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Dear Mr Bolland 

Thank you for your email of 28 August 2014 requesting, under the Official Information 
Act 1982, information about customer relationship management software. 

The Ministry is changing the way it works, to 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 Ministry of Social Development, has a number of 
systems that enable 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, to 
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. 

Over the next four years, a long-term strategy 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 II (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 panel of 
suppliers who provide a number of external resources to IT projects which results in a 
number of providers working together on projects. 

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

The Ministry is developing comprehensive self-service, online and mobile services to 
streamline the way people access government services and create an integrated 
transaction account view for users. 

Where appropriate, the Customer Relationship Management systems may be accessed 
between 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 unless 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 
capture, discovery, and use. 

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

Principle 9 
Information Management practices will ensure the security and confidentiality of 
client information in accordance with legislation 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 entitlements 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 correct entitlements 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 entitlement 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 to identify beneficiaries who are receiving 

ACC payments 
• Housing New Zealand Corporation to identify new tenants, existing tenants who 

are in relationships and beneficiaries who are no longer tenants. 

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. I have enclosed the 
project closure reports for both phase 1 a and phase 1 b 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 introduced at many different stages since 
the implementation (and subsequent amendments) to 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. 
I do not consider the resources that th'1s 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. 

I 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 ~ 

ft jf!. ~ 
Rupert Ablett-Hampson 
Deputy Chief Executive People, Capability and Resources 
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Ministry of Social Development's Client Management Systems 

c-=--c---------~c-----c--cc-----~- ~- - --~~~-

System Description ~~ -~ 
ABT- Appointment Booking The Appointment Booking To ol (ABT) is an application that is used for booking 

for clients with Work and Income and Senior Services Tool appointments and seminars 
staff members. The ABT is u 
centre representatives. It is i 
Outlook Calendar. Work and 
choice of appointment types 
ABT. New Zealand Superan 
therefore, cannot make appo 

sed by Work and Income case managers and contact 
ncorporated into UCVII and interfaces with the existing 

Income working age clients can make a selective 
using their online My Account and interfaces with the 
nuation clients do not have access to My Account, 
intments. 

-~-------- -·-·-·-·-·-·-·-·"--
) is a web-based application that is accessed by service ART- Activity Reporting Tool Activity Reporting Tool (ART 

providers, specialist case wo 
is the internally facing instan 
instance via oracle OCI. AR 
activities clients are referred 
staff to view clients' progress 
specialist case workers. ART 
case workers and/or YSSU. 

rkers and the Youth Service Support Unit (YSSU). This 
ce and talks to the same DB as the externally facing 
T collects information relating to the services and 
to and the outcome of those referrals. It also enables 
, and monitor the performance of service providers and 
will create a notification to service providers, specialist 

Assessment CMS 
Assessment 

COMET - Collections 
Management Enforcement 

, Tool 

Digi - CMS Digi 

----
Gathering (lEG) functionality is used to take the user 

questions leading to initial assessment calculation of 
Curam's Intelligent Evidence 
through a series of dynamic 
potential eligibility or expecta 
selective assessments online 

lion stream. Work and Income clients can access 
via their My Account. The assessment answers can be 

viewed via UCVII. 
----~------~-------~~--

agement enforcement tool used by the Integrity 
The tool allocates cases to work queues and users, with 

COMET is a Collections man 
Services Collections teams. 
automated workflows to man 
is built on CURUM platform. 
manage cases and workload 
performance and reduce the 
Allow Debt Management Off 
attention, such as non-payer 
related to the debtor that is s 

age letters and enforcement actions to clients. COMET 
Provide an effective tool for the Debt Collection Units to 
s. Provide the capability to increase collector 
overall cost of collections. 

1cers (DMOs) to focus on cases that are in real need of 
s and potential non-payers. Make use of information 
tored in other systems within the [l;lirJistl)'. 
mponent for Digi that resides in the CMS instance. This is the CMS software co 

Digitisation is a generic term 
digital (electronic) form. It is 
scanning or imaging, for con 
Income, Digitisation is a proc 
creating a com lete client file 

referring to the conversion of paper information into 
usually associated with a physical process, such as 
verting paper into some digital format. For Work and 
ess for managing our client information better by 
that is available electronically through a single point of 

Developer 
Bespoke 

Bespoke 

--
Curam with 
customisation 

---

Curam with 
customisation 

Curam with 
customisation 
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-
entry. ----

EOS - WEP- Enhanced The Enhanced Online Services (EOS) project enabled customers to check what they Curam with 
Online Services/My are entitled to, apply for benefits, manage their details, book appointments, and customisation 
Account/Apply Online provide income and job search declarations. The technical deliverable was the 

Universal Access instance of CURAM. Universal Access is an application in its own 
I right and EOS also used the CURAM framework and an instance of CURAM ' --

Obman- 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 
ma~c~ave. -·---·- -··~----

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 customisation 
2013. ----

Service Plans - CMS An application on the CMS instance of CURAM. A Service Plan is a record of the Curam with 
Service Plans activities a client has done or is planning to do. The activities may be appointments customisation 

from the Appointment Booking Tool (ABT) orPian Items added manually in CMS. 
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 to move and monitor clients into self-sufficiency. SOLO links to SWIFTT 
to_E!f1.!3Ure that a work-tested client is meeting their work-test obligations. _ 

SORT- Service Outcome This is the internal instance of the case management tool 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- Social Welfare The computer system that processes the benefit information entered by case Bespoke 
Information 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 paymentsan<J 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: 

• OMS (Debt Management System) records client information, debt details, 
enforcement action and debt repayments. 

' • 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. 

• MRA/SL holds information about the clients who received major repair 
adv:ances and suspens_cJI}' loans. 

plication that allows frontline staff to maintain a common view of their client UCVII- Unified Client View Ap 
II inf 

inf 
vie 
bra 
sc 
inc 

ormation and carry out automated checks on client information. UCVII collates 
ormation from several SOLO and SWIFTT screens to enable case managers to 
w these details in summary screens. This eliminates case managers, work 
kers, customer service representatives and other staff needing to access multiple 

reens to find the information they require. UCVII provides a view of client data, 
luding the products and services a client is receiving. UCVII is used for creating, 
difying and noting client records and entitlement checks. 1 mo 

f-:-:W7A;;cS;cPo:----:W~a-rr_a~-n-:-ts-Ac;-;-bs_e_n_c_e_f Wa rrants Absence Suspension Processing (WASP) is a system designed specifically 
Suspension Processing to manage clients leaving New Zealand (Absence from New Zealand) and Warrants 

Arrest. Information sharing happens between Customs for Absence from New to 
Ze 
vie 

aland and the Ministry of Justice for Warrants to Arrest. WASP allows the user to 
w ancj manage transactions based on the informa_ti_(J_n. 

Bespoke 

Bespoke 
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Executive Summary 

The purpose of this document is to obtain approval to formally close the CMS Phase 1 a 
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 Curam platform 

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

approach. ~ 
The project was divided into two phases. Phase 1 a of the Client M~/ ment S~l n 

establish core functionality. 
was to integrate Curam into the Ministry of Social Develop~i{,f(ai uctu n 

The project implemented the solution to 800 users in Conta-~~ and to fro~taff 
in the Bay of Plenty region on August 30 2007 an~~';;~ed ~o~~~ its 
deployment to all Work and Income staff as proposed ~ vember _,__ 

Phase 1a has also implemented automated S~) nin~ ~ s originally a 
component of Phase 1b scope. ~ ~ ~ ~~ 

Phase 1a has completed with the followin~~~: ~ -

• All objectives achieved ~" -...J' \''V ~ 
• All phases implemented by due~~\, ~\) 
• All training fullv com ole ted _ 0 '- "--" 
• All Work and l~com~ Sta~eployed (o~ 
• All handover docum~;;v pro~~eted. 

At 30 November 20~Wa~~~~ramme was: 

• Budget$30.~$30.7~"-0 

P"'oo 1b~~"'"'~ 
. . hat t b · s of the project were achieved 

It~· ~ded ~siness Steering Group: 

te th , s and lessons learnt are included in this document 

~~ e 1 b is now progressing 

~~· 'fu=l cl~"" of lho CMS Ph•re 1' pmjoct. 

@ 
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CMS Phase 1 a Project Closure Report CMS PHASE 1A 

1 Introduction 

1.1 Document Purpose 
The purpose of this document is to: 
• Obtain approval to formally close the CMS Phase 1 a project based on a demonstration 

that the project objectives have been met. 
• Identify lessons learnt from the project to be considered in the ongoing improvement of 

the Ministry's processes and policies. 

Note that these objectives 

• 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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2.1.3 Client Information 

• provide consistent eligibility assessment regardless of access channel 

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

• streamline client information maintenance and updates. 

2.1.4 System Integrity 

• provide complete audit-ability and integrity of data 

• supports the payment of correct entitlements. 

2.1.5 Managementlnformation ~ /( 

• capture robust infonmation for management purposes <'liP~ r?~ 
• create dynamic caseload management to target initiatives to ~ V ps. /'~\:!) 

2.2 CMS Project Phase 1a Scope ~ \~ 
While the objectives in the previous section relate to of CMS 
project, the following scope is specific to Phase 1 a. 

1-'A"''"''m'n"nt of Independent Quality 
I\As8L1rar1ce (IQA) services for the Project. 

lfil~l~<t~eplloy111e1nt was completed the 
{(a'jtjjll\tlpraJcti•:;e base was upgraded to 

~ "''""'"'u" the CMS system components and 
~eflect production. 

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 
until Phase 1 b is implemented. 

Achieved 

The Curam software has been 
successfully installed in MSD 
environments. 

Achieved 

IQA services were delivered to the project 
during the Inception Phase and at the 
completion of Elaboration. A further 
report is anticipated for the closure of 
phase 1A. 
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Establishment and delivery of training 
relevant to systems implementation. 

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

Customisation of Curam software to meet 
MSD requirements. 

Integration with Legacy systems as 
required e.g. SWIFTT/SOLO/UCVII. 

Pilot deployment to approximately 
Job Search Facilitation staff & C$~s~ 

CMS PHASE 1A 

Achieved 

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

Achieved 

Change mentoring implemented and 
Change Management delivered. 

Achieved 

User requirements h<l'~~~env 
incorporated in thF!CP1r(,.,,.,'1;¥ 

Achieved 

progressive rollout of CMS to all sites 
was completed by December 2007. 

The initial sp()T}E! \l!';tl11eflmc:tiQI~~to-16e delivered in Phase 1 a was outlined in the Final 
Cai!!&'arld>v~as limiitec~tG:efi,gibilil ty to services which supported the Job Search 

F,.,,;m,~tirm was to be specifically targeted at enabling early 

Ve,slclQii~"thE;isystem into the Ministry's IT infrastructure 

~aPti$tJ:cofefunctionality e.g. security, accessibility, roles, locations 

small group of staff, eliminating risk associated with 'big-bang' 

~ 'i'irevEmtany impact on critical business activities 

~y ensure that network capacity is sufficient. 

These processes have introduced new functionality to staff and were specifically targeted 
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 Request (PVR002) was approved by BSG in April 2007 and this 
increased the scope of Phase 1 a to include automated Service Planning functionality. 

Filename:CMS- Phase 1 a- Project Closure Report (2).doc 
Author: 
Date Published: 30-Jun-09 

Page 3 of 14 
Objective id: A2924137 



CMS Phase 1a Project Closure Report CMS PHASE 1A 

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 1 a'. 

Phase 1 A Budget Approved Budget via Actual Expenditure 
PVRs 

$30.903m PVR's met within budget $30.734m 

During Phase 1a contingency was increased from $3.388m to $3.951m~e variation tA. 
increase scope to accommodate service plans was funded from within · ting b~l(t.~ 
Key cause for surplus to budget funds was an improved exchango;z~ S to Z ~ 
time of software and maintenance purchase. ~~ v (~_/) 

Tho N~mbo1 2007 Flo~d•l 10port '' ""'d"d " "''!J'~ ,~ \«J 
2.4 Project Schedule ~">~ v {n) ~ 
The plan documented in the Final Business C nd t ~__Management Plan 
(PMP) targeted the delivery of the CMS pilo~~1 Mror I ~This was to pilot 
functionality that specifically enabled ear~~~nt of pr · te work. related 
services for clients. ~J \> 
A further Phase to be delivered latP.rin ~ as ~i dditional functionality to 
enable the creation and maintena~~~i 'IS! ssment for eligibility to 
employment and training pro~es, and fu ~· iation of CMS and SWIFTI. 

Functionality to enable us r te a~· in ervice Plans was included in the 
scope of Phase 1 a at th f BS eject proposed a deployment date of 
September 2007 to te th' · I functionality; however BSG asked that 

~/ 
2.5 Pr~ :0aover~ ~ 

2.5.1 Pr~ Ha dover'\:> 

~
c gag a ment Manager to manage the system into production. The 

d was ~ the standard IT Projects template and processes. For each 
/8\ · erabl~er a reed and confirmation that they had been delivered was sought". ( 0N< · cal drJM!~ were delivered and agreed with stakeholders. 

~UA~~~ria had not been met when the deployment to production was made, the 
key ~~~~~"g1hat there were five 'B' defects outstanding. Fixes were either iii test or 

~
. ~ 'tfEl Jeloped for at least two of these at the time and maintenance releases had been 

. ITIS recommended that the application not be deployed to production however, 
/ oncluded that the risks were minimal and requested the project deploy to production 
r ('il~ Th'e 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 transfer of 
knowledge to Ministry staff and help prepare them for supporting the application following 

1 Note that Phase 1 a generated change and training queries that are still being fielded by the 
~roject team but these will be captured as part of Phase 1 B costs. 

See VR02 EDRMS Ref:2532048 
3 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 to their 
substantive position to provide BAU 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 
successfully with a relatively small number of calls for support. 

2.5.2 Project Artefacts Handover ~ /( 

Phase 1 of the CMS Project is not yet complete and many of the~ro· Is r?~ 
produced in Phase 1 a will continue to be used in Phase 1 b. The I · ue to b\_0 
managed by the project until the completion of Phase 1b. /(" \v;:>.:::/ 
Relevant documents required to support BAU activities have l:(e~ansfe~to \ 
appropriate stakeholders. () / 

Repositories have been created in EDRMS to store fi s1 s of c and 

~~~~ 
~~ 
~~© 

«!b~ <@~ 
<i!b~ i'P 
~~ 
~~ 

@~ 

4 See Folder fA352571 
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3 Project Review 

5 EDRMS Reference: A2285056 
6 EDRMS Reference: A2527918 
7 

EDRMS Reference: A2873628 
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Delivering a presentation through regional road 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 trainers and to end-users via CBT. This approa.eh was largely~ 
successful and was managed in a very tight timeframe as the CBT pac;l<~~s 
developed in parallel with CMS development and testing. ~cY :f_ 
From the results of the skills checks, over 2200 people complet~he;~ and ~0 
average score was 93%, the pass rate being 85%. It was not~ tl!JWEl~r. that ttl'S;to?r!J: of 
training did not suit everyone as it required the participant I() bE. e 'wi·~y; specif.[c····· .in th iK~ 
responses. Also, the CBT screens were not always ex~pt.1)(Jtle safhe a~lhEt~du ion 
system as CBT was being developed at the same time,'a~tbe.§Ystell'}J&:._i.\s~eing 
developed and there were changes to the system ~~~t!Jat werl( floi{~flficted in the 
CBT. This proved to be a problem for some s~!f~ <-;/' / ::::.:~) 
After the first training run was completed it Ill(~ tr,>u'tl~'fhat thySlte ~mpions needed 
additional training. This process was th~n.i~~~)Cr pr~~~ training roll outs. 

Another issue that was identified with ttte.'t~riing' was.tQe\j~f1,9,tJYof time between the staff 
training and implementation date - jn..sOt:D'e, t;2ses t~·S. ~'a1> \l~ long as six weeks. There 
were a couple of reasons for this .. de.ll'al ¥;..r~9ions r~· ~. K.slX'weeks to get all staff through 
the training programme with tl)ejr~soutce com· r 'n • d other training that they needed 
to have completed in the safl\"'~~{rame. In · · o the training constraints there 
were other major changes~l$fy1g for= Income staff in the same time period 
eg Working New Zealan'ti0fr ~pYojeckJ... r , e activities for staff to complete to keep 
their training fresh -~. /.~~they Cud .. 1 ~ s have specific time allocated to do this 
and as a result did rt<if~~'1 time ~to~::)lete them. 

The training wa(/t]fti~ed u~·f19·~~J> training management system, Moodie. The 
project to~· E1n( Moodie ?<l:fl.~ delivered a production system and consequently the 
CMS proj "required to ho Ltne application on one of its servers and provide support 
for ia. e · and ~1gu ·ng training courses. This placed additional pressure on both 
Pr~~ res e . . firm date has yet been agreed to transfer Moodie on to a 
~ serv r ~ · emains a requirement of the Moodie project team. 

<lli) Us~ . • iation of a Multidisciplinary Project Team 

'\&':: o!A,I\~~)'-t tors leading to the success of the project was the use of a 
mul~~~ry team, with the core project team being located on a single floor. 

IJ4~e..p'foject progressed, relationships between these groups developed to the benefit of 
'ti)'e"f*oj~t and to individual members of the team. This required careful management to ASt.J.re that formal channels of communication were not by-passed where these were 

\.."---!fJ)uired to ensure consistency and to ensure that change was appropriately managed. 

"-1:ngagement of key business and IT staff was made easier because of the existing 
relationships between them and members of the core project team. 

3.2.4 Deployment and Implementation Model 

The decision to limit functionality and to deploy to a pilot group has proven to be sound. 
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The standard process to deploy applications was managed by the Systems Integrators. 
This process was extremely 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 in making a seamless transition possible. 

3.2.6 Post Implementation Support 

On 'Go Live' day project team members provided on site support to the BOP region and 
contact centres. This proved very useful and this support was then provid.· ed to all othe~ 
regions as CMS was being implemented to them. Project team presen~~s apprecia 
by both frontline and Contact Centres and by being there they ensure~~<~loym7ffi? 
was as smooth and as positive an experience as it could be. This~·s · ~ by 111\3~j) 
positive comments captured from site champions during deplo" ." ~·~ 
Technical support was provided by the IT help team and this~~uc ssful, es · 
with assisting with user access and initial login issues tha~~ere experien~ 

Business process support was provided by Helpline .. ~. ~0,1 team. e_~~nalysts. 
This was not as successful as anticipated. Helpline6$i~..u urr<ce ~~~~was also 
providing business support for the Working New _Z_~'Ia_n}Jhang~0 
The project's business change team rema~·n i o~bn'tac~i ations Managers 
and Site Champions to provide continuing d t~ anage the change in 
their regions and sites. This change man:a- supp ~ e ngoing for the length of 
the project. A~ 

3.2.7 Vendor Relationship 0 
At the project peer level the ~hip with M rs has been extremely positive and 
helpful. This was assist~>)~-lo~ h groups. 

There were delays i~~ · coii ations with HP that impacted the project 
schedule and place~~ I pre s e project team at the outset. Weekly 
reports were pr~c he pri~~~ ndor, HP. MSD were given the opportunity to 
comment on th ~ ort~~~ ensure that the status reported was acceptable 
to both pa??/> ~ ~"0 

3.3 ~~~Lea 
L~~ nt are r~mj19Jfin detail in each end of phase report and test exit reports. In 
W~Jl)i ha r their own Completion report that includes detailed lessons 
~ T · rovides a summary of the key lessons. 

· n confirming planning and costs 

· ~confirm planning and costs as a number of requirements had not been clarified. 

on Learnt 
e ision document should be confirmed early in the Inception Phase. · 

3.2 Using an Iterative System development process 

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

Negotiations 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 led 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 deliverables for which work had been 
performed yet 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 plan of the project schedule and 
deliverables were constructed accordingly. This proved lo 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 challenges of 
engaging with a vendor in an iterative development environment 

Planning needs to recognise the iterative nature of development and b~~ on the lif.,!( 
cycle of each deliverable and not on project phases. ~ ~(\~ 

3.3.3 The need to adhere to robust processes for deli\1~ra ~~ ~J) 
Variables existed early on in the Elaboration Phase across t :~\~ff docu\,\',mng 
key use cases. This led to inconsistencies of documen~at' thro haul Eli§bpr~ti6n both 
within use cases documented by MSD and use case re ~~ s docu~~~ HP. 

Lessons Learnt ~ (0 "0 

training delivered to establish standards and l!leliil. or d m 1on in the 
The Ministry needs to ensure some standardi~· ~s · ~)nd formal 

Elaboration Phase. --~~ ~ 

3.3.4 Management of Testing ~~.) \\:>? 
Nearing the end of the Elaboration ~~) beca reht that the plan for system 
testing to start could not occu~~\Na's-Fefiant · er of functional deliverables that 
had been scheduled for diffe ~'very dat elayed System Test completion and 
equally forced a signific~hs'tral ton p ance Test !imeframes. As a result 

completion. ~ 
project team members 1g~nifi t n ber of overtime hours to ensure timely test 

Lessons Learn~(:_~ ~ 
Ensure plan~g ons ase deliverables aligns with System Test needs. 
Also ensu~~~ tingenc · ided around the testing area to cater to final high risks 

~~~a:~~~yi~h ules. 

v"> 'v '\> 
(m9rames;ot t aTr was an issue where some staff were trained up to six weeks 

tto implmne~'tii: . This meant that they were not able to retain the information 
ned for ~~~e ~~.. ath of time between their training and implementation. The project did 
vi~:{W~lSatld revision exercises for staff, and they had the ability to re-do the CBT 

at the'{~ however specific time was not allocated for staff to complete these activities 
' ~to other commitments they were unable to. 

on;( learnt 

0");: ture implementations the timeframe between training and implementation should be 
~imised. Also time should be allocated to staff to allow them to revise their training with 

no other interference. 

3.3.6 Business Process Post Implementation Support 

Business process support was provided by Helpline 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 to 
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complete the training in their own time and for some Helpline staff this was not done in a 
timely manner or extensively enough. 

lessons learnt 

Helpline staff should complete the training early within the training 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 tiheir training on a regular basis. 

3.4 Project Phases 

The Project used an iterative software development methodology. This wa. s a tailore[d~. 
Rational Unified Process (RUP) methodology that draws on the Software;~gineering 
Institute's 'Evolutionary Process for Integrating COTS-Based Systems' <(EI?:!Ji~nd M 
existing development procedures and artefacts

8
. ~~W (I 

Following is a summary of !he status of each phase at its compl · .· : \\;S; Y 
3.4.1 Inception Phase , \) -

an 
vendors who 
deliver this ::ou!lJuu• 

that the major 
l)~;so>eiated with development have been 

~Wrjdresf;ed and mitigated. 

Baselined Software Architecture Document 
(SAD). 

Risks reviewed and the Risk Register 
rebaselined with all major risks addressed 
and/or resolved. 

8 See CMS Development Case (Document ID: A2067468) 
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phases of the project including fixed costs Timelines for Construction outlined. 
for Construction and Transition Phases. 

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 downgrad~«/) " f? 
• Serv!ce Plans. functionality was ~ot originally part of Phase ~~~r JuM ~tf) 

was included 1n the scope followmg BSG request to pro~1 bus1~_:_/ 
experience. As a consequence the project's deployme te' Phase 1 'm d 
from end July 07 to end August 07. 

3.4.3 · Construction Phase 

Mir1imisir1o development costs by 
optimizing resources and avoiding 
unnecessary scrap and rework. 

Achieving adequate quality as 
practical. 

Achieving 
and other test rel•~!)<!~;l~Nil'Pid'ly 
practical. 

reused where 

Fgj!Q)Nl):]~ {>tlilld review some 
IA'aiD~I3'v€iriYEmts can be made during Phase 

. Product integrated on the 
I adequate platforms. 

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

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. 

a Achieved 
'----·v"''m'''"'l"' 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 software. 
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To decide if the software, the sites, and 
the users are all ready for the application 
to be deployed. 

3.4.4 Transition Phase 

components 

Test 

CMS PHASE 1A 

A comprehensive De1olo·~rn<ant 
developed and P1ltPm:iv<> 

consultation with 

'i><;M:~,ww!{-11~ on 30 August 2007 to Bay 
Pl!'~~f:!~1on and a !I Work and Income 

'""--l~B(flai!'ling deployments occurred on 
S,ct~dule and were completed 29 

'- VNO\rember 2007. 

Post Implementation Review conducted 
with Operations Managers. 

Project Closure Report produced. 

Develoor11ent was to a use of RUP 
for the first time resulted in detailed timelines becoming redundant 
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 basis. 

Project Plan Execution at a milestone level worked well. 
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Scope 
Management 

Time 
Management 

Cost 
Management 

Quality 
Management 

Risk and Issues 
Management 

Integrated Change Control was loose early in the Construction cycle 
but was firmed up significantly as processes and the use of change 
tools became better understood, 

Scope changes were well any change was required 
approval was sought from the BSG, Only one Variation Request was 
required to accommodate a BSG approved/requested change, 

was problematic 

~'v'r"o orc1iec:fsfarted with a fixed number of internal resource and got 
additional Business Analyst resource as required, 

,H!~w~~Ve~,;(ec:hnical design and developer resource were difficult to 
and the need was met through either vendor or 

on the project developed a comprehensive communications and 
change management plan and this formed the base plan that guided 
the project through the communications cycle, Internal reporting to all 
internal stakeholders was well structured and regular to: 

• Business Steering Group 
• Technical Advisory Group 
• Business Advisory Group 

Risk was run, on 
project found it had far too many and too detailed risks to 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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RFI and processes were completed the Procurement 
Management prior to embarking on the project However a separate process was 

run to select an IQA 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 contracted engagement. 

3.6 Project Governance 

Operation of the 
Business 
Steering Group 

Programme 
Directors 

Role of IT to gain approvals to all 

Governance 
Committee 

~ ~ 

for the project 

<~ ~E~~:.~sreeriogGroop 
~ ilote jectives of the CMS Phase 1a project were achieved 

2. ~ ccesses and lessons learnt are included in this document rey ~ th• f~ol dooo" of"" CMS Ph"'''' project. 

~-v 
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PROJECT CLOSURE REPORT CMS PHASE 1A 

Deliverable Reconciliati~}~MS Phas~ 
-·-

Del. # Delive!:.._~Ai«<me </) ~']Arget Date Actual Date Status Comment 
--

0'0j~ v/~,\0>" 
. 

End of phase lnceptlo0 ';:0 !'1Yf1110a 27/11/06 Complete 
--

01 1A Vision document (//~-:::; ~/<~~:· Complete 
-- . 

02 Project management Plan ~ "-::;, t? '~V/ t::i Complete 

03 Statements of work 0; 0 ~ j/ (~ Complete 
- ;;, -~-~ 

- . ·--

End of phase Elaboration ~fU~';fl Complete 

04 Baselined Vision, Use case model ~\ /' '-;/<"'-\v/' Complete 
-

u? )/)A '0(<:: tyom:lete 05 Baselined Software Architecture 
document 

06 Statements of work for construction '1%<\> 9?Jll5~e~e 
-· 

07 Baselined risk register !>-~ -GQ\.-"'7'j / 
End of phase Construction 30108/07. 30/0~..// f~omptefe;/~ 

08 Updated software architecture <~ B;;;;letev r~> document I/', ·~ 
-
09 Software integrated into platforms ~/~") ~ l'>')A 
10 Training materials completed Co~~~~ vyp" 

End of phase Transition 28/11107 28/11107 CompleYe/// 
v 

//')A 
11 . Training deployed Complete .0 l;y, v /;0> 

... 

12 Go live request agreed Complete \. ~// (//~ -- --
. 13 Software tested and pilot deployed Complete 0/ij - /\'0 

14 Package fully deployed Complete 
-

v 
~~ -

~(/;;=:~ 
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Executive Summary 

The purpose of this document is to obtain approval to formally close the CMS Phase 18 
project based on a demonstration that the project objectives have been met. 

The Mm1stry of Social Development (MSD) obtamed approvalm August 2006 to A 
/; ~ • 1mplement the Curam platform /// .~ 

. /)> ;.-J 
• address the need for Improved cl1ent serv1ce-del1very support, as well as meet 1the'A 

Governments objective of assisting clients in their comrnl.[~ities with a ~ork,tiri} 
approach / ~ < \ " ~- -)' 

The project was divided into two phases. Phase 1A of the Cllenl.Manag~rnent Scllution 
was to integrate Curam into the Ministry of Social Development infrastructure and 
establish core functionality. This was successfully unplemented to aJI Work-and Income 
staff with the final deployment occurring on 30 Novef'!1ber' 2007 af)c) was .on·time and on 

' I \ 
budget. , /" \ ', J l 

. '-., . 
Scope of Phase 1 B 1 , . ~:; 
CMS Phase 1A went a long way in terms Ofi::OrnJ'lleting the scope of the whole of Phase 1. 
The only major scope item outstanding. after Phase 1:1\ ·w'ps tel implement 'eligibility to 
employment and training programmes'. A.s aresuiVlhe vlsi<Jrr document for CMS Phase 
18 was extended to cover a scope tha't was more than What was originally planned for 
Phase 1 Therefore. Phase 1 Bland the\vhole ofCMS·P1'1ase 1) delivered more than what 
was covered by the busines.s ca$e for CMS.('()~ ·.L • •J · 

( . . ' '., 

Project Profile ~- ;_, . ' ) .-~, '-. (''-../ 
CMS Phase 1 B is a la~g.e an.{ complif>('rro)'E;_cthtith a budget of $23M and had a large 
number of complex integ{al!l:ns witfi· th.~-JII[illjstry's core systems. It was a multi-vendor 
effort (amongst f;i\"; Fro(K!)r; StaffCV and·iffiernal MSD development resources) where the 
level of staff resdutces •11fas typ~al!y at around 60 and had a peak of 90 staff. For a variety 
of reasons, (fuf·.Qf'Oj.ect ha!i"'fl.'!Jlg. t>ang' deployment compared to the a progressive 
deployment lti,od,eQr\at wa,s~~i::essfully used for its predecessor CMS Phase 1 A 

Outcome r-/ ,\) '-... ',>.,; 
( / '> ~.J 

The proJedjvas detive{e~ithin budget with minimal slippage in the schedule. 

<'}'he-Overall scorie'del01~ for the whole of CMS was more than the scope as defined in 
<vthe CJ\!JS Final B!.!siness Case, but this was completed at no additional cost to the Ministry. 

/~, '-.Compared. to Phase 1 A, CMS Phase 1 B had a greater scope and complexity. The 
( () ~usiness1re·q· fJifements had a broader coverage and had a larger impact to the staff in 
~ terms of strearjllining their processes thereby offering more value. 

CMS Phase~ 1 B as a whole was better delivered and better received by the end users 
,)~o. mpared to CMS Phase 1A which on its own was also a successful project. However, 18 
()"arn.ed from the lessons of 1A and improvements were made in the delivery of 1 B. 

~ [Jespite the high risks involved with the big bang delivery into production, there was a 
( (') 1 'mooth deployment into production. The training was very effect'1ve 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 
defects. 

Strategic Positioning 
CMS supports the long term goals of both Work 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 delivenes and can be used as the launching pad for 
decommissioning the other heritage applications. Strategically, the Ministry is in a good 
spot as the Ministry starts to embark on using other modules of Curam that we can add 
business value with. 
Financials 
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CMS as a whole (Phases 1 A and 18) was delivered within the original budget of 
$54.372M The Phase 1 B proJect (and consequently the whole of Phase 1) has been 
closed financially as at 31" December 2008. 

Successes and Lessons Learnt 
A separate section 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 improved for future projects~/( 
These successes and lessons learnt are further detailed in the P~"~> plementati~,~ 
Review document ""'(/) ~-, v 

~ V~ I I . <' 
Recommendations ~(~ ('~~) 
It is recommended that the Business Steering Group: /<?, '~- \V .:;; 

1. Note that the objectives of the CMS Phase 1 b projecfwere: achievecf·." \) 

2. Note that strategically the Ministry is in a good Position to use cl\lis.tor-fll}ure 
business add deliveries and/or legacy transfotmation 1.-~. :-.. . 

/ ' ,(~\'--../ 
3. Note the successes and lessons learnt are st:Jmma;lsed iQ~~~ument and 

detailed in the Post Implementation ~e\(iew fkic,m'ient,-;. ~ __ / 

4. Approve the formal closure of the CIIIIS-R_oose 1b p(ojef't-. ,) 
"· /'•' ...... ' 

5. Approve the formal closure of the::[ul> c>JK Phase 1 __ proiett <'-..' - ,.,v (~ \';:.;--:.? 
0,,-..... i c :)-..>v 
~""-)/ :~~~"-.. /-,, '-._, ~\-;:':> 

( (''- 1 \ v/'-...7 

rc: ~ '\':;/ «fcJJ'-' 
\.':./) } ............. ·-.. 

(v-~c/ ,~~v 
~/ \\:>/~/ <~\J 

<.._V</ \) '>?>v 
(;~?Y > Uv;? 
~ V A \\~;~'v 

"\V(V ·, ·. , ('-J 
10 ;:-...v 0'-...._':::;,; 
~(·] '\<\ v 0.._\Jj v>•,_, ... ~j 

~?<> 
~~ ·'> 

rr:,\c 
\~ 

-- -~ ·-------~·-··~--------·----· ·-·---------·-------. -----·------.-- -- ------·-·-----
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1 Introduction 

1.1 Document Purpose 
The purpose of this document is to 
• Obta·ln approval to formally close the CMS Phase 1 B project based on il demonstration/? 

that the project objectives have been met. /// (.~. '" 
• Provide a summary of the Post Implementation Review documenL(EDRMS·f(ef ((J "'/? 

A3834907) ' · ' . \ \ , \ 

Note that Phase 18 represents the completion of the whole of c]Yt~·Phase 1 whid~~~!) 
the subject of the Cabinet Paper (EDRMS Ref: A201246;_ar(d ~£5'4 372M bud~:)~ 

//--....) -~ " 1.2 Document Context / J' < • ·~ .. ~. - .... 
The Ministry of Social Development obtained appro~al)n'AUJJUSt 20~?-10 \ -.) 

<,v//," :,, \~ 
• implement the Curam platform ·" • \' . J) 

' . 
• address the need for improved client ser:l(iC!i:deTivery suppoh,,as well as meet the 

Government's Objective of assisting clients .ill thetr communities with a work-first 
approach 

The project was divided into two phases J>.hase 1A~ntegr~ted Curam Into the Ministry's 
infrastructure and established core functipnality .. t,he project implemented the solution to 
800 users m Contact Centres and to frontline staff in tl)e Bay of Plenty region on August 30 
2007 and completed its deployment to al( Wcirk '-ahd Income staff as proposed by 30 

< ' v /~'~? 
November 2007. . . . . ' J /;:~ .\ 

" , i I ' v 

Phase 1 B was targeted io complete m th'e._latl~r part of 2008 and was designed to build on 
and expand the, functionality delivered' m"·Phase 1A around pre-assessment and the 
Interfaces with e'xisting legacy .sysrem,s. The main focus of Phase 18 was to enable the 
assessment o(oliel'ltsfor various Work & Income Training and Employment Programmes 
and Services, and the use of'these to prov·1de content for client Service Plans in CMS, 
such as referrals to traming courses and paid employment opportunities. As a result of 
these. e'l<JS!ing CMS interfaces to legacy systems were enhanced to accommodate 
Information sharing from th.e new CMS functionality areas. Options to Improve the user 

/JXPe. r.l~rfce and de._cre .. -a.se the numbers of systems used for the client assessment process 
~ ~J'fe assessed fdf mc!uS10n m phase 1 B of wh1ch some were Implemented as part of the 

/:'> , e)lhanced bufiness.:process 
/~!"/ '"" 
~ 0Ms P~~se fJs f~cused on the nsks associated with the development of a system on the 

v new platform (Curam) and the implementation of basic system-wide functionality. 
Subse'qu'enl projects will be phased so as to minimise the nsks associated with 

/)1:r.ansi!ioning complex functionality and moving off the legacy systems. 

< (/> 
~0 \:Ms Phase 1 B is part of the Client Management Programme Implementation described in 

(;--..,\'the Final Business Case (EDRMS Reference A1980259) and described in the 18 Vision 
\ VJ Document (EDRMS Reference A2895315). 
~~ 
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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 project both Phase 1 A and 1 B /( 

1 Obj_ec_llve_. ___ ~-~~- ~------~[-comments-- -- 7 ;~ ·::--~ --~ 

•1 Service Plannmg ' Achieved (:-. •• / '~j· 
• streamline the service plannrng process I Thrs was largely achieved With Phas~ 
• consrstently offer appropnate serv1ces [ and rmproved on by PQ.a;e 18 ( .1 ~-

to meet client outcomes ' • '·..._ "' \ ) 
l-:s"'y-s7te-m Improvements--· , Ach.ievea:·-: ~, --~-- :-~ .. ..._ 

• reduce the number of systems staff I DST was de-impleme. nted as··· parl of Phase 
must use 1 A · , , \ / 

, • ·rmprove the nav·rgation across systems. 1_ Thi$w· .. ·as la~gely achieved \.vith Phase 1A I 
• reduce systems training requirements [ .anu '~proved on, by Phase 18. 

through Help. workflow etc . _ l .. '<> [ 

. ~,.:;g:~f[;"''" m•or:'l-.. or,._,\ -- - ~ 
• provide consistent--•... ~ngroility This was largely achieved with Phase 1A I 

assessment regardl~ss·-..p'f access and improved on by Phase 1 B. , 
channel /? '.'v) (;::::-:Consistent eligibility assessment across I 

• provide centralised· IA'e~of pro¢1upts , ~ontact centres and servrce centres has 
and services(issocia~e4with ~tlieq'(: :been achieved. The foundation has been 

• streamline \_.'. cve:nt (inl'orlation [lard for progressrng. wrth other servrce 
maintenance.and.update.s~·~ 1 channels (e.g., on hne servrce channel) 1 \ \? ·; . z, ".~ through separate projects. ) \ /~ <-....-,. / ./; \) ,, -....<) More can still be achieved with streamlining 

...._ (/). ~ •... , ....._./ of the client information maintenance and 
·/ ' • • 1 updates when core client maintenance is, 

i 0... . '- •J) i eventually ~wo <o CM~- "'''" "oW o< 
)::> /> v / ">~-~-.> scope for CMS Phase 1. 

/--:_~~s~temlni~ify~-?--"· ~ Achieved ··-··--------

-.....:;, . integrity of data and improved on by Phase 1 B. · 

• / supports the payment of correct I 
( <. entillements. 

~~ri:::t::nfrii::::~tTo~nformation for I ~~i~i::: largely achieved with Phase 1A I 
( ()~~~') management purposes and improved on by Phase 18. i 
'-...:.:::/1• create dynamic caseload management 1 

1 to target initiatives to client groups. 
1

1 

L -~ 

2.2 CMS Project Phase 1 b Scope Completion 

CMS Phase 1A went a long way rn terms of completing the scope of the whole of Phase 1. 
The only major scope item outstanding after Phase 1A was to implement 'eligibility to 
employment and training programmes'. As a result, the vision document for CMS Phase 
1 B 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 funding was sought 
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: ~li:~:-::ses~=:nt for ::rvices: Subsid1:-,:clud1ng --~Comments ~ - -l 
captunng the assessment and eligibility outcomes and i 

spannmg both products (e g tram1ng serv1ces) and subs1d1es I ':''~ 
~uch as Skills Investment (wage subs1mes) I 

I Clie-nt Matching InClUding matchm-g a client with sen/Ices- ;TiCiient ac-hJeved eligJbJIIty / 

for wh1ch they are elig1ble selecting a client set (e g m cas: l:rules for serv1ces not ~ , 
load) and match1ng the group w1th SUitable serv1ces or "matching' as sych {r, ~ v 

" / I , \ \ 
flndmg clients who match a_ spec1f1c_ selected opp_"rtumty _ ~-L .:: 'v , \ '"i~ 

I Refer Client to Train mg. includmg TEC and Contracted r '' "\""' ' \"~~~ 
, Services Opportunities. Th1s enta1ls the creat1on and /~~·-, 'v \ •('v 
resultmg of referrals and momtonng cl1ent partiCipatiOn and 

1 
~ '~ V , 

complet1on of the opportumty. It also Includes updates toihe 1 ', 

clients· Service Plans and alerting Case Managers of. clie'!lt ·! -~ i 
progress. .. 1! ( ( ., ·, ·· ': 
~-- ·--~--. ---~- ------·-·····-----·········-·--------i····-------·-··c.l~--·-·---~ 
I Refer Client to Paid Employment Opportunity. including Registr;Jtion of interest 
. generating a referral for one or more clients to a S~EjCiflc pai5l i from C1),1S integrated with 
'!employment opportunity and resulting the referrals. It also ·· [ JI)BZ4U paid ! 
~ ~~~~d~sa~~~:~~s0~ocj~~~c~~:~15serv1ce Ptansanda.lertmg\_lemployment referrals. [ 

JCiient Self Placement, enabling the capjure 01 rol~ cte\~~\ · · ~--------------1 
1 when ihe client finds their own pa1d ernploymenf (no!~~,)· 1 I 
i managed and referred by Work & Income)./ 0 .:'. •j 
~-------------------------------+ -- -----------"~-- --+.c--c 
Exit from Benefit, specfjicaJIY the steps of lapsing the Achieved partially. 

I client's enrolment, an~ .eridirlQfupdatin@ the 91~1ce Plan. Service plan is not ended 
', - - I updated. 
L------· ·-·-- .. ____________ , __ , ...... 1.------........... ~-'------------------·-·-·---·---------,---,. ----------------

i Business Rules, relajihg to clienj eligibility for 
'I' services/suqsidie_s. JSS reasses_sment referrals to TEC and 
Contracted "'eni1ce:S courses, .usage of products such as 

~--+-----~-----~--j 
Achieved -except for 

, JSS Reassessment 

! Enterprise•AIIO.wance and Skills -Investment (wage subs1dy) 

c-Decomliiissioning s.Ol.O components. being .. mig rated 
k_i~t>CMS:/ -<·""./_/> 

(d:; V\lork Pla;l;\J~'.;,\~: i-Pian and Action Plans) 
~'-1_~/ \( 

Assessment=-Need-~ 
Categories & Employment I 
Barriers and Structured 
(SGI) Questions 
decommissioned /n_ 1 .. ~ Journals \) 

(~('0'. [)!sl:ussitjli) 

V : • /f!eedGaregories and Employment Barriers 

~4_ /Str~ctLred (SGI) Questions 

(\\( ''-/',ssessment 

~')f'> I ( ' \ 
\ \ ) ) 

\,~ '· 

2.3 Project Budget 

Assessment- Discussion 
, not decommissioned 

Journals not 
, decommissioned 
I 

I

' Work Plans and Referrals 
read only 

Targeted Client Search 
decommissioned 

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

Budget Approved Budget via I Actual Expenditure 
PVRs 

~-------· 
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j Phase 1B I $23.0m No PVR's raised $23.8m 

I Whole of Phase 1 [ $54.372m PVRs met within budget $53423 

Pending confirmation from Finance. Phase 1 B appears to have been slightly over it~ /) 
budget. but the whole of CMS Phase 1 was delivered under budget. Considering that thEV (' 
overall project scope that has been successfully delivered is larger t[lan. the s~o _evA~> 
described in the CMS final business case. the final financial position fo.r eMS is excel!. ,-./ ~ 

, , I (\ 

The December 2009 Financial report is in the Post lmplementationR.eview document.~) 

';::;; 
2.4 Project Schedule 
The plan as originally presented to the Business Steering

1 
Group was for·"'· "big bang" 

implementation date of end of September 2008 The BSG Meeting of fh'€.24'1
' of July 

2008' discussed the available options at the time w(th respect to f1· \evise(l (jelivery date. 
where 1t was agreed to go with a 3''' of November implementation'date subject to a final 
decision being made by BSG on the 15" of AugUst · · 

The proJect went live on the 3'" of Novembe( 200?. and a. pa!4)1 release was delivered 
soon after to address any high ptionty defeCts , 

-~ . ~ 

All development for 1 B was completed ih Qecembe~ 20p8, and1he project was closed off 
at the end of December 2008 ,' 7 ., ' ,·v 

) ) ( ' . "''/ . "' 
"--- / /' '\ "··. 

2.5 Project Handover , () L~,· 

2.5.1 Production Hami~~eiv' 1 · ~~ 
,· //) ' ·~ ' \ (_ \ ·,, 

As with Phase 1A the Project engage'd a D.epjPyment Manager to manage the system into 
production. Due1 \6lhe larger number ofnitegration points in 1B compared to 1A, the 
deployment was far mpre complex ' Release plans were more complex and needed extra 
level of detail~ j)1atwer-e not i3een in {)\ 

Key staff irlembefslrom ahoa-sthat will be supporting the system were involved either with 
the development of the solutio.ri or the production deployment or both. Support of Phase 
1 B.will be owrred and managed by the Mintstry's IT Applications group. 

/"his process of deployiri;(to production was well managed and was completed very 
~ <f:ticcpssfully with ·a relatively small number of calls for support. However, there are 

/'"\ ~essons learned i,n)he wider area of environment management and deployment that future 
( () ''pmjects,need !?fake heed of. 

~~2.5.2 ~ro1ect 1Artefacts Han dover 

Some of-the project artefacts produced in Phase 1A was used in Phase 1 B (e.g., Metrics 
rogramme. Development Case). Some new artefacts were produced specifically for 

Phase· 1 B. All project artefacts have now been completed including technical "as built" 
~\ ocuments and have been handed over to the appropriate stakeholders. 

( (\ ·. 'v 
\ \ .... ,.)) 
~ 

~_Ref_er.to_ElSG .... ~IIlu!esc ... F: DR MS [<eferenc~ A3f3_35_785 
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3 Project Review 

3.1 Approach 
An End of Phase Report was completed for the Elaboration' phase The findings of the 
end of phase report along with review reports from other groups (e.g., Test Exit Report)/? 
were incorporated in the Post Implementation Review document which )ljso.,served as th~/\, 
End of Phase report for Construction and Transition. , " '/ frJ ~ 
In additron. interviews were conducted with representatives from the cltfferentg/qURJJ 
involved in the project. Thrs was followed up with a meeting wrt.h ali'those repreSent~· 
where the combined feedback from the indivrdual meetings vyas presen!ed. \\) 

Comments were also sought from key members of the Business Steering Gr-oup. \ 

The Post Implementation Review document has more del~ its of the fee'db~ received - ' ---. 

from the revrews. The followrng rs a summary of the key comments made .. • v· 

3.2 Project Profile 

• 
', .I 

CMS Phase 1 B is a large and complex p'roJect. 

• Budget of $23M. 

-~· 
'\~ > 

i 
I 

• Larger number and more com[ltexrnlegratio.n's ll:ianfhase 1A, including core 
systems UCVII. SOLO and J~'l:>z4U (which incidentally also had a major release in 
the same timeframe). -. -.., / . , '·, ··~ 

/ ('. \ (/./ ... , v 
• Staff resources ?f l>ft.ell, ~dund 60,.an~e1li<:-<lf 90. 

• Multi-vendoref!QrtJI'i})~nd,e,~~\iind internal MSD development resources) 

• 'Big bang(deplo~ corm:J"~red~6gressive deployment approach in Phase 
1A. \"-- < ,~ 

;~ -' /"--.. .,~ " '""-, 
\ ' ~...... ~ ' ·~ " .. , 

3 3 0 .... :...~d.J ('..,....: '~ _j . •nCv,' IF , , ., , 
' ' ' ''- " 

The proJect wa's delivered within budget wrth mmimal slippage in the schedule. The 
implemenfation date ended up being the anginal proposed delivery date by the project 

)e~.,,However. the p'fo)ect ream was requested to aim for an earlier implementation date. 

(On€ .overall scoj:ie';dellvered for the whole of CMS was more than the scope as defined in 
/~-...>the CMS Frnal Busrness Case, but this was completed at no addrtional cost to the Ministry. 

( () "'.<:;ompa~efl to Phase 1 A CMS Phase 1 B had a greater scope and complexity. The 
,...,.., 0usiness 'requilements had a broader coverage and had a larger rmpact to the staff in 

V terms o~.streamlining their processes thereby offenng more value. 

CMS Phase 18 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 successful project. However, 1B 
\,Yearned from the lessons of 1A and improvements were made in the delivery of 1 B. 

rn"~~espite the high nsks involved with the big bang delivery into production, there was a 
\\,_)) smooth deployment into 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 
defects. 

2 EDRMS Reference A3426624 
--------- ------~"---·~· 
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3.4 Feedback 

3.4.1 Business and Staff Impact 

1. CMS Phase 1 B (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 applications that staff have to access. which would have contributed to/) 
staff efficiencies. / , /) ~ 

2. CMS Phase 1A was a useful beginning but there was some .perceived levf!~-~ 
frustration from staff that Phase 1A did not go far enoug.h . .Phase 1 B was, eli)) 
received by the staff. It delivers real value in terms of supportin;:J them in t~1r job£/ 

3. There was a definite improvement in training, chaRge. mar1agement and~e 
production of the CMS 1 B Workbook helped. . • . · :, 

4. Despite being a "big bang' rollout at a busy ti(Y(e of \he year. the rolfmll !las gone 
very smoothly. 

5. Hard to quantify at this stage what the overaH impact is of ~t\ase: 1JB and Phase 1 
as a whole. until the formal survey and benefit realisation proc€sses are completed 
in the latter part of 2009. However .. there haS been very )it!le negative response 
received which suggests that Phase 113 n.as been IA(Eill received by the users. 

6. Timing of the release has been·extn3ordinary.co~sl.cteri[fg' the increased workload 
p;oportionate with the nse iQ unemp[~yment il[<~,UQ,ht. ~bout by the current economic 
situation (though this was not part pf the origi[la[co)ditions I constraints considered 
when the proJect piar~, was marte). AIJnwed...!hR Ministry to handle the increase in 
workload. /' / · (. "0 .. L., v 

' ~ < ,- ·"-,. ('r'-,j 

3.4.2 strategic Positioitfng (r· ~\v 
1. CMS suppc;rts the l<)"ng term'gci~[s--o{.both Work and Income, and of the Ministry 

from the yrewpoijlt that C1\IIS has provided the Ministry with the starting point to 
contil)ueto·oui~d'on. ~How it is ychieved architecturally remains to be seen at this 
point, ~\:}GMS will b~.u~ct[C>)' further deliveries. 

2. (Strategically the Mlnist,Y fs in a good spot as the Ministry starts to embark on 
\ising other modules of Curam that we can add business value with. The Ministry 

~ woukl not be contemplating on embarking on some of the other projects had it not (2/> ~een for the successful completion of CMS Phases 1A & 1 B. 

,~~ a·· R .. ea'spnably happy with the reduction of the systems staff have to use for 

//0~ · · the business processes covered by CMS 
'.... I • • 

~ (.J ... ( \b. ;~ob's not complete yet from a Work and Income perspective 
'...) /~~~Pleased with the other opportuni!ies that are now visible and available -

((/' · •, e.g .. payment card. collaboration suite 

/) ~~ CMS can be used as the launching pad for decommissioning the other heritage 
~ V( applications 

~·,_ ... 
, f\ \ W.4.3 Value for Money 
\ \...)) 
...... ...,/ 1. Considef1ng that CMS Phase 1 is the starting point of a long term programme of 

work towards building for the Ministrys future. it is difficult to measure its 
effectiveness purely in terms of typical value for money assessment. As yet. our 
implementation has not allowed us to switch off legacy systems (apart from 
Dec1S1on Support Tool) and so far it has not given the Ministry substantial savings. 
However we are positioned well 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 expensive 
investment. Note however that this is largely because of the costs of the Curam 
software and the licenses which comprise an investment for the future. 1A & 18 
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 relief for staff has already occurred 
(and we continue to harness the benefits of CMS) then it rs a good investment 

3, There is an implied deferred payback for the investment as the Ministry roll out 
further functronality 

3.4.4 
// 

Complexrty of Integration ~ ~''. 
Wrth numerous legacy applicatrons rnvolved 1n the delrvery of the functronalrty'rot"' ") 
CMS 18 the project had to deal wrth multrple vendors 1n the development process)) 
The complexity of the integration and the need for ,multiple vendors also, 
contributed to the complexity of the testing , , /~ 

These factors directly contributed to the amount of time required ID( successful 
delivery as weli as the ability of the Ministry to accurately estimate the development 
effort, 

The Minrstry needs to be able to better plan aqd assess tes!J,ri.g time required if it is 
impossible to avoid large complex projects- Stich as 1 B. ' 

On the posrtive srde, the vendors invo.lved with 18 hav~ all worked hard and have 
worked well together towards achieVing s successful deliver;y. This is both a tribute 
to the vendors and to the Ministty'seffective m,anagern~n:l of these vendors, 

3.4.5 For future consideration' 

IT needs to be more effective at,managiP§lscop>e and business requirements, This 
links into leveraging Curam out of 1he !;>ox functronality as much as possible in 
order to reduce ci.Jstomisa~on. / ~~·- :. ' 

Focus on busirress~problern/ lm~~ift the thinking away from how legacy 
applicatiof:; have tg be moctitj~ti- "-~./ 

'\~~ "" . -- ' ' ' ' 

3.5 Deployment and lmj:liementation Model 
Any dec'rsion tb progress with a 'big bang'' delivery into production is always fraught with 
risks. However. grven that tne requrrements were generally well-understood and the 
technical complexity of the integration required, a phased implementation rnto production 

.would have had less risks but would have cost more and would have taken longer. Given 
(!lYe 9esire by the business to deliver 18 before the end of the year, a calculated risk to 

/-:::\ 'Jl:fo.gress with a 'big,bang' delivery was taken with 18, This nsk was constantly monitored 
( 0 ~!hroughr~t the project. 

~ 3.6 Lessons Learnt from 1A 
Documented lessons learnt from the project closure report of CMS Phase 1 A were taken 

~!nlo account a. s part of the CMS Phase 18 delivery planning. As a consequence the 
<-.,lessons learnt were either fully addressed as part of Phase 18, or there was an 

/'·, Improvement rn Phase 1 8 corn pared to Phase 1 A. 

( ()) ~he one exception is in the area of developing a negotiating model that recognises the 
"··-" challenges of engaging with a vendor I service provider in an iterative development 

environment This was not addressed largely due to the existing arrangements (e,g,, HP, 
Fronde and StaffCV) with respect to business as usual projects 

Recommendation 

It rs still worth recommending that the Ministry should develop an arrangement to cover 
iterative development projects that 'rt could use when the opportunity arises, This will 
cover the Ministry's view of how such an arrangement will work that has been properly 
reviewed by the Ministry's legal department. This will at least reduce the time required to 
finalrse 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 tailored 
Rational Unified Process (RUP) methodology that draws on the Software Engineering 
lnstitute"s ·Evolutionary Process for Integrating COTS-Based Systems' (EPIC) and MSD"s 
existing development procedures and artefacts'. 

The project generally ach1eved all of the objectives of each of the phases of the selected/~ 
methodology. However given that the project became a waterfall delivery. the projeOV"" 
failed in its original intent to deliver iteratively to UAT (User Acceptance T~stingp -~ v 

(\I" 5) 
3.8 Project Management " \-:~:/ 
The project was well managed. The proJect management. team was compq~eaJof 
representatives from key groups mvolved in the delivery of the sofujion. The f()llowfng are 
comments on the proJect management disciplines. · 

~:~:;i:l~n~~-- Pro1ect~l:~~e~e~:pment w~~~:~:~;~~~:~~01n~T~~~com6Tned 

l
Managem_e-nt ···~ development schedule showing .an interdependencies across all 

vendors (rncluding MSD groups)! took a .le>t longer than expected. but' 
worked well when the det.ail~d 'integration sdledule' was eventually 
produced. · 

' s Scope chang. es were well controlled ... llithore any Ciiangewasre ~quTreCf! 
1 cope 1 ,.,.~ 

I Management ! approval was sougHt from the )3SG. No Variation Request was ·1' 

1-- ...... I reqwred for Phase iB 
I Tll11e Timeline man<;Pe~me~t!as-_cf1ailenglng until the mtegratron schedule 

'_Management ~~I was~produced ~( ( ',\ V _ _j 
f Cost lAs wttr/Phase 0''1'1i0Ject budget management was a complex [ 

~
anagement 'tpr.ocess. '·. < : 
----~--~----·---_------------..... _, _____ ::---:-~-- .. ,----~~--.L-.----~---------- ------··-----·---------------------------------·- ____ _______J 

. Quality / \\vf 1ndepend€mt0uallty Assurance was engaged at the outset of Phase 1A I 
I 

Management \ (I and they.have continued to monitor progress of the project. 
················· ~ -~·~····-,A- ...... ················ ··········- -···············. ...................... . ... . ·~·······~~···· . ~~.• ··~···--~· ~~---:-~ 

Human •. / J The proJect started with a frxed number of internal resources and got 
I Resourcesv' good support for additional Business Analyst resource as required. 
I Management \ ,Techl]ical design and developer resources were difficult to obtain 

<0L~~~~hit~~~~~~J~~~::~P:::-c~e;:v;::e~~~-~~~:;:G:;:i~evc;~~ru;c:~~~;c~:: J 

'vi Managementj 1 change management plan and this formed the base plan that gu·ided ' 

Jt':~~~~r~~~es 1 k~~t~~ncl~~~~*?ll~ ~~~2i~R~c~¥1r~~~~9~aandrun~~~~~-· ~~, ·,. ~ _J ................................ ~·················· ~ . ~-·· ---····~············· - I 
F\.C) . ~r:~~~:~:~; i[ ~~fs~~~o~~~u~:~e~~t3=~~~3~o procure additional services or produc~ 

'--- Change -·--successful implementation of the Change Management strategy rneant'l 

1 
Management a smooth transition. assurance that staff were willing and able to adopt 

! the new processes and technology and the business benefits from the 1 

~ i investment m CMS were realised. 1 

~- [ tw~~~=~~i~~~~~~~m~~~s~~~~;~s~~~~~ t~op~:!~;;at~=~;~~l~~ag: 

3 See C MSDevelopm_ent_C!.se ( DoCllrnE'.n!_IQ: I\:Z,Q_67 468) 
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,~--D-is~ip-lin-e~ -~- ---~--- ~-Com~~nt;-. -~ -----l 
1. competent in the use of CMS by the time CMS was rmplemented 

I 
Training was provided to all staff who work with Working Age Clients. 

L 
! along with staff in Service Centres'. Contact Centres. Regional Offices I 

--~--~ _ ~ L§n(j_I':Jation<JI_Olfjce _____ ~- --····--~~~~ ·- ~ /) 

3.9 Project Governance /~"> ~ ~ 
The project followed all IT Governance procedures as well as RUP driven*edure~ ~~ v 
process management and documentatron. However. grven the status pf the altel)de~~ 
the BSG thrs forum was used for approvals rather than the ITGC forunh ( ·\;~ 

The BSG on this project was extremely effectrve and the proJect received excellen~upport 
and engagement from the group as well as decision maktng ?n key~ssues. · '... ·v 

The Programme Directors provided joint managemenf combrmng Work a~d l~ome and 
IT. I ' ' 

' .J! • <·· I I 
~~ / 

3.1 0 Lessons Learned ( 1 
('.' /; • ' · 

'• '. '... I ) 

3.10.1 Positives 
" ._\""" 

The following factors had a positive impai:( to the suc,oess of )tre project. 

1. Strong Leadership < '· ., ·• ' /~. \ • '...\) 
The project had a very suppdrtive ancJ. wefetigaged BSG. This was further 
aided by the balance provided by th.eProjecl Directors . 

• 
2. Good proJect mana9,ehJent tean1, ., 

The project was well inanaQeiJ a·n,d a1though the management team was quite 
big at the peak of the proJect. .eve,Yone in the team brought something to the 
table thalaided decisioo making and sound planning 

. ' ) ( ~ ', ' ' 

3. Cpllabora!Jve effort , . .., '., > 
It was a good co'U.abora.tive effort by a team of experts. Every group in the 

~pro)ecf knew what was expected of them and each group delivered. 

4. ~<Co-Jbcation 
('... ,This was carned,over from Phase 1A and the value of co-location was further 

/) '., yvalidated by !hB experience in Phase 1B even though co-location was not 
<. (/0 ~ achieve(lforeveryone. 

//_.-.,l'V· ·Stable Business Requirements & Effective business change management 
.....,P (0 (( Th~. vision d.ocument was completed early and the business requirements 

V \V\' documentation that followed were all completed using an improved process, 
~'..., ...... were of a hrgh quality and were in sync with the vision document The 
.... v) ~requirements were stable and changes were governed by an effective business 
~ •0 change management process 

.,., \ 6 Early involvement of UAT 
~Q\'v As with Phase 1A. early involvement of UAT in the project resulted in a smooth 
'~:) transition through the testing phases. 

7 Deployment Resource 
As with iA having a full time deployment resource dedicated to the project 
helped immensely in managing the releases rnto the different environments 
used by the proJect particularly during the testing phase. 

8. Stand up meetings 
When the detailed integration plan and release plans became available, stand 
up meetings assrsted in the smooth execution of the deliverables as the various 
groups were aware of all the issues, dependencres and any devrations. 

4 Including Service Centre Managers. Assistance Service Centre Managers, Work Brokers, Programme Co­

~<?Edinato~:; _?nd _t:rnQ!SJ_.Ymen! __ C?. o-ordin_a!_~!S ----·------------------~--------"----
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iO. 

11 . 

12. 

Service Centre Managers and Operations Managers were better engaged 

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

2. Project deliverable was too big .· . 
Future projects need tp promote apd' imhere to one of the phasing principles 
adopted for the CMS programme {iejivery of small and manageable chunks at 
regular interyals in1o prodUC\IOn. • 

' ' ' ' ' \ 

3. Balance between 'Out of\heBox' 0s Customisations 
The accepieq position of the Mm1stry 1s to use as much of 'out of the box' 
f~nctionality ils possible '·phmarily for 2 reasons - (1) Less customisations, 
which typically eq(Jale to' .Jesser costs and development time. and (2) better 

~P .. rdtectslhe investment made 1n the Curam product. Project teams need to buy 
<<>in to th1s position. by actively promoting it as early as the requirements 

'<gathering phase The project team needs to be supported in promoting and /) <~,<> adhenng to. !h[S position. 

/() V NB th'C Mimslry has now created a Curam Architecture Group that can set the 
~\ '...</ V) o. ve<all architecture direction of Curam -based projects. 

/ ',V ~ <Y~ 4. ( (Dismpiion on various attempts at re-planning scope and contingency plan 
~ 0.\.,\[)espiie having covered re-planning scope and investigating contmgency plans 

V./ '>'·<:wrl1er m the life of the project for various reasons these were revisited more < (V 'v1han once during construction and transition. There may have been value at 
/(; '-..'., revisiting the earlier decisions, particularly as the project had a very tight < <'i v t1meframe. but the exerc1se took out a few key people at Important points during 

~~<< the project. 

\ \..__) ) 5. Improve low level planning 
'....::/ Given the complexity of the proJect particularly in the multiple integration points, 

the team needed to 1mprove 1ts low level plann1ng. Although low level plans 
were produced when needed. it would have benefited the project even more 
had they been produced much earlier. 

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

7. Specialised Team I Resources for Data Migration Testing 
A project of this size should consider having a specialised team or resources 
dedicated to looking after data migration testing. 

-- - ~ - - - -- -- -- -- _____ .. _______ , _________ _ 
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8. Management of the BAU Team 
Some of the development changes were managed externally from the project 
as BAU changes. This became an issue with respect to meeting deadlines. 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. /( 

9. Staff churn was hrgh , A • /~~" 
There were a lot of staff changes even at the senior posi.~ons of the proje¢~~lt (\ '/ 
is to the team's credit that the team managed to rise ab.oye those cha~ges b!J1)) 
project teams should guard agarnst a high staff churn Wt:)en they do i;JBpfie;r,/ 
the transition should be handled well. ' \ ·. 

Staff churn at the worker level resulted in too m;3ny JUn'fo'r developers befng left 
on their own, and in some cases an obvioljs '-lack of cmitiniiily ·as similar 
questions I clarifications are being made.by various people aJ dll(erent times. 

/ / ' ( / ' 
1 0. Co-location was not fully achieved , // - • •. 1

- ', ) ) 

As much as co-location was a streni;jth. uf'Phase tA.a'nd.tB. co-location was 
not fully achieved. Admittedly this may rot necessarily be achievable in most 
cases. but as much co-location as pqsslble shou.ld be ~ught. 

< / 

11. Management of the Environment :J 
Although ttrere was an_improyeinent in theman~gement of the environments, 
there is still plenty oi room: for improvement in this area. Consistency, 
predictability and O\Nnership are the com(11on themes that came out in the 
interviews. Th~ sta~ of the syste~ .also heeds to be looked at_ e.g., lAP is not 
kept in sync!fka sr~~Y fashfrn to.lq~prbduction environment. 

12. Methodolog0/v , 1 ()) v-

There ~s atJ~r?rovep(en;'lQ::ti}sYiterative planning from Phase 1A to Phase 
18, byUike, •pnase /('• 'ttl/ project still ended up as a waterfall delivery for 

cpm.Qie~Jiffere~.?s~ 
\\>' '- -~ 

/2/> \0~/ ~ 
//// ~ 

-::-:/ ~- /' /)_ ) /" ·,y 
( ~) / \';-';J 

?:'" (~ <::" \ ( 
~0(:0v (f(~0v 

v ~~~':::::/ <!/) '<> 
~~· '0 

~/ 
/(~\ 

'\0 

------~-----------·-' -~-··---
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4 Recommendations 
It is recommended that the Business Steenng Group 

1. Note that the obJectives of the CMS Phase 1 b proJect were achieved 

2. Note that strategrcally the Minrstry is in a good position to use CMS for future /( 
business add deliveries and/or legacy transformation /(/ ~ (/.," 

3. Note the successes and lessons learnt are summarised in thi~~~jilf)l and r(J V 
detailed in the Post Implementation Revrew document .~) ""/(/ \ ~ 

4. Approve the formal closure of the CMS Phase 1b project."·~·' (\;~~ 
5. Approve the formal closure of the full CMS Phase 1 f>ro)ect. V v \ (~ 
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