or was a pre-existing commercial product. The Ministry has an IT panei of
suppliers who provide a number of external resources to T projecis which resulis in a
number of providers working together on projects.

Better technoiogy systems will also support more integrated data, enabling frontline staff
to access information about how services are working. This will heip them to make
decisions about what are the right services to meet people’s needs.

The Ministry is developing comprehensive seif-service, online and mobile services to
streamline the way people access government services and creaie an integraied
transaction account view for users,

Where appropriate, the Customer Relationship Management systems may be accessed
hetween the Ministry's service lines, for example Studylink, Senior Services, or the
National Fraud Investigation Unit. The Information Management Principles of the
Ministry are:
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Principle 1
Information in its various forms is an asset of the organisation and will be
actively managed throughout its lifecycle.

Principle 2
information will be readily discoverable and available to staff uniless there are
valid business reasons for it to be withheld.

Principle 3
Information management practices and structures will reflect the business of the
Ministry and be continually monitored to ensure ongoing alignment.

Principle 4
Where practical and cost effective, information will be collected once and
shared by authorised users and systems.

Principle 5
The Ministry will ensure that the collection, use, release, and disposal of
information meets statutory and legal requirements.

Principle 6
Information will be managed in accordance with international best practice
standards and meet the government's information management expectations.

Principle 7
Ease of use will be a primary requirement of any enabling tools for information
capiure, discovery, and use.

Principle 8
Ministry data and information sets/repositories will have a clearly identified
assigned Business Custodian and appropriate Physical Cusiodians.

Principle 9
Information Management practices will ensure the security and confidentiality of
client information in accordance with legiskation and best practice standards

The Ministry does not have any systems that track current or past beneficiary
information through public sources. All personal information about beneficiaries is
voluntarily given to the Ministry so as to assess their full entitements to financial
assistance. As part of their obligations for receiving on-going financial assistance from
Work and Income, beneficiaries must advise Work and Income of every change in
circumstance that may affect their rates of payment. These changes are recorded in the
relevant systems to ensure full and correet entitiements to financial assistance continue.

The Ministry is required to establish the identity of every person who applies for
assistance, whether they are applying for on-going assistance such as Jobseeker
Support or Social housing or a one-off payment. This ensures the right person gets the
right assistance at the right time.

The Ministry’s National Fraud Investigation Unit and Integrity Intervention Unit preserves

the integrity of the benefit system by detecting, deterring and investigating fraud and
abuse.
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This includes assessing information received through an allegation and the matching of
client information with information provided by other government agencies to ensure that
clients are receiving their correct entitiement to a benefit. Beneficiaries’ information is
matched with information provided by the following agencies:

» Inland Revenue to detect beneficiaries who may be working as well as receiving

benefit or Student Allowance

New Zealand Customs Service to detect beneficiaries who have left the country

Department of Corrections to detect beneficiaries going into prison

Department of Internal Affairs to identify beneficiaries who have died or married

Accident Compensation Corporation fo identify beneficiaries who are receiving

ACC paymenis

=« Housing New Zealand Corporation {o identify new tenants, existing tenants who
are in refationships and beneficiaries who are no longer tenanis.

@ 9 @ @

In all circumstances, the Ministry adheres to the guidelines of the Privacy Act 1993 of the
protection and handling of beneficiary information,

You have requested the business requirements, the functional requirements, and any
change management documentation for each of the systems. | have enclosed the
project closure reports for both phase 1a and phase 1b of the CMS project. In addition,
as you will note there are a number of different operating systems that are specifically
used by Work and Income. These have been infroduced at many different stages since
the implementation (and subsequent amendments) {o the Social Security Act 1964,

To compile all business requirements, the functional requirements, and any change
management documentation for each of the systems would require substantial manual
collation and research to locate the wide range of information requested. As such, your
request for this information is refused under section 18(f) of the Official Information Act.
| do not consider the resources that this would require to be in the public interest as this
would remove staff from their core duties and impact on the effective functioning of the
Ministry.

1 hope you find this information helpful. You have the right to seek an investigation and
review of my response by the Ombudsman, whose address for contact purposes is:

The Ombudsman

Office of the Ombudsman
PO Box 10-152
WELLINGTON 6143

Yours sincerely

Rupert Ablett-Hampson
Deputy Chief Executive People, Capability and Resources
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Ministry of Social Development’s Client Management Systems

System

Description

Developer

ABT — Appointment Booking
Tool

The Appointment Booking Tool (ABT) is an application that is used for booking
appointments and seminars for clients with Work and Income and Senior Services
staff members. The ABT is used by Work and Income case managers and contact
centre representatives. it is incorporated into UCVI and interfaces with the existing
QOutlook Calendar. Work and Income working age clients can make a selective
choice of appointment types using their online My Account and interfaces with the
ABT. New Zealand Superannuation clients do not have access to My Account,
therefore, cannot make appointments.

Bespoke

ART - Activity Reporting Tool

Activity Reporting Tool (ART) is a web-based application that is accessed by service
providers, specialist case workers and the Youth Service Support Unit (YSSU). This
is the internally facing instance and talks to the same DB as the externally facing
instance via oracle OClL. ART coliects information relating to the services and
activities clients are referred to and the outcome of those referrals. It also enables
staff to view clients’ progress, and monitor the performance of service providers and
specialist case workers. ART will create a notification to service providers, specialist
case workers and/or YSSU.

Bespoke

Assessment - CMS
Assessment

Caram’s Intelligent Evidence Gathering {IEG) functionality is used to take the user
through a series of dynamic questions leading to initial assessment calculation of
potential eligibility or expectation stream. Work and Income clients can access
selective assessments online via their My Account. The assessment answers can be
viewed via UCVIL.

Curam with
customisation

COMET - Collections
Management Enforcement
Tool

COMET is a Collections management enforcement {ool used by the Integrity
Services Collections teams. The tool allocates cases to work queues and users, with
automated workflows to manage letters and enforcement actions to clients. COMET
is built on CURUM platform. Provide an effective tool for the Debt Collection Units to
manage cases and workloads. Provide the capability to increase collector
performance and reduce the overall cost of collections.

Alow Debt Management Officers (DMOs) to focus on cases that are in real need of
attention, such as non-payers and potential non-payers. Make use of information
related to the debtor that is stored in other systems within the Ministry.

Curam with
customisation

Digi — CMS Digi

This is the CMS software component for Digi that resides in the CMS instance.
Digitisation is a generic term referring to the conversion of paper information into
digital (electronic) form. It is usually associated with a physical process, such as
scanning or imaging, for converting paper into some digital format. For Work and
Income, Digitisation is a process for managing our client information better by
creating a complete client file that is available electronically through a single point of

Curam with
customisation
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entry.

EGS — WEP — Enhanced
Online Services/My
Account/Apply Online

The Enhanced Online Services (EOS) project enabled customers to check what they
are entitled o, apply for benefits, manage their details, book appointments, and
provide income and job search declarations. The technical deliverable was the
Universal Access instance of CURAM. Universal Access is an application in its own
right and EOS also used the CURAM framework and an instance of CURAM

Curam with
customisation

Obrman — Obligations Obligations Management (OBMAN) is a tool that has been created to capture Bespoke
Management information about Work and Income clients’ obligations. It allows staff to view all

client obligations, manage any disputes and manage all social obligations a client

may have.
RecruitMe RecruitMe is the system used by Work and Income staff for matching people to jobs | COT with

and jobs to people. RecruitMe has been used by Work and Income staff since March
2013.

customisation

Service Plans ~ CMS
Service Plans

An application on the CMS instance of CURAM. A Service Plan is a record of the
activities a client has done or is planning to do. The activities may be appointments
from the Appointment Booking Tool (ABT) or Plan ltems added manually in CMS.

Curam with
customisation

SOLO - SOLO Client SOLO Employment services details for Work and Income job seekers. SOLO is the Bespoke
Management Service primary tool used by Work and income employees to case manage clients. It enables
employees o move and monitor clients into self-sufficiency. SOLO links to SWIFTT
to ensure that a work-tested client is meeting their work-test obligations.
SORT- Service Qutcome This is the internal instance of the case management fool used by external service Bespoke
Reporting Tool providers providing a Health and Disability, Sole Parents and similar service to
targeted clients. This is the external facing instance of the case management tool
used by external service providers providing a Health and Disability, Sole Parents
and similar service to targeted clients.
SWIFTT - Sccial Welfare The computer system that processes the benefit information entered by case Bespoke
Infermation For Tomorrow managers is known as SWIFTT (Social Welfare Information for Tomorrow Today). it
Today is a screen-based system — it does not use stacked windows. SWIFTT is the biggest
payments system in New Zealand, handling more than 2.5 million payment
transactions a fortnight. This service is used to record and process benefit
payments. It supports approximately 70 different benefit payments and pensions.
TRACE ~ Tracking Recover | This application is used to facilitate debt management process of investigating, Bespoke

and Collection Enforcement

processing and payment receipting. It is also used to record, track and report on
Benefit Control case activity and results and other debt related information.
The TRACE computer system includes the following sub-systems:

o DMS (Debt Management System) records client information, debt details,
enforcement action and debt repayments.
o RMS (Receipt Management System) which ensures debt repayments are
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receipted to the correct debtor record and gives detail of the date, type and
source of the payment.

= BPCU is the Benefit Control case management system used to record, track
and report on Benefit Control case activity and results.

s« MRA/SL holds information about the clients who received major repair
advances and suspensory loans.

UCVI — Unified Client View
il

Application that allows frontline staff to maintain a common view of their client
information and carry out automated checks on client information. UCVII collates
information from several SOLO and SWIFTT screens to enable case managers to
view these details in summary screens. This eliminates case managers, work
brokers, customer service representatives and other staff needing 1o access muitiple
screens to find the information they require. UCVII provides a view of client data,
including the products and services a client is regeiving. UCVIl is used for creating,
modifying and noting client records and entitlement checks.

Bespoke

WASP — Warrants Absence
Suspension Processing

Warrants Absence Suspension Processing (WASP) is a system designed specifically
to manage clients leaving New Zealand (Absence from New Zealand) and Warrants
to Arrest. Information sharing happens between Customs for Absence from New
Zealand and the Ministry of Justice for Warrants to Arrest. WASPF allows the user to
view and manage transactions based on the information.

Bespoke
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Executive Summary

The purpose of this document is to obtain approval to formally close the CMS Phase 1a
project based on a demonstration that the project objectives have been met.

The Ministry of Social Development (MSD) obtained approval in August 2006 to
+ implement the Clram platform '

¢ address the need for improved client service-delivery support, as well as mest the
Government's objective of assisting clients in their communities with a work-first
approach,.

ment Solution

The project was divided into two phases. Phase 1a of the Client M
i UGty n

was to integrate Clram into the Ministry of Social Developm
establish core functionality.

The project implemented the solution to 800 users in Conw% and o frotaff

in the Bay of Plenty region on August 3¢ 2007 and continaed a ompleted its

deployment to all Work and Income staff as proposed @ vember s

Phase 1a has also implementied automaied S Plafnin W s originally a

component of Phase 1b scope. g\ &k“ .

All objectives achieved AT %

All phases impiemenied by due Q D

All training fully completed ' T

Alt Work and Income Staff filly-deployed 9

All handover documentat 'proces e Q eted.
atus @g

ramme was.:

Phase 1a has completed with the following

2 ® & & &

L

At 30 November 200

e Budget $30.903 /I?$3G.?
© %

Phase 1b@r gressing%

Iti W\ded

siness Steering Group:
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CMS Phase 1a Project Closure Report CMS PHASE 1A

1 Introduction

1.1 Document Purpose

The purpose of this document is to:

e Obtain approval to formally close the CMS Phase 1a project based on a demonstration
that the project objectives have been met.

s ldentify lessons learnt from the project to be considered in the ongoing improvement of
the Ministry’s processes and policies.

1.2 Document Context
The Ministry of Social Development obiained approval in August 2006 @

e implement the Clram platform

¢ address the need for improved client service- deilvery s well a
Government's objective of assisting clients in thelr ¢ mes with a f rst
approach. %

core functionality. The project implemented th o 80 Centact Centres
and to frontline staff in the Bay of Plenty regi st 30

The project was divided into two phases. Phase 1 ient nt Solution
integrated Caram into the Ministry of Social Devg@ nfrast tu d established

Phase 1b is targeted to complete in the | 200 u;ld on and expand the
functionality delivered in Phase 1a.

A Project Closure report is usually mented w ¢t is finished and is to be
closed. This report is being prepared catt ion of Phase 1a, because:

&

the completion of Pha @ signifi \stone in terms of project delivery

a full life-cycle has % slete o@ rSject

thisis a substar/@feij of w

e findings fro 8 S . d to help improve the quality of Phase 1b of the
Project. %

2 Co letion

®

S Phas Vr ject Objectives
/W:e\ owing o s were established for the CMS Project. Note that these objectives
Wmt @ oject and not just Phase 1a:

2.1. e Planning
line the service planning process

onsistently offer appropriate services to meef client outcomes.

2 System Improvements

&

reduce the number of systems staff must use

-]

improve the navigation across systems

reduce systems training requirements through Help, workflow etc
¢ introduce configurable management control functionality.
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GMS PHASE 1A

2.1.3 Client Information

« provide consistent eligibility assessment regardless of access channel

s provide centralised view of products and services associated with a client

e streamiine client information maintenance and updates.

2.1.4 System Integrity

e provide complete audit-ability and integrity of data

e supports the payment of correct entitliements.

2.1.5 Management Information

=« capture robustinformation for management purposes

¢ create dynamic caseload management to target initiatives to @zps. /\@
7

2.2 CMS Project Phase 1a Scope

o)

While the objectives in the previous section relate to th@%ﬁ Phas@ CMS
s < //.”/‘::\ s

project, the following scope is specific to Phase 1a. >

Establishment of environments and
purchase of associated hardware,
software and peripherals for:

Development

integration and System Tes{&y
Production

O

Non-functional Testin

User Acceptanc

1o

)e ect production.

A

@,

Partjally Achies

ﬁm,/nviror( nients required for go-live were
tablj oftware and peripherals
wers.p ased

blished
@{‘I&\ w ’
2%1&; JAdeployment was completed the

ini

ractice base was upgraded fo
ude the CMS systern components and

All testing was completed prior to release
to production and full production
deployment has been completed.

Note: The DR environment, hardware
and systems have been commissioned,
but the full DR test won't be undertaken
untii Phase 1b is implemented.

< @ﬁhas(d inatafiation of the Ctiram

soﬁw& luding contract negotiations.
O@

Achieved

The Clram software has been
successfully instatled in MSD
environments.

fﬁéoc&zement of iIndependent Quality
vAssurance (IQA) services for the Project.

\

Achieved

IQA services were delivered to the project
during the {nception Phase and at the
completion of Elaboration. A further
report is anticipated for the closure of
phase 1A.
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CMS Phase 1a Prolect Closure Raport CMS PHASE 1A

Establishment and delivery of training Achieved
relevant to systems implementation.

CBT Training has been deveicped and
successfully delivered. The same
delivery channel is proposed for Phase
1b.

Establishment and delivery of Achieved
Organisational change management
relevant to the systems implemented and
the operational changes required.

Change mentoring implemented and
Change Management delivered.

Customisation of Caram software to meet | Achieved

i
MSD requirements. User requirements h ,
incorporated in t CMS-release’)

%

Integration with Legacy systems as Achieved \fj
required e.g. SWIFTT/SOLO/UCVIL aaic Intsrface a%?gg
; (ﬁ hd the CMS-application
has bée ‘ssfu#f%?@ed with
UCHI 800 an QLSJW,
go;ﬁ}\\mégr i IFTT was not
X y’ed for F 1a
Pilot deployment 1o approximately 806~ ~-1-Achiev 2d
i was deployed to all

Job Search Facilitation staff & CSRs: Th
. % tre staff and to Service

N in the Bay of Plenty.

Full deployment of the .8 Wor}g&; ieved
Income Case Manag Rs, K\\:>\ progressive rollout of CMS to all sites

Al

@//ﬁ\' was completed by December 2007.

The initial setpe ? functi
Business
Facilitation
ass

i sne delivered in Phase 1a was outlined in the Final

. Functionality was to be specifically targeted at enabling early
clients. '

mpl his functionality as a first release of the CMS has enabled the
th

RAn achi
establish th

i
® i te functionality e.q. security, accessibility, roles, locations
@

tem into the Ministry's IT infrastructure

with a small group of staff, efiminating risk associated with ‘big-bang’
ptementations

/\ revent any impact on critical business activities
k;/ ensure that network capacity is sufficient,

These processes have introduced new functionality to staff and were specifically {argeted
at enabling early assessment for clients and ensuring that planning for outcomes started at
the first point of contact with a client.

A Project Variation Reqguest (PVYR002) was approved by BSG in Aprit 2007 and this
increased the scope of Phase 1a to include automated Service Planning functionality.
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2.3 Project Budget

Given the CMS Phase 1 project is still continuing the table below shows the budget status
as at 30 November 2007 which was the date the final region was rolled out to and
represents the completion of Phase 1a'.

Phase 1A Budget Approved Budget via Actual Expenditure
PVRs
$30.803m PVR's met within budget $30.734m

During Phase 1a contingency was increased from $3.388m to $3.851m & variation t
increase scope to accommodate service plans was funded from wnthln isting b

Key cause for surplus to budget funds was an improved exchange r Sto
time of software and maintenance purchase. o

A \“
The November 2007 Financial report is attached as App C

\
24  Project Schedule /\
The plan documented in the Final Business C Management Plan
(PMP) targeted the delivery of the CMS plio as 1 This was to pilot

iate work related

functionality that specifically enabled esarl
services for clients. %
as o

A further Phase to be delivered lat

dditional functicnality to
ssment for eligibility to

enable the creation and maintenan ice \]i
employment and training pr es, and f@ ation of CMS and SWIFTT.
Functionality to enable us @te an in"Service Plans was included in the

scope of Phase 1a at th oject proposed a deployment date of

September 2007 t te t I functionality; however BSG asked that
the Project endeav

an deployment deadline, and this was achieved.

t
OVE l’

Ha daver

ment Manager to manage the system into production. The
the standard IT Projects template and processes. For each
agreed and confirmation that they had been delivered was sought®,
were delivered and agreed with stakeholders.

UA ﬁ ria had not been met when the deployment to production was made, the
key i hat there were five ‘B’ defects outstanding. Fixes were either in test or
be} ‘g\ ei ed for at least two of these at the fime and maintenance releases had been

ITTS recommended that the application not be deployed o production however,
concluded that the risks were minimal and requested the project deploy to production

\r

/7 qz end of August
siness Analysts from IT Client Applications and technical resources from Infrastructure
and Services who would be assuming responsibility for Business as Usual support
participated in, and provided support to the project. This was to assist with the fransfer of
knowledge to Ministry staff and help prepare them for supporting the application following

' Note that Phase 1a generated change and training queries that are still being fielded by the
?r»:)ject team but these will be captured as part of Phase 1B costs,

See VR02 EDRMS Ref:2532048

® For a list of these deliverables please refer to the readiness forms in EDRMS file fA345092
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Go Live. One BA from IT Applications who has supported the project is to return o their
substantive position to provide BALI development support. A software support contract

and the building of internal development capability are to be managed by IT Application
Design.

Deployment to production was managed by the System Integrators on the weekend of 25
and 26 August. Users at the pilot sites were enabled on the evening of Wednesday 29
August so that Users could start using the system from August 30. A gradual rollout to all
remaining sites was then completed by December 2007.

This process of deploying to production was well managed and was completed very

successiully with a relatively small number of calls for support.
2.5.2 Project Artefacts Handover &
Phase 1 of the CMS Project is not yef complete and many of the proj s A

ue to b\e\

P
produced in Phase 1a will continue to be used in Phase 1b. The: J
managed by the project until the completion of Phase 1b. ®/>
69;{&3

Relevant documents required to support BAU activities have ansferred to \ ¢

appropriate stakeholders. % g v

Repositories have been created in EDRMS fo store fi siofis of %c and .
O

project documentation®. Physical files are heid by Faciﬁ(%g}
S
O
S &>
&7« S
@Vx “
W
& N
NS @%@/

@ |

* See Folder fA352571
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3 Project Review

3.1 Approach

End of Phase Reports have been compteted for the Inception®, Elaboration® and
Construction” phases. The findings of these reviews along with test exit reports have been

incorporated in the comments below,. This report also represents the End of Phase report
for Transition,

In addition, a closure workshop of a representative group of stakeholders was held.

Section 3.2 summarises some of the key areas of the Project that led to a successful pilot
deployment. A summary of lessons leamnt is included in Section 3.3, a mare detailed

explanation of these can be found in the varicus end of phase and other cume
A commernt on the objectives and achievements of each phase are | i Sectl 9

3.2 Overall Project Success &

3.21 Summary

/
There is no doubt that this was a jarge and complex, p”te}m
within budget, to an agreed timeframe and it has bearz vé \
solution was deployed to approximately 80O front fine. 5t4

and a system to support the job search facmtf&@:ﬁéw Ce.

The number of resources, (from various dfsc}ggng )/ was /\ve 60 and during the latter
stages of the project peaked around Bﬂk was u,abf MSD staff both as

members of the core team and fromyath ?\@'eas su,c n rastructure & Services,
contract staff, ITTS as well as vendc sein , Clram, Azimuth Consulting,
Equinox and Inspire Group \ O

The sclution was techm x New itig infrastructure for development,

testing, production and covery'waginstalled. The Caram software had not

previously been emglqy;a Mm iﬂy significant amount of customisation was

required. in addltso ion h e integrated with core systems UCVIH, SOLO and

ABT. This in itself w te’;; nicaliye ging

A good rela;gns IBeszted ‘ .
¢ .

eas within the Ministry who played a pivotal role in
astructure & Services {e.g Middleware suppori,

developin 5
DatabaseWtrat s, Windows & Integration), IT Applications (System Integration,
Clie licgtions Na%t"@ﬁce) and IT Customer Services.

el of commitment was shown by members of both the core Project
/-Tﬁhe d bgp wers\who were involved in delivering the Project. These resources worked

¥ )
%\1@ exg ctations and frequently working exira time.

The 0’ Ms/\:ﬁeli managed, adhering to sound project management practices. The

praj an gement team worked well as a group to manage the progress of the project
tto agdress and resolve issues. The BSG also played a critical role in ensuring the

; égss; of the project, helping resolve issues and providing the Programme Manager and

@ am with the necessary support and guidance.

3.2.2 CMS Change Management

ﬂ/

A Change Management strategy allowed the project team to focus on the ‘people side’ of
implementaticn to inform all stakehoiders on the proposed solution.

S EDRMS Reference: A22B85056
S EDRMS Reference: A2527918
" EDRMS Refersnce: A2873628
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Dielivering a presentation through regional read shows enabled over 1200 staff from
eleven regions and five contact centres to be engaged with. Key messages were
delivered and reiterated as well as providing an opportunity for those attending the road
shows to feed into the project team any enhancements they could think of to CMS.

Surveys taken after the road shows provided positive feedback in that over 95% agreed
that once they had seen the presentation and had an opportunity to discuss what they had
seen that they then understood the purpose of CMS, how crucial to the delivery of services
CMS is, how CMS will help staff deliver better services and the benefits of CMS to clients.

Regular communication updates were delivered through preferred mediums as identified
from these surveys.

Training was delivered to frainers and to end-users via CBT. This approaeh was Iargeiy
successful and was managed in a very tight timeframe as the CBT pa
developed in paraliel with CMS development and testing. /<> )/\

From the results of the skills checks, over 2200 people c:ompletec{ hé aﬁd

average score was 93%, the pass rate being 85%. It was note.ﬂ ‘hoﬁe r, that thi rﬁ'mf
training did not suit everyone as it required the participant to b r‘y SDBCIQC in thej
responses. Also, the CBT screens were not always exagctly the sarme a 1he pduction
system as CBT was being developed at the same time a§the\s/yste 35

developed and there were changes to the system se./ t were ﬁeﬁez;ted in the
CBT. This proved to be a problem for some staff \ </ ‘ ®

After the first training run was completed it waQ{e;)q\iai the S)te mpiens needed
additional training. This process was then ahchm\ d for prpgj’és trammg roll outs.

Another issue that was identified WIth thet a?gnmg was tbe /tﬁh’of time between the staff
training and implementation date — som\e cases t Kﬁ‘ g long as six weeks. There

c
/

were a couple of reasons for this delay; \rﬁgfzons r ‘weeks to get all staff through
the training programme with therrfesm?me co /tr n d other training that they needed
to have compieted in the sarﬁe\hﬁteframe o the training constraints there
were other major changses’ g for ﬂ'?‘ income staff in the same time period
eg Working New Zealan fx%e”p olecm nrovide activities for staff to complete to keep

their training fresh — they did nef always have specific time allocated to do this
and as a result dld h@v tlme tete them.

The training wa ed u lj«s fraining management system, Moodle. The
project to i adle de!wered a production system and conseqguently the
CMS proj qunred to ho e application on one of its servers and provide support

fori mentiing and €onfiguring tralmng courses. This placed additicnal pressure on both
Proj res es:. Nefirm date has yet been agreed to transfer Moodie on to a
i/' server anhihis Yfemains a requirement of the Moodle project team.

ry team, with the core project team being located on a single floor,

a‘s e\p Ject progressed, relationships between these groups developed to the benefit of
& project and to individual members of the team. This required careful management to
sge that formal channels of communication were not by-passed where these were

Cé/&]wred to ensure consistency and to ensure that change was appropriately managed.

~Engagement of key business and IT staff was made easier because of the existing
relationships between them and members of the core project tean.

3.2.4 Deployment and implementation Modet
The decision fo limit functionality and to deploy te a pilot group has proven o be sound.
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The standard process to deploy applications was managed by the Systems integrators.
This process was exiremely well managed with the project receiving excellent support and
good communication at all stages.

3.2.5 Transition to Business as Usual

Having BAU staff on the project team and the engagement with key resources in IT
assisted greatly i making a seamiess transition possible.

3.2.6 Postimplementation Support

OCn ‘Go Live’ day project team members provided on site support o the BOP region and
contact centres. This proved very useful and this support was then provided to all other
regions as CMS was being implemented to them. Project team presence was apprecia

by both frontline and Contact Centres and by being there they ensured(tﬁeﬁ loyment

was as smooth and as positive an experisnce as it could be. This is ayi \e@by @) ﬁ
positive comments captured from site champions during deploymey ~—/

Technical support was provided by the IT heip team and this 8 ucsessful, esg%f\ewy
with assisting with user access and initial login issues tha}mgere eksberiencé?{;a
Ve

Business process support was provided by Helpline an< j team_ﬁ%; nalysts.

This was not as successful as anticipated. Heiplinp* ) urce is§ was also

providing business support for the Working Newj‘,e%b\?@hang '\j
\ tact W %&%ions Managers
‘em hanage the change in

supp ” e-ongoing for the length of

The project's business change team remain i
and Site Champions ¢ provide continuing
their regions and sites. This change mara
the project. |

3.2.7 Vendor Relationship '

-
At the project peer level the @\nship with @ rs has been extremely positive and
helpful. This was assiste ¢e-locatt h groups.
There were delays in ng con E@‘aﬁons with HP that impacted the project
scheduie and place@cﬁﬁ | press e project team at the outset. Weekly

by the priri ndor, HP. MSD were given the opportunity to
comment on the d@ (e oﬂst@ ensure that the status reported was acceptable

to both pa@
3.3 es s Lea
L

in detail in each end of phase report and test exit reports. In
their own Completion report that includes detailed lessons
rovides a summary of the key lessons.

xélo?: ument was not baselined until the end of the Inception Phase. This made it
H@conﬁrm planning and costs as a number of requirements had not been clarified.

s&on Learnt
| @ e ¥ision document should be confirmed early in the Inception Phase.

3.2  Using an lterative System development process

The Project implemented an iterative deveicpment process that had not previously been
used within the Ministry.

Negotiaticns with vendors were protracted as a consequence of MSD wishing to agree a
fixed cost and the reluctance of the vendor to do so given the iterative nature of the
process. This ied to delays in engaging HP which impacted the start-up of the Elaboration
Phase. The nature of the iterative approach is such that the completion of some
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deliverables may span more than one project phase, this made it difficult for the vendor to
close off a phase as there were a number of deliverabies for which work had been
performed vet were not ready for acceptance by MSD.

In the initial planning, it was assumed that certain use cases and other deliverables would
be completed at the end of a particular phase and the pian of the project schedule and
deliverables were constructed accordingly. This proved to be wrong making the tracking
of deliverables and performance of work more difficult to manage.

Lessons Learnt

The Ministry needs to develop a negotiating model that recognises the challengss of
engaging with a vendor in an iterative development environment.

Planning needs to recognise the iterative nature of development and be based on the |if
cycle of each deliverable and not on project phases.

«
3.3.3 The need to adhere to robust processes for delivera \\:y

Variables existed early on in the Eiaboration Phase across t 'obs<;taff docu %nt‘rr{g
key use cases. This led to inconsistencies of documentation throughout Elaboration both
within use cases documented by MSD and use case re @t s docurr% by HP.

lessons Learnt /
The Ministry needs to ensure some standardisati SS | @ nd formal
training delivered to establish standards and [@p or dodumantafion in the
Elaboration Phase.
AV G
%— e

3.3.4 Management of Testing N\ \{/
Nearing the end of the Elaboration _ﬁ_h\a_ei becamiegpparant that the pian for system
testing to start could not occur as-it was-reliant ofi g nimber of functional deliverables that
had been scheduled for diffe ng;ge ivery st his.delayed System Test completion and
equally forced a significa int on {Jseracteptance Test timeframes. As a result
project team members ignifica nbér of overtime hours o ensure timely test
completion. p

N
Lessons Learn \@"
Ensure piann:pg S ons, ase deliverables aligns with System Test needs.

)]

Also ensuge, tim tingenc ided around the testing area to cater to final high risks
that can siggificaptly impact schadules.

3.3 Mng
¢ \/./> R V . . )
tireframes of tta was an issue where some staff were trained up to six weeks

\r*-wimp}emhtq& . This meant that they were not able to retain the information
arred for e I?’? of time between their training and implementation. The project did
ovid/e‘:éu\iizég d revision exercises for staff, and they had the ability to re-do the CBT

at thezgﬁg% however specific time was not allocated for staff to complete these activities
a ?:js@’ta other commitments they were unable to.

ons Learnt

e

ture implementations the timeframe between fraining and implementation should be
inimised. Also time should be allocated to staff to allow them o revise their training with
no other interference.

3.3.6 Business Process Post implementation Support

Business process support was provided by Heipline and project team Business Analysts.
This was not as successful as anticipated. Helpline had resource issues and was also
providing business support for the Working New Zealand changes. They also opted {o
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complete the training in their own time and for some Helpline staff this was notdone ina
timely manner or extensively enough.

Lessons Learnt

Helpline staff should complete the training early within the fraining window and more time
should be spent with Helpline staff to ensure that they have a good understanding of the
system and processes involved prior to implementation. Helpline staff should also be
allocated time to refresh their training on a regular basis.

3.4 Project Phases

The Project used an iterative software development methodeology. This was a tailored
Rational Unified Process (RUP) methodology thai draws on the Software Engineering

Institute’s ‘Evolutionary Process for Infegrating COTS-Based Systems’ EQE and M N
existing development procedures and artefacts®.

Following is a summary of the stalus of each phase at its compl

3.4.1 Inception Phase

"Coniirm the scope (func iona 'W)»’tha e
be delivered by the project.

Establish the project and an acceptable Q n@cb/ievect NS
timeframe for delivering CMS Phase 1%

‘ Hig duie was outlined and a
i dra‘ﬁt for the Elaboration Phase
/(f?\ @é Q med _
Establish an engageme ith N %ved

vendors who will be w it MSD .
deliver this solution ,@ @ }gtatements of Work were agreed with both

_ P and Cdram.
D) S
34.2 Elabﬁ?at}z}h Phase Q\\V

he vision for CMS i Achieved
| LO7EETe V> Baselined: Vision 1a document, Use Case
/C'\\\W % Model, Supplementary Specification, and
EaNy2 @ O Glossary.
~Confirm.f architecture is correct Achieved
an I Baselined Software Architecture Document
7 (SAD).
/;: onstrate that the major risks Achieved
'%jzzmaa‘z:g wrgjrietvel?p?ent have been Risks reviewed and the Risk Register
FESSEC ana miligate rebaselined with all major risks addressed
and/or resclvad.

® See CMS Development Case (Document 1D: A2067468)
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CMS PHASE 1A

Complete planning for the remaining
phases of the project including fixed cosis
for Construction and Transition Phases,

Achieved
Timelines for Construction outlined.

Received a Statement of Work from HP that
covered the two remaining phases of the
project - Construction and Transition
Phases, complete with costing and
resources required.

Major solution design risks were either mitigated or downgrade;%‘

Service Plans functionality was not originally part of Phase @e i or Jul
was included in the scope following BSG request to provi
experience. As a consequence the project’s deployme

from end July 07 o end August 07,
3.4.3 Construction Phase

Minimising development costs by
optimizing resources and avoiding
unnecessary scrap and rework.

s " > ~
! 8 proé%%
- ‘_pOAESIt”E %

>
&)
te

busi
Phase 1 Eﬂi s

e

Breyio

Achieving adequate quality as rapid]
practical.

Partia ‘ix acﬁ?ved

/;‘/H} 'buiifd review some

inpt ents can be made during Phase
s

e

Achieving useful versi
and other test rele
practical.

Zéﬁ ieved

oftware Prcduct infegrated on the
adequate platforms.

All major risks addressed and/or resolved,
and ready for user acceptance testing.

oting the apalysis, design,
%\éﬁ? dWI??equired
}Q cmatiyé&
/ A -
@\/

Achieved

Use Case Model was completed during
the early Construction iterations.

Supplementary Specification was
baselined early in the Construction Phase.

The Software Architecture Document
{SAD) was updated and a new baseline
issued.

To iteratively and incrementally develop a
complete product that is ready to transition
to its user community. This implies
describing the remaining use cases and
other requirements, fleshing out the
design, completing the implementation,
and testing the sofiware.

)

Achieved
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To decide if the software, the sites, and &:QHWQd
the users are ali ready for the application
fo be deployed.

344 Transition Phase

“Plan Deployment Achieved

A comprehensive Deployment Plan was
developed and signed o extensive

consultation with key gtak rs. @

Fix Defects in Components Achieved P \g (N
The first depl t ooeurred with %ﬁe’
defects outstandin ere

f_sta\ owev ese
addressgd/nj Ia@' releases

Develop remaining components Achge‘vgd O //\\\>
Integrate and Test Ach@ved/ A
Manage Acceptance Test QR \chieved \>

Create Product io release

:@}ﬁeved\ T,

ve on 30 August 2007 to Bay
ion and all Weork and Income

\\/ / N\Wing deployments occurred on
¢

<\ dule and were completed 29
ﬁ/\ . )&ovember 2007.

Close out Phase 18~ Achieved
Post Implementation Review conducted
% with Operations Managers.

Project Closure Report produced.

@

5" P @a agement

7

H\wt\ ration Project Plan Development was successful to a point. The use of RUP

%kae%gemem for the first time resulted in detailed timelines becoming redundant

j within weeks of their creation. Milestone management was a much
more stable approach.

Statement of Work (SOW) development with detailed planning and
deliverable definition was completed in the early phases but was later
transitioned to a Time and Materials basls.

Project Plan Execution at a milestone level worked well.

Filename:CMS3- Phase 1a - Project Closure Report (2).doc Page 12 of 14
Author Objective id: A2924137
Dale Pubi\shed 30-Jun-09




CMS FPhase 1a Proiect Closure Report CMS PHASE 1A

integrated Change Controf was loose garly in the Construction cycle
but was firmed up significantly as processes and the use of change
tools became better undersiood.

Scope Scope changes were well controlled. Where any change was required
Management approval was sought from the BSG. Only one Variation Request was
required o accommodate a BSG approvedirequested change.

Time Timeline management was problematic particularly d g the
Management Elaboration Phase. RUP allows for progressive ch
component of the process so detailed timelines iy ouEI/
date within a short timeframe. (\

Key milestone dates were determined to bé%gt method 0 \? mg

progress. BSG reports were adapt include-a mile \o e view on a
fortnightly basis.
ﬁ

Cost Project budget management a@o’mplex m he project
Management adopted a new financial r me}del wﬁg thi !fne Management
system via Finance, and&thl ad/ lar e\rmmke f teething issues that
required and still re é@ anag r{lem\oénsure true cost

allocations. In spit ep winaged well within the budget
allocated and thi§ res I ‘ino at surpluses avaitable to fund
S

future phase busin e t and Caram training for BAU
staff, ) »{\\
Quality Independent Quality was engaged at the outset of the

aitor progress of the project. All key project
5 referred {o the IQA partner and their

irts yrdi @ standards and processes have been
s\to awed. Q%
AR

Human ,\/\\)rhe projec\sﬁ\riéd with a fixed number of internal resource and got
Resources goadh.sup. ort for additional Business Analyst resource as required.
h@é\wﬂf ‘,,we%echnecai design and developer resource were difficult to

Management project tinue

‘Qé?r ernally and the need was met through either vendor or
,n\ W confracted resources.

\gbmmumc@\&aﬁy on the project developed a comprehensive communications and

ana change management plan and this formed the base pian that guided
the project through the communications cycle. Internal reporting to all
internal stakeholders was well structured and regular to;

s Business Steering Group

@$ ¢ Technical Advisory Group

« Business Advisory Group

Risk and lssues | Risk management was generaily weli managed and run. Eariy on the
Management project found it had far too many and too detailed risks tc monitor
adequately and so tended to place most management emphasis on the
medium and high priority areas. Logs were well kept tracking both risks
and issues and mitigation strategies were built into the planned work
approach. Contingency funds were not required.
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Residual risks from Phase 1a where appropriate will carry across info

Phase 1b as part of the risk register for management during that phase.

Procurement RFI and RFP processes were completed for the software purchase

Management prior to embarking on the project. However a separate process was
run to select an QA partner and this followed the standards for this
process.

The project also procured a number of smaller services from a number
of different contracted agencies that did not require the RFi and RFP
process but did follow internal standards for confracted engagement.

3.6 Project Governance @

IT Governance | | he project followed all IT Governance pf 4
Controls driven procedures for process matja’gement and doctxﬁ}eﬁtaﬂon

However, given the status of. the\z%r édees tihe B é}fth:s forum was
used for approvals rather tha& tqa N

Operation of the | The BSG cn this pm%c‘f\Was f\xfremeli&n ivé and the project

Business received excellent éxkeynxn\and en from the group as well as
Steering Group | decision makmg@ ues /~§

Programme The F’rogm% Directors @ﬂ d joint management combining Work
Directors and In

Role of IT The f f ere sufficient to gain approvals to all
Governance quired for the project.

Committee /

Y %
@m

4 wm e

g
-

tthe Business Steering Group:
nete jectives of the CMS Phase 1a project were achieved
ccesses and lessons learnt are included in this document
e the formal closure of the CMS Phase 1a project.

@
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Consultation Details

Business Project steering | Agree and approve
Advisory Group | group
Project team Deliverables Review and agree
implementation
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" PROJECT CLOSURE REPORT

CMS PHASE 1A

Deliverable Recencthamyr;:@ms ?hase/iu@

Del. # Delive: abie/ﬁam ] )‘pa{get Date | Actual Date Status Comment
DNETAD -
End of phase Inception, ">, 114406 27/111/06 Complete
01 1A Vision document & N AN Complete
02 Project management Plan k; 9 ) Complete
03 Statements of work < Complete
End of phase Elaboration ;;é;@ % é@;&fd? Complete
04 Baselined Vision, Use case model % ( >0 | Complete
05 Baselined Software Architecture é ( ‘Complete
document é / % >
06 Statements of work for construction { / C?a//mél;ete
a7 Baselined risk register /) | Complete)
End of phase Construction 30/08/07. | 30/08i07 /| Complete”
08 Updated software architecture ' </> %o ‘BD‘BTGQ j
document
0s Software integrated into platforms A ate .
10 Training materials completed S?né/\e@/ g\ <A\;7 N
End of phase Transition 28M11/07 28/11107 Co«mpiété Y >
11 Training deployed Complete T ~ </>
12 Go live request agreed Complete | &"Z\I N
13 Software tested and pilot deployed Complete /f // N
14 Package fully deployed Complete \ -
o
a
SN
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November Financial Report
CMS Phase 1A completion

Erdled Summary
lcE‘rmus % 0003 l[ EONTH [ PROJECT 16 DATE 11 TOTAL PROJECY
i At Vo dud | Wer | Wer% |  Act | Bud | War | Warsh )] toGo | Fest I Bad ] Var | Yar®
REPORY TOTAL

Prafsct Accountant </> TRiact Ianager \>

N
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Executive Summary

The purpose of this document i1s to oblain approval to formally close the CMS Phase 1B
project based on a demonstration that the project objectives have been met.

The Ministry of Social Development (MSD) obtained approval in August 2906 to: /<
« implement the Cdram platform e // P /\)

/\

e address the need for improved client service-delivery suppor‘i as weﬂ as meet ihe )
Govermnments objective of assisting clients in their commumtoes Wﬁh a/wmk fxrs‘(
approach

e ‘\ a7
The project was divided into two phases. Phase 1A of 1he Ciléﬂt Management Solution
was to integrate Curam into the Ministry of Social Dewelopmeni infrastructure and
establish core functionality. This was successfully amp1emeniﬁd to all. Work: -and Income
staff with the final deployment occurring on 20 Nc}vember QOQT az‘yq Was on time and on
budget. O AN

S SN
Scope of Phase 1B SR S \ )
CMS Phase 1A went a long way in terms of \:omple{mg the scope of the whole of Phase 1.
The only major scope item outstandmg after Phase 14 *was o implement ‘eligibility to
empioyment and training programmes’. ~As & result,‘the vision document for CMS Phase
1B was extended to cover a scepe that.was more than what was originally planned for
Phase 1. Therefore, Phase 1B {and the ;uhc;!e of\CMS Rhase 1) delivered more than what

was covered by the busmes,s Tase for CMS
Y 7 % O

Project Profile .ﬁ\\ ] —

CMS Phase 1B is a %a;ge and/compiex”projmivwnh a budget of $23M and had a large
number of complex. mtegfaiv(pns with. the\ivlmsfstrys core systems. It was a multi-vendor
effort (amongst HP Fro{}d“gf StaffCy a‘nd internal MSD development resources) where the
level of staff resoug::es was %yp;gaiiy at around 60 and had a peak of 90 staff. For a variety
of reasons (the\;gm;ect hag~a."big bang deployment compared to the a progressive
depicyment modefl\ﬂ*lat wa\s@xcsesﬁu!!y used for its predecessor CMS Phase 1A

Outcame ) . N
The pro;ec@éas dehvere/\wthm budget with minimal shippage in the schedule.

/dThe overatt scope’ ti@hveped for the whole of CMS3 was more than the scope as defined in

he CRS Final Busmess Case, but this was completed at no additional cost to the Ministry,

/“\ “Compared.{o. Phase 1A, CMS Phase 1B had a greater scope and complexity. The

O@)usmess,reqmrements had a broader coverage and had a larger impact to the staff in
terms of streamlining their processes thereby offering more value.

CMS Phase 1B as a whole was better delivered and better received by the end users
compared to CMS Phase 1A which on its own was also a suceessful project. However, 1B
)eam\ed from the lessons of 1A and improvements were made in the delivery of 1B.

Despite the high risks involved with the big bang delivery into production, there was a
/‘\ \Smoozh deployment inte preduction. The training was very effective and the production of
Q/ the CMS workbook was a huge help.

Despite the size and complexity of the project there had been a {ow number of production
defects.

Strategic Positioning

CMS supports the long term goals of both Werk and Income, and of the Ministry from the
viewpoint that CMS has provided the Ministry with the starting point to continue to build on.
CMS will be used for further deliveries and can be used as the launching pad for
decommissioning the other hentage applications. Sirategically, the Ministry is in a good
spot as the Minisiry staris to embark on using other modules of Clram that we can add
business value with.

Financials
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CMS as a whole {(Phases 1A and 1B) was delivered within the original budget of
$54 372M. The Phase 1B project {and consequently the whole of Phase 1) has been
closed financially as at 31¥ December 2008.

Successes and Lessons Learnt

A separate seclion of this closure document provides a summary of the key factors that led

to the success of the project as well as the areas that can be lmp{oved er future prqec%
These successes and lessons learnt are further detailed in the P plementa’u &
Review document. ?

Recommendations y Q & \\:'///
It Is recommended that the Business Steering Group: ? \v “:7
1. Note that the objectives of the CME Phase 1b prOJect were\achleved \ \{

2. Note thai strategically the Ministry isin a good posﬁ:tcm to use CMS forﬁgure
business add deliveries and/or legacy transfa?m&ist}n o Y. \

3. Note the successes and lessons leamt are. sﬂmmansed qmthtgdo/c:ument and
detailed in the Post Implementation Review tfocurﬁeni ‘ \\

N
4. Approve the formal closure of the CMSPhase 1h pro;@\‘t\ v
5. Approve the formal closure ofthe:ﬁms CMS Phase 1. pnsjgtﬁ

\ \ \

L N
O (@R
\> . <\\\“\::_£/ /
2

N
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1 introduction

1.1 Document Purpose

The purpose of this document is to: N
e Cbtain approval to formally close the CMS Phase 1B project based on a demonstration (

that the project objectives have been met. S N
e Provide & summary of the Post implementation Review document £EDR’MS Ref ///D ﬁ\\
A3834907). N i \ O

<
Note that Phase 1B represents the completion of the whole of CMS Phase ‘J Whid\h wa*s
the subject of the Cabinet Paper (EDRMS Ref: A2012484) and- Qe 554 372M budg \f/b

- NS S
//\ ™ S N
1.2 Document Context e ¢ \~-. B
The Ministry of Social Development obtained apprwa m\Au/gust 209{6 \\ N
< RO " Voo 1
e implement the Clram platform e \v > SN ._//‘

- o R -
s address the need for improved client serwce delivery sspzpon as well as meet the
Govemment's objective of as&stmg chenés .'rﬁ thelr ‘c_:ommu_mtles with a work-first
approach. .

The project was divided into two phases ‘Phasm 1Amiegrated Curam into the Ministry's
infrastructure and estabiished core funclipnality, - The prg)lect implementied the solution to
800 users in Contact Cenires and io frontiine staf i ihe Bay of Plenty region on August 30
2007 and completed its dep’rayment to all” Workxand Income staff as proposed by 30
November 2007. e \\\ I ] /,;: \\\v/
Phase 1B was targeied to aompfeie m ihqlat‘tér part of 2008 and was designed fo build on
and expand the funcnonahty delrvered - Phase 1A around pre-assessment. and the
assessment:of” chents for Vaﬂ&US chfk & income Training and Employment Programmes
and Services, and.the use of these’to provide content for clieni Service Plans in CMS,
such as referrals to training courses and paid empioyment opportunities, As a result of
these,-&xisting CMS interfates to legacy systems were enhanced to accommodate
infermation sharing from the new CMS functionalty areas. Options to improve the user
xperierice and decrease e numpers of systems used for the client assessment process
//jfere agsessed for-nctusion in phase 1B of which some were implemented as part of the
/«\\\ eghanced busmecs«pmcess

\\/ MS Phase 1 s fosused on the risks associated with the development of a system on the
new p ai’form (Curam) and the implementation of basic system-wide functionality.
Subsequent projects will be phased so as to minimise the risks associated with
transitioning compiex functionality arid moving off the legacy systems.

/> M

//~\ %MS Phase 1B is part of the Client Management Programme Implementat;on described in

/\ he Final Business Case (EDRMS Reference A1980259) and described in the 1B Vision

\ \J/ Deocument (EDRMS Reference A2885315).
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2 Project Completion

2.1 CMS Phase 1 Project Objectives

The following objectives were established for the CMS Project. Note that these objectives
relate to the whole pro;ect both Phase 1A and 1B

i

i
- < .

Service Planning
streamiing the service planning process

consisterntly offer appropriate services
to meet client outcomes.

@

Comments /! N
Achieved (\\ ‘ (”

This was largely E{E:h}eyed \Kfl'ih Phasé\
and improved on by PQ‘ase 1B. X b”

e

System Improvements

reduce the number of sysiems staff
must use

improve the navigation across systems

through Heig, workflow etc

NN ¢
Achieved - N ) '\

DST was de 1mpl@:ment6d as par‘t of Phase
1;\ ’ . \ 7

Thi .was Jargety ac:hqevefi ‘with Phase 1A

reduce systems training requwementsr’ ahti __ll?pmved__o'}by P???S@ 1B.

e introduce configurable managemeni" __.»\ <‘\‘1.:~_:\:f-;,
control functionality. S

Client Information Achigved- .~

s  provide consistent.—. ehgtbnhty This was largely achieved with Phase 1A
assessment  regardless \o‘F access. '-an_d..i_'rnpf”aved on oy Phase 1B.
channel VORNG ) ~1Consistent eligibility assessment across

provide centralised.~ lew of products
and services /assmcrateéwth a chen\i\

gonlact centres and service centres has

“been achieved The foundation has been

e streamline \( client ‘fom(at;on laid for progressing with other service
maintengice. éndupdate/s ™ channels {e.g.. on line service channel)
N RN %\\} through separate projects.
% } \ \5’ \\b More can still be achieved with streamiining
- //\ \/ of the client information maintenance and
~ \/ /\\ ~ updates when core cliernt maintenance is
>‘\ 2 PN eventually moved to CMS — which is out of
R 7. “\\ s scope for CMS Phase 1.
/ﬁ\\‘ System integ\my Achieved
< /i“;\ proyide cmmgete audit-ability and | This was largely achieved with Phase 1A
\\ mtegﬂty Of idata and improved on by Fhase 1B,
¢ ‘sbpports’ the payment of correct |
< < entitiements.
Management Information Achieved
P capture rabust information for | This was jargely achieved with Phase 1A

management purposes

create dynamic caseload management
to target initiatives to client groups.

and improved on by Phase 1B.

2.2 CMS Project Phase 1b Scope Completion

CMS Phase 1A went a long way in terms of compieting the scope of the whole of Phase 1.
The onty major scope item outstanding after Phase 1A was to implement ‘eligibility to

employment and training programmes’.

As a resuit, the vision documeni for CMS Phase

1B was extended to cover a scope that was more than what was originally described in the

Final Business Case for CMS Phase 1.

The additional requirements delivered are tabled below. Note that this increase in scope
was delivered within the original budget, i.e., no additional fundmg was sought.

Filename: CMS- Phase 1B - Pro;ectC!osure Report.doc
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CMS Phase 1B

in Scope

Client Assessment for Services & Subsidies, inciuding
capturing the assessment and eligibility outcomes, and

-spanning both products (e.g. training sarvices) and subsidies

such as Skills Investment (wage subsidies).

Comments

Client Maiching, including malching a client with services
for which they are eligible. selecting & client set (e.g. in case

if client achieved eligibitity

rules fos-services. not °
P

Ny

clients’ Service Plans and alerting Case Managers af clzeht
progress. o

load) and matching the group with suitabie services, or “matcm:ng“‘ assuch. /—~
finding clients who match a specific selected opportunity. . .;\\'/ d A
Refer Client to Training, including TEC and Contracted e \“\ s
Services Opportunities. This entails the creation and =~ < \\\ Vo \
resulting of referrals and monitoring client paricipation and i D <.\\ N
campletion of the opportunity. It also includes updates. t’o*tha g SN

(0
/

Refer Client to Paid Employment Gpportumty mcludmg

‘generating a referral for one or more clientsfoa specmc pau;i

empioyment opporiunity. and resulting the referrals: 1t also
includes updates to the clients’ Service’ P'far}s anﬁ alerting ..

Case Managers of client events. S SN

Registration of interest
from CMS integrated with
JOBZAU paid
emp’loyment referrals,

| Client Self Placement, enabling the capture of role de%a@
when the client finds their own paidenmipioyment (not -
managed and referred by Work & tncome). ///

Exit from Benefit, spemf&caﬁy the steps of lapsing Ehe
client’s enrolment, ar:rd encﬁng%updatmg the Seniice Plan.

s

Achieved partially.
Service plan is not ended
{ updated.

Business Ruﬂesk r_elaﬂng to clieny ei;gib I:ty for
services/subsities, Js8 reassessrnehi referrais to TEC and
Contracted &emc;es courses, Usage-of products such as
EnterpnsefAliawance and Skiiis Jrwestment (wage subsidy)

Achieved — except for
JES Reassessment

Decommrssmnmg SOLO components being migrated
mgo CMS: o O\ /
Tl N
4 \iork P%ans‘(jé?& PDE, i-Plan and Acfion Plans)
\g/ “Journats ™ S )
s Dlscusmqﬁ

‘ a/j\%eed Cat/gones and Employment Barriers

4\ “Sinuctured (SGI) Questions

’ /7 “Assessment

\.)

Assessment — Need
Categeries & Employment
Barriers and Structured
(SG1) Questions
decommissioned

Assessment ~ Discussion
not decommissionad

Journals not
decommissioned

Work Plans and Referrals
read only

Targeted Client Search
decommissioned

2.3 Project Budget

The CMS Phase 1 project has been closed off as a project at the end of December 2008,
The budget status as at 31% December 2008 pending other charges for January 2009 is

providged below.

| Budget
‘ PVRs

Approved Budget via 1 Actual Expenditure

Filename: CMS- Phase 1B - Project Closure Reportdoc .
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: i |
| Phase 1B | $23.0m No PVR's raised | $23.8m 4

‘ Whole of Phase 1 §54.372m PVR's met within budget i $53.423
| i

Pending confirmation from Finance, Phase 1B appears to have been slightly over #s

budget. but the whole of CMS Phase 1 was delivered under budget. Considering that the/?
overall project scope that has been successiully deiivered is larger than the scopé \
desciibed in the CMS final business case. the final financial position far CMS is exceii

The December 2009 Financiat report is in the Post !mpiementat;on Remew document . /

2.4  Project Schedule R - Y
The plan as originally presented to the Business Steermg. Croup Was. for ) blg bang”
implementation date of end of September 2008, The' BSG Meeting of. the-24" of July
2008 discussed the available options at the time with, respect to & revssed delivery date,
where it was agreed to go with a 3™ of November mpiem\ematlon‘date subjec’f t0 a final
decision being made by BSG on the 15" of August

The project went five on the 3 of November 2@08 and E patch reiease was deinvered
soon after to address any high priority d&fecis e § W

All devetopment for 1B was completed.in Dtecember 200&, an“d”ihe project was closed off
at the end of December 2008.

2.5 Project Handover/ N \

251 Production Han'dover\

(

As with Phase 1A, the Project engageﬁ a De;dpymen% Manager to manage the system into
production. Due/ {0 the larger number of -iritegration points in 1B compared to 1A, the
deployment was far mg}lr& complex.” Rel@ase plans were more complex and needed extra
level of details that. were not seen. m TA

Key staff mem\befs from areas that will be supporting the sysiem were involved either with
the devel opment of the sofution or the production deployment or both. Support of Phase
‘iES wili be owned ang managed by the Minisiry’s IT Applications group.

h;s process of- deplc}ym/g/ic production was well managed and was completed very

((sruccesgfuly with “a- retaively small number of calls for support. However, there are

Jlessons learfed in ihe wider area of environment management and deployment that future
<O “\pmjecis need to tak@ heed of.

\> 2 52 ‘P’roiect Artefacts Handover

Scrme ‘ofihe aroiect artefacts produced in Phase 1A was used in Phase 1B (e.q., Metrics

fmgramme Development Case). Some new artefacts were produced specifically for

( phase 1B, All project artefacts have now been completed including technical “as built”
f\\ £ ocuments and have been handed over to the appropriate stakeholders.

)
N

%,

' Refer to BSG Minutes, EDRMS Reference AZB357ES,
Filename: CMS- Phase 1B - ProjectCEosure Report doc - -4-
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3 Project Review

3.1 Approach

An End of Phase Report was completed for the Eiaboration” phase. The findings of the
end of phase report along with review reports from other groups (e.g., Test Exit Repon)
were incorparated in the Post implementation Review documend which aism served as the . \

End of Phase report for Construction and Transition. - W // >

In addition, interviews were conducied with representatives fﬂ:am the. different grosg-sj/ﬁ
involved in the project. This was followed up with a meeting with all I'those repres/em
where the combined feedback from the individual meetings was presen}ed \ )/

W

Comments were also sought from key members of the Bussness Steermg Gmup

from the reviews. The following 1s @ summary of the’ key f:omments maﬁie

. \ .r(/ d '\\ - A
3.2 Project Profile ST A O
e CMS Phase 18 is a large and complex pro;ett . /‘\; N 7
o Budget of $23M. R . ("f"l'j_,\."_'y

o Larger number and more compiex miegfatlr;ms than tThase 1A, including core
systermns UCVH, SOLO and Joh?.AU (whwh ncr{iemaily glsp had a majer release in
the same timeframe). — LT

\ .
o Staff resources of g{ften }ound 50 a:%\pe/kﬁf 90.
«  Multi-vendor e{fuﬁj@% ronde /S(aff(?;\y and internal MSD development resources)
N ‘Bug bang/deplgmf;rﬁ cor@re*d\t&pmgresswe deployment approach in Phase

\ P
~

-

/\\_\</ /‘x..\\\'>

5 (”\;\\
33 Outcome™ OO

The ;:*rmert was delfivered vmthm budget with minimal slippage in the schedule. The
impiemeniailmn date ended up being the onginal propesed delivery date by the project
eam However ;be profect feam was requested to aim for an earlier implementation date.

/J‘ne ovmrau scope’ dehvmed for the whole of CMS was more than the scope as defined in
o the CMS Final Business Case, but this was completed at no additional cost to the Ministry.
< “\C@mpared 40 Phase 1A, CMS Phase 1B had a greater scope and complexity. The
Vbusmecs ‘(equmements had a broader coverage and had a larger impact to the staff in

\> t@rms of. strg::-__amlmlng their processes thereby offering more value.

MS Phiase 1B as & whole was better delivered and betier received by the end users
compared to CMS Phase 1A which on its own was also a successful project. However, 13
< @earned from the lessons of 1A and improvements were made in the delivery of 1B,

\\Desplte the high risks involved with the big bang delivery into production, there was a
\ \) / smooth deployment inte production. The training was very effective and the production of
~ the CMS workbook was a huge help.

Despite the size and complexity of the project there had been a low number of production
defacts.

! EDRMS Reference: AZ426824
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34 Feedback

.3.4.1 Business and Staff impact

1. CMS Phase 1B (and CMS Phase 1 as a whole) has a positive business impact, It
has streamlined part of the processes used by front line staff and reduced the
number of applicaticns that staff have to access, which would have contributed tO/\
staff efficiencies. ) \

-

2. CME Phase 1A was a useful beginning but there was some p\ercemed lev | of
frustration from staff that Phase 1A did not go far enough. - Phasg 1B was elf
received by the staff. It delivers real value in terms of suppemng them in tgesrjok/

3. There was a definite improvement in traning, change maﬂagemem and/\t?e
production of the CMS 1B Workbook helped.

4. Despite being a "big bang” rollout at a busy tmf{e of ’the year the r&iroui has gone
very smoothly. s e

./'

5. Hard to quantify at this stage what the overail rmpa‘c% is of Phase LB and Phase 1
as a whole, until the formal survey and benefil raahsanon protesses are completed
in the latter part of 2009. However; there. has beer very hﬂie negative response
received which suggests that Phase 1B has heen u\Leﬂ received by the users,

6. Timing of the release has been e‘xtfamrdmary consadaxmg the increased workload
prapartionate with the rise in unempioyment bfqughi gbout by the current economic
situation (though this was hotpait of the ongmafcmsditmns / constraints considered
when the project plan was made). Aljawed\he Ministry fo handie the increase in

workload. < < \\ / %/\ . AV
3.4.2 Strategic Pos:iaﬁmng / { \\/

1. CMS supperis the iong term goals~of both Work and Income, and of the Ministry
from the Wewpom% that CMS-has provided the Ministry with the starting point to
cant;z)ue jon burid on. How i is _achieved architecturally remains to be seen at this
pomt b\J}CMS will be used‘fo} further deliveries.

2. /S%rategrcaliy the Ministty-is in & good spot as the Ministry starts to embark on
sing other modules of Curam that we can add business value with. The Ministry
would not be-contemplating on embarking on some of the other projects had it not

) ~.been for. the successful completion of CMS Phases 1A & 1B.

W a’ Rea%pﬂably happy with the reduction of the systems staff have to use for
’2?\ \ : “the husiness processes covered by CMS
A/ b /Job s not complete yet from a Work and income perspective
\) /\\ zr _Pleased with the other opportunities that are now visible and available -
4/\\ ~, eg. payment card. coliaboration suite
N

3§ CME can be used as the launching pad for decommissioning the other heritage
QW applications.

( /\\ '374.3  Value for Money

\

\\/J/ 1. Considering that CMS Phase 1 is the starting point of a long term programme of
work {owards building for the Ministry's future, it is difficul fo measure is
sffectiveness purely in terms of typical value for money assessment. As vet, our
implementation has not allowed us to switch off legacy systems (apart from
Decision Support Tooly and so far it has not given the Ministry substantial savings.

HMowever we are positioned weli for implementing business requirements away
from our legacy applications in future,

2. With a total budget of ($54.372m) CMS may appear to be quite an expsnsive
investment. Note however that this is largely because of the costs of the Cdram
software and the licenses which comprise an investment for the fulure. 1A & 1B
development costs are not high. Compared to SOLO development costs when it
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was released to production which was apparently $30M, CMS development costs
appear to be reasonable. Considering that relef for staff has already occurred
(and we continue to hamess the benefits of CMS). then it is a good investment.

3., There is an implied deferved payback for the investment as the Ministry roll out
further funciionality.

3.4.4 Complexity of integration
fo?/\

With numersus legacy applications involved in the delivery of ’me ft.u'u;‘nonall}E
CMS 1B, the project had to deal with muitiple vendors in the developrient pro esc/
The complexity of the integration and the need for- mu!tlple vendors also-
contributed o the complexity of the testing. B e

These factors direcily contributed to the amount.of ttme requ:red for successful
delivery as weli as the ability of the Ministry to accuraiely estimate ih@ development
effort, -

The Ministry needs to be able to betier plan and a85e5s tesmng ’ume& requlfed ifitis
impossibie to avoid large complex projects- such as 1B.

On the positive side, the vendors lnvolved w;th 18 have ai% worked hard ang have
worked well fogether towards achlewng & stccessul. de%welsy This is both a tribuie
to the vendors and to the Mrmstry s effeci;ve managemgemf of these vendors,

“

3.4.5 Forfuture consideration’ 3

IT needs fo be more effective at managqg st:c;ae and business requirements. This
links into leveraging:Ctram out of *the bm( functmnahty as much as possible in
order to reduce customsa on. //‘“ O

Focus on busm/ess/problems and/s)hlﬁ the thinking away from how legacy
app!lcatiom have to-be qumed,

\ : «
v_/x ‘_\\

35 Deployu"nerit and !m‘plementatuon Model

Any decision to progress with-a“big bang” delivery into production is always fraught with
risks. However given that the requirements were generally well-understood and the
technicat” complexzty of the infegration required, a phasad implementation into production
Awould have had less risks but would have cost more and would have taken longer. Given
v fhfe desrre by the: bus;ness to deliver 1B before the end of the year, a calculated risk to
,5\\ progress with & bzg bang’ delivery was taken with 1B. This risk was constantly monitored

( O \‘?hmughczut ihe prOJect

\> 3.6 L@sscms [earnt from 1A

E)ocumemed lessons learnt from the project closure report of CMS Phase 1A were taken
/mtc account as part of the CMS Phase 1B delivery planning. As a conseguence the
‘lessons learnt were either fully addressed as part of Phase 1B, or there was an

P \1mprovemem in Phase 18 compared to Phase 1A.

Q The one exceplion is in the area of developing a negoliating model that recognises the

" challenges of engaging with a vendor / service provider in an iterative development
environment. This was not addressed largely due to the existing arrangements (e.g., HP,
Fronde ang SiaffCV) with respect to business as usual projects.

Recommendation

i is still worth recommending that the Ministry should develop an arrangement 1o cover
erative devetopment projects that it could use when the opportunity arises. This wili
cover the Ministry's view of how such an arrangement will work that has been properly
reviewed by the Ministry's legal depariment. This will at least reduce the time required to
finalise such an arrangement with a vendor when the opportunity arises.
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3.7 Project Methodology

The Project used an iterative software development methodology. This was a lailored
Rational Unified Process (RUP) methodology that draws on the Software Engineering
institute’s ‘Evolutionary Process for Integrating COTS-Based Systems' (EPIC) and MSD's
existing development procedures and artefacts”.

The project generally achieved all of the objectives of each of the phases of the selected
methodology. However given that the project became & waterfall deésvery the pmjecé\\
falled in its original intent to deliver iteratively to UAT (User Acceptance Testmg} Q

3.8 Project Management TN Tl

The project was well managed. The project management. ieam Was compbged “of
representatives from key groups involved in the delivery of the sotution. The fm |ow\1g are
comments on the project management dlscrplmes R L._ L

T Disciplines Comments ‘
Integration Project Plan Development was. successfui to~ a pmm e combined
Management development schedule showing all mterdepend@nmes across  all

vendors (including MSD groyps)! Jtook a- ot %onger than expected, but
worked well when the detai ed” mtegratson ‘schedule’ was eventually

produced, . . R
| Scope 1'Scope changes were wei% contmlied W\here any change was required
Management approval was sought' from the. BoG No Variation Request was
required forPhase™1B. . %
Time Timeiine mana/g&mem WES, ch”aHengmg until the integration schedule |
Management was PTDC‘UGEG /( \ N\
: Cost As thh /Phase@/ﬁy\pmgect budget management was a complex
Management precess O
Quuality '\ ‘;; iﬂdependéqt-quauzy Assurance was engaged at the outset of Phiase 1A
| Managemeént Y ( and %he'y.h‘a';fe‘aonﬁnued to monitor progress of the project.
Human ™ <.~ | The project started with a fixed number of internal résources and got
Resgurces\/ good support for addificnal Business Analyst resource as required.
Managemen’f \/ “Fechmcal design and developer resources were difficult to obtain
R Aoy witernally and the need was met through either vendor or contracted
,\\ ‘resources.

Communications  Early on the project developed & comprehensive communications and

Management / | change management plan and this formed the base plan that guided
R fhe project through the communications cycle. 7
-RisK and fssues | Risk management was generally well managed and run,
Management
| Procurement The project did not have to procure additional services or products
Management ouiside of business as usual
Change Successful implementation of the Change Management strategy meant |
Management g smooth transition, assurance that staff were willing and able to adopt

the new processes and technology and the business benefits from the
investment in CMS were realised.

Training A CMS Training Team was established {o provide a training package
{workbook) for Work and Income staff to ensure that they will he

¢ " See CMS Devefopment Case {Document |D: A2067468)
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Disciplines Comments
| compeatent in the use of CMS by the time CMS was implemented.
Training was provided fo all staff who work with Working Age Clients,

along with staff in Service Centres®, Contact Cerires, Regional Offices
‘_ and Mational Office,

/>

3.9 Project Governance 7 P

The project followed all |T Governance procedures as well as RUP érive /\edurep W
process management and documeniation. Howevar, given the status of f aitendee\\at/
the BSG this forum was used for approvals rather than the ITGC foruni -~ \\

The BSG on this project was extremely effective and the project fer:ewed excelient port
and engagement from the& group as well as decision makmg on keyissues. ) \

The Programme Directors provided joint managemarﬂ combimng \Nark 3nd mc’ome and

iT. B _\._ / f\ \)/\
NN
3.10 Lessons Learned e N \\\ N ;
N \ \ ’:‘ ./5 RN " .

3.10.1 Positives I T e

. — "
The following factors had a positive mpact io the sucoess \Qf the project.

1. Strong Leadership <> < 7 SN '\\\>

The project had a very suppo’m\rﬁ and weﬁ ‘efigaged BSG. This was further
aided by the balance ‘provided by the Pr{};ect Directors.

2. Good project manaqen’fent tean-
The project was weall. manage(d 1 and, althougn the management team was guite
big at the.peak of the pmpct ever{/one in the team brought something to the
table that ar:ded decssncxn makmg and sound planning.

3. Cpﬂaboratwe effort. N
/\lt was a- good c:cHabarataVe effort by a team of experts. Every group in the
< p%’O_]eCf knew what was expected of them and each group delivered.
4 ¢

uD-JbCaf]Oﬂ -
This was" carried-over from Phase 1A and the vafue of co-location was further
/\vallda{ed by. the experience in Phase 1B even though co-location was not
{ ac_hiev_egf foreveryone.
///)\‘ \ . ~Stable Business Reguirements & Effective business change managemant
x/\}/ /f The- vision document was completed early and the business requirements
\\/ dacumentahon that followed were all completed using an improved process,

/} N \,,_were of a high qualfity and were in sync with the vision document. The
’requiremems were stable and changes were governed by an effective busingss

//\ O change management process.
N Early involvement of UAT

fﬁ\_\\\/ As with Phase 1A, early involvement of UAT in the project resulted in a smooth
‘M transition through the testing phases.
7. Deployment Resource

As with 1A, having a full time deployment resource dedicated to the project
helped irmmensely in managing the releases into the different environments
used by the project particularly during the testing phase.

8, Stand up mestings
When the deiailed integration plan and release plans became available, stand
up meetings assisted in the smooth execution of the deliverables as the various
groups were aware of all the issues, depandencies and any deviations.

* Includi ing Service Centre Managers, Assistance Service Centre Managers, Work Brokers, Programme Co-
ordinators and Employment Ce-crdinators 3
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9. Service Centre Managers and Operations Managers were better engaged

10. A good relationship existed with key areas within the Ministry who played a
pivotal role in developing the solution including Infrastructure & Services, 1T
Applications and T Customer Services.

11, An extremely high level of commitment was shown by members of both the
core Project Team and by others who were involved in delivering the Project.
These resocurces worked cohesively and cooperatively as .4.team and weré/ N \
solution focussed, often delivering to above expectatmm and fraqufepi@
working extra time.

SR s /;
12. Compared to Phase 1A this was a true multi- vendor ﬂﬁort The veneiﬁrs‘
worked cooperatively well together. ./\ L \\ o

3.10.2 Needs Improvement _ -f_;\\ & SN '

The following factors need to be lonked at by future pm]ect’s a8 they. were 1dent;f|ed by the
project team as something that can be improved mn No at:l;empt was ma\ﬂe by the project
team to identify how these can be addressed. — \\ / i .\‘\:_.///

1. Financial Reporting
The financial reporting needs to. be imp;oved There Was some confusion with
respect to the project’'s actual financial pos:i;on _The magnitude of the project
probably warranted the pro;ect to have lts own fnance person {not necessarly
full time). S \\ L

2. Project defiverable was toobig - \ -
Future projects. need o promote- amP a“ahere to one of the phasing principles
adopted for the CMS pmgramm@ dehvery of smali and manageable chunks af
reqular | mervais it pfoducum S

3. Balance beﬁveen Out of the Box vs Cus‘iomzsa’nons

The accepted position-of the Ministry is to use as much of ‘out of the box’
funciicnaifty as possible primarily for 2 reasons - {1} Less customisations,
whigh. typically equatsfo-lésser costs and development time, and (2) better
/ pro\tecrts the investment made in the Clram produci. Project teams need io buy
( in i this position, by actively promoting it as early as the requirements

N ‘gathering- phase. The project team needs to be suppered in promoting and

Ve afdhermg te this position,

< /“ NB Th& Mimsfry has now created a Caram Architecture Group that can set the

N \// ove\raii amhltecture direction of Caram -based projects.

/\ 4. ssmpimn on various attempts al re-planning scope and contingency pian
/\ \ Despne having covered re-planning scope and investigating contingency plans

~earlier in the life of the project. for various reasons thase were ravisited more

< // \\than once during construction and transition. There may have been value at

/? \\ revisiing the earlier decisions, particularly as the project had a very tight

& timeframe. but the exercise took out a few key people at important points during
/\

the project.

[ (/_\\\\\> i . } .

\ \j 5. Improve low level planning | . ‘ o ' .

N Given the complexity of the project particularly in the muitiple integration points,
the tearmn needed o improve ds low level planning. Although low level plans
were produced when needed. it would have benefiled the project even more
had they been produced much earkier,

6. Complexity of the Service Conlracts
It is generally accepted that the service contracts are complex. A design review
may shed light on whether there are betier alternatives.

7. Specialised Team / Resources for Data Migration Tesling
A project of this size should consider having & specialised team or resources
dedicated to looking after data migration testing.
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8.

10.

11

12.

Management of the BAU Team

Some of the development changes were managed exiernally from the project

as BAU changes. This became an issue with respect io meeting deadiines, a
feeling of being managed by the vendor (instead of being managed by MSD),
and a feeling of separation from the main project team. Project teams should
consider having all groups involved in the delivery of the project to be managed
from within the project team. . /{

Staff churn was high SN
There wefe a lot of staff changes even at the senior pos;ﬁcns {}f the prjE‘Ct?/\
is to the team’s credit that the team managed 1o rise aboye those changes but/ /

oroject teams should guard against a high staff chum When Ahey dg happew
the transition should be handled well. RPN

Staff chum at the worker levei resulted in too many ;umcr deveiopers bemg left
on their own, and in some cases an obwous “tack of commm’ty as similar
questions / c!anﬂcahons are being madﬂ by vancus peopie at d;ﬁerem tirmes,

) /

Co-location was not fully achieved e o N }/’i

As much as co-location was & strength, Qf Phase ‘rA and- 18 co-location was
not fully achieved. Admittedly this'may pct necessaﬂly be achievable in most
cases. but as much co-location as pqss;bte shguie% be. sought

Management of the Environment - LN \:}

Although there was an. zmprsvement in the, management of the environments,
there is still plenty of rooin; for mpr@vemenf in this area. Consistency.
predictability and ownershjp are the common themes that came out in the
interviews. The sta‘re\ of the system\é: élscs needs fo be looked at, e.g., IAP i3 not
keptin sync mé szm/aa’fash!omcz‘the prbductlon environment.

s
Methodology / (Y
There was anﬁmpfrovemen}\mkhe) derative planning from Phase 1A to Phase

1B pltClike ‘Phase ;A\ e’ project still ended up as a waterfall delivery for
ple dlffereﬂt reas Sx

N \’i/’\-? N \*:‘“
\\/ /\\\“\ /
3 > ‘-/\\“"\\\\j
NN
T AN ﬁ <\ ¢
NN RN
< O x ; 1/ ( Ay \\/
O A )
o />\\:\“/
\/\/</> \\\>
S
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4 Recomimendations
it is recommended that the Business Steering Group:

1. Note that the objectives of the CMS Phase 1b project were achieved

2. Note that strategically the Ministry is in a good position 1o use CMS for future
business adad deliveries and/or legacy transformation

>, 7

S ~ (/\\\

3. Note the successes and iessons leamnt are summarised in thés@:@m and f} O
detailed in the Post implementation Review document. \/\/ \\/ o

4. Approve the formal closure of the CME Phase tb projeet, \\\ O ’ (\\-\\/

5. Approve the formal closure of the full CMS Phase 1 project, ~
. S

TN
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