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Program Govemance is not
about IT Piojects.

Govemments are constantly
developing new and innovative
approaches to interact with
their complex stakeholders and
customers to meet their stated
objectives:

A Marketing Pogram leading to
the successful launch of a new
service or messaging can be
critical to the future of an
important Govemment
program.

' The failue to deliver a
service delivery poject
could lead to increased
media scrutiny stakeholder
and voter disafection.

At a practical level, these
concepts can equally be
applied at a single poject level,
multiple projects making up
program, or even multiple
programs within a department.
This can then be built upon to
consolidate programs across a
cluster of departments /
agencies. Key to the State Plan
is the concept of Lead Ministey
Lead CEO and Agency and the
Partner Minister Partner CEO
and Partner Agency
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Concept

Governments ar e incr easing the monitoring of the accountability and delivery of
Government Services and agr eed Cabinet undertakings. Consequently the ability of
the Gover nment to ef fectively monitor the delivery agr  eed services acr oss all
agencies and compliance pr ograms in a timely manner is incr  easingly important.
Generally failur e to deliver pr ograms on time efpciently or worse case non-delivery ,
can be tracked back to inadequate pr  ogram gover nance.

In the NSW context, the monitoring and gover  nance pr ocesses include the T otal
Asset Management function for assets and the Results and Services Planning

function for service pr ograms. These pr ograms underpin the NSW State Plan and its
associated 5 headings, 15 themes and 34 priorities. The Cabinet Standing

Committee on State Plan Performance, supported by their Pr oject Management
Ofbce and the Functional Review Ofpce, facilitates the monitoring of this plan.

A management activity within Gover nment is about identifying, acknowledging and
managing risk. Having the tools to support this need is critical to its long term
sustainability .

Government and Public Sector leaders need to have ef  fective visibility of the
performance of all key pr ograms and pr ojects within their departments and agencies
that ar e critical to the successful r  ealisation of their Cabinet undertakings. Ideally
this view should be r olled up into a whole of Gover nment view mapped against each
of the key Gover nment pr omises and other signibcant pr ograms being deliver ed
during the term of ofpce.

The capability to manage such complex and signibcant pr ograms is now beyond
OExcelO and ORyjectO and these do not pr ovide the capability for Oone sour ce of
information or truthO and lack the capability to pr  ovide detailed insight into the
activities, status, risks and r  esour ces etc in an ef fective manner .

Why Program Govemance

The overall objective of ppgram govemance is to understand the issues and the strategic
importance of program delivery so that the department can sustain its operations and
implement the strategies equired to extend its activities into the futue. Program govemance
aims at ensuring that expectations for ppgrams are met and risks ae understood, managed
and mitigated.

Executive management generally expect their pgrams to deliver value, i.e., povide fast, high-
quality service; generate the expectedeturn on investment; and move fom productivity gains
toward value creation and govenment service efectiveness.O

However, many programs fail to delivery and the leaders &r often face:

' Losses, reputation damage and a weakened stakeholder and consumerelationships

! Inability to obtain or measue a return from the investments

I Failue of the initiatives to bring the innovation and benebts they gmised

' Services or solutions that is inadequate or even obsolete

' Inability to leverage expected or available benepts

I Deadlines that ae not met and budgets that ae overrun of the govenment govemance
and consists of the leadership, organisational struct@s

Program govemance is the esponsibility of Govenment Ministers and Public Sector
Department Diector Generals, CEOs and Executive Management. It is an integral part and
processes that ensue programs undertaken by departments support the Govenment®
strategies and objectives.
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Lead Minister

Lead CEO

This model not only allows for consistent
visibility and reporting of programs across
the Portfolio of Government, but also allows
key executives and ministerial staff to have
real-time access to progress of the key
programs, issues and risks, and to be in the
position to monitor resource usage. From a
real-time dashboard there is the ability to
drill down into the information, which is the
same information used by the operational
team members to delivery the project/
program. One set of data, multiple views,
limiting the chance of incorrect roll up of
information due to human intervention.

This provides the Government with a single
window to all critical programs, and to
obtain real time information on their status
and undertake corrective action early if any
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Govemment Program Govemance Model

We see the key to efective Govenment delivery is having a consistent
Program Govemance tool kit that can be summarised fom each unit,
through to a Department, to the Minister and ultimately to Cabinet. In the
NSW State Plan, thee is an accountability framework and all models for
Program Govemance need to support and enhance that accountability
framework.

The following diagram epresents our vision for a complete tools set and
model for the provision of eal time Pogram Govemance and Monitoring.
Later in this white paper we outlined the practicabrst stepsthat can be
undertake, fom a project within an agency to a whole of department
view.
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Program Gover nance Model - One Step at a Time Deployment

While the vision of a whole of Govarment Program Govemance Solution
has considerable benebts, it may be seen as overly challenging to deploy
and therefore may carry an unacceptably level of risk. The vision can be
achieved by evolving the tools in manageable stages. The desil results
can be achieved in a digestible manner in agalistic timeframe, with a
focus on the more important programs for improved govemance in the
brst instance. Best of all, this vision can beommenced with just one
program in one departmental ar ea.

This approach can assist with the following challenges that &
often associated with visionary systems. These challenges can
relate to:

Complexity

Scale

Appetite and readiness for change

I Project Management of change and technology adoption
Financial management and constraints

Risk management

Benebt ealization

Changing priorities

etc, etc, etc.
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By focusing on just one pogram in one department, risks ae signibcantly
reduced and success practically assued. This brst deployment enables
organisational benebts to be conbrmed and quantibed.

It also provides an opportunity for the department&team to leam more
about the tools and processes, and possibly identify opportunities for
streamlining the use in the next ppgram.

The tools and solutions can then be pogressively olled out to additional
programs within a department and then acoss clusters and other
departments within a timeframe to suite govemment requirements.

Over time, other departments under the one Minister could be added,
running their own version of the solution in Ostand alone® mode. Once all
the departments in a Ministeportfolio have successfully implemented

the tools, they can be linked to establish the Ministerial portal.

Finally as the Ministerial portals become available, they in tarcan be
linked and a Cabinet view acoss multiple Ministerial portfolios can be
achieved.

Linking Surveys to the Govenance \iew

A key element of this tool kit is the ability to automatically survey key
program stakeholders about the ppgrams and other critical aeas of
interest to the Govemment when the input of key stakeholder and
consumer is required.

This facility can be used to surveys parliamentary and support stah
relation to their compliance to rules and egulations, again minimising the
risk of public issues being ceated due to members over looking their
compliance obligations. Surveys could be established to run
automatically though a cycle of compliance issues over aegular period
of time to keeping key issues font of mind with Members and their staf.

As part of monitoring key pograms within the State Plan, surveys can be
incorporated into key stages of ppgrams to assess aeas such as:

! Movement towards benchmarks and targets as outlined in the State
Plan;

I Sponsor satisfaction with the ppgram implementation (consequently
re-enforcing sponsor accountability);

I Adoption preparation and acceptablilty by the key user community to
ensuring that users anticipated needs & being met;

! Key supplier capability to deliver to the pspgram plan and elationship
with sponsoring agency

Using these tools povides information benebts to the Goverment on the
delivery of the ppgrams as perceived by various stakeholders. Moe
importantly, can provide a mechanism to e-enforce delivery
accountability

All of these aspects should be supported by on-going and rigayus
program delivery checks.
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Masters Le Mesurier Pogram Govemance Review

A Masters Le Mesurier Pogram Govemance reviews provides an opportunity to examine the curent Program Govemance structure
and compares it with best practice. Masters Le Mesurier considers best practices to be well summarised within the general open
principles such as Prince2, CobiTITIL etc.

Each department and organisation is dferent and our Piogram Govemance bts within a framework that is varied to suit each of our
client®needs. The eview will:

I Create a 03-BeO pictue of a preferred Program Govemance structure for the organisation;
I ldentify gaps and opportunities for impovement;
I Determine the business impact of establishing or modifying the Bgram Govemance approach.

ulatory Frameworks Service Delivery
SOX, Basel Govermment Business Regulators
Stock Exchanges. eic. COSO., COBIT oo ITIL elc 4
Quali
People Manage:rylent
Systems
Planning and - Design and
B astictors Acquisition Implementation
Systems ngciul -
ISO
CMM
Balanced Score
Processes Card
etc.
Technology
J /,
Issues Management
Cost. Tme, Qualey, ROI, Customer Issues and Satisfaction, Interfaces with other systoms, Risk Management. Communcaton Pan, Key Performance
Indicaors, Outcomes Management, Vandor Managament, Contract Management, Business OSjectives

Understanding

The program govemance review commences with Masters Le Mesurier understanding the departmest@elivery equirements/
expectations. The needs will vary depending on the departmentOggram govemance maturity and will be inBuenced by:

I Identifying the key pogram issues
I Ascertaining how management addesses them, and
! Understanding the department©existing pogram govemance practices.

Meetings with key members of the Executive @am, CIO, CFO, CIA and Regram/Project Managers, as well as with business
stakeholders, ae essential to planning and delivering a goodaview. Masters Le Mesurier uses standat questionnaies to manage
these meetings, ensuring a consistent,@peatable appioach to establishing the scope and context of the subsequenteview

These initial meetings might identify the need for follow-up meetings with other key stakeholders, possibly to observe various
automated tools and/or manual pocesses used to manage key activities including:

Resource management
Demand management

I Time tracking ! Financial management

! Expense tracking ! Request and issue tracking
! Project & budget management ! Portfolio management

!

1
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Analysis

Once all data has been collected, pocesses observed and understood, Masters Le Mesurier analyses the data and compas the
results to best practice. Comparative models a& chosen that ae appropriate to the department and eference data fom organisations
such as Forester, Gartner and Abedeen, and industry standads such as Cobit, ITIL, Six Sigma, PRINCEZ2, etc. arused.

Masters Le Mesurier compaes the OAs-IsO state against ®®€0 state in our Rigram Govemance Models, or other models if peferred
by our clients.

Planning the Futur e

The Puzzle of Program Governance and Management

Puzzle Challenges Puzzle Challenges
v Concepts Chants
v Budgets Demand

Applicatons
Lrmveonmaonts

v Praritisations Portfo,io ( Process (V

v
v Activity Portiolos v’ Project Plans
# Tachnoloay and Management ‘Management ¥ Budget Managemart
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) Tracking
*ortioho
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v Adoption
v Activity
Ao SN Performance

Client Satisfaction ~Ma nagement '
Resource /

Performance [

<

-

LS

Leadership

g

=
Business Intelligence and Processes to Manage the Puzzle

With the OF-BeO state described, a high-level plan is developed for moving the department to that state withirealistic timeframe.
This will be pesented as a series of steps to incease the organisatior€Program Govemance maturity

Department benebts derived &im operating at the G3Be0 state ar documented and whete appropriate returns on investment will be

estimated. Masters Le Mesurier utilises its Leadership experts to assist with the cultural change management aspects needed to
achieve the Gd BeO state.

Documentation/Reporting

Finally with the data collected and analysis and planning completed, theasults ae compiled into a formal eport and copies presented
to the department® management as ageed at the start of the poject.
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Conclusion

With the increase in monitoring on the delivery of Goveirment
services and pograms, the need for Govenment Leaders to
have up to date real time information on the status of popgrams
their ability to meet the stakeholders and consumesO
expectations is paramount.

There are now well established principles, practices and tools to
provide Govenment Leaders with this visibility and thexby
increase the accountability on those charged with the
implementing and delivering key Goverment programs.

Rather than running Govenment programs by OspeadsheetO,
tying up resources in reporting and each department or agency
developing their own pocesses for program management and
reporting, a true govenance solution encourages (and enfares)
the establishment of Govenment wide, repeatable program
govemance workfl3ows, information and @porting capabilities.

This also will enfoce best practice in program govemance and
timely visibility to the Ministers, Cabinet Standing Committee on
State Plan Performance (and their support functions such as
Results and Services Plan Unit, Spend Review Unitydasury
etc) and the Cabinet itself.

Tied into these govenance tools is the capability to poactively
survey various stakeholders intaral and extemnal to govemment
to assist with imprmoving program accountability and govenment
rules and associated compliance equirements.

This all feeds back into a eal time dash boad of information for
high level management, and with a single sowe of data,
provides the capability to rapidly drill down into highlighted aas
of concern for further investigation.

These ae no longer concepts, butcritical tools and processes
available now tostrengthen the delivery of Gover nment

programs .
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Pathway Forwad

There are numerous program govemance tool sets available,
and according to Gartner®Magic Quadrant, Compuwae®
Changepoint solution is seen as the visionary Bgram
Govemance solution with a very high ability to implement the
solution.

Figure 1
Magic Quadrant for IT Project
and Porticlio Management Applications
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Changepoint is able to povide a single data view of the ente
Portolio lifecycle, fom idea, request, decision making, esource
management and allocation, poject management, risk and
issues management, survey ceation and management,
executive and operational dash boads, and extensive Oout of
the boxO eporting. It also povides integration to Outlook and
MS Project if this is equired. Because it uses a single data
base, additional eports can be rapidly developed using the
Report Designer facility that is packaged with the solution.

Using a solution such as Changepoint:

! Provides consistency and transpaency for investment
decision making

! Delivers sophisticated analysis
! Enables management, communication and collaboration

I Leverages measuement to drive continuous impovement.

The Changepoint solution povides the underlying tool set to
built and implement your methodologies of choice. Additionally
the Changepoint solution can be used as a case management
toll for managing equests, issues and compliants raised by
intemal and extenal users, and povides survey capability to

monitor how your team is piogressing with your pogram.
Changepoint will allow the Pogram Director and team to:

I Connect the program® capabilities with the business
deliverables

I Enable the pogram and the business to own the
appropriate elements of the pogram process and drive the
program®value ecognition

I Facilitate the management of costs whilst having ineased
pressure for accountability and compliance.

COMPOWARE.

A Single Integrated Solution

L
@ Changepont’

-
4 *
. ]
<

Nt
COMPIWARE

Finally in partnership with PMG Inc, thee is the option of adding
a fully integrated self service services catalogue to Changepoint
to provide a fully web based ObuyingO functionality for imiziror
extemal services, and to integrate multiple prgram

management tool sets to permit the dashboad visibility acoss
the organisation in the Changepoint envimment.

© 2007 MASTERS LE MESURIER: PO Box 6173 North Ryde NSW 2113 Australia! www.mlem.com.au


http://www.mlem.com.au
http://www.mlem.com.au

MASTERS LE MESURIER - PROGRAM GOVERNANCE - FOR GOVERNMENT -

V.. ¢

The Outcomes

The Compuware Changepoint solution
provides a complete Ppgram
Govemance solution for State

Govemments.

With the implementation of this Pogram
Govemance solution organisations will
be able to:

I Make more informed decisions in
relation to Plogram priorities

! Make more informed decisions in
relation to resource availability

I Increase discipline in elation to
Program activities fom a project
management and risk management
perspective

! Improve stakeholder management
via automated survey tools

I Improved reporting on Program
activities though an Executive
Dashboard

I Single souce of truth for Pogram
information

! Single souce of information entry

easing the foont line program team
work load

O
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For further information

There are a number of ways to contact
Masters Le Mesurier to obtain further
information on our services to see if they

meet your needs.
Telephone:! 1300 136 583
e-mail: ! directors@mlem.com.au

Fax:! ! 1300 136 593

Business Partners with

COMPUWARE.
Solutions Partner Program

"

pmg
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Other Masters Le
Mesurier Services

Masters Le Mesurier povide a wide
range of management services in

relation to;
! Corporate Govemnance

We are able to assist boads and senior
management align extenal and intemnal
strategies with market conditions,
corporate capabilities and egulatory
obligations, and to manage strategic
risk.

! Business Pocess & IT

We work with information technology
business divisions, Pnance and other
senior executives to align business
processes and technology with business
strategy, and to assist in managing

technology based risks.
! People and Leadership

We work with human resources,
divisional and other senior executives to
align organisational behaviours with
business strategy and assist in
managing behavioural risks.

MASTERS LE MESURIER is a leading povider of

¥ corporate govemance

¥ business process and technology

¥ personal and corporate services in leadership and life coaching
¥ services to the Private, Public and Not for Rybt Sectors
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