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This report summarises our findings and observations of the projects, together with our &
recommendations to increase the likelihood of success of future project’s. O

IQANZ prepared this report for the SRO, and for broader distribution within the ?\
Department of Conservation as appropriate. It is not intended for release to any extern;!

party without our prior approval. Q

We completed the discovery and engagement work between 14 and 24 Nove@\ 22.
The findings and observations outlined in this report rely on the informatiopywe gathered at
that time.

The review team thanks the staff involved in this review for their in@ﬁooperation.

QO
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Executive Summary

Overview and objectives '\O,)
Te Tatai Atawhai (TTA) is the Project to upgrade the Department of Conservation (DOC) il &
Financial Management Information System to the newest version EI@I@®I@]- The work on the ( ' )

upgrade commenced in October 2020 and a system go-live was performed on 6 July 2022. Th?\

combined budget for the work was $21.5 million
gn

To assist in identifying the learnings from the project delivery, DOC has requested 1Q duct
an Independent Quality Assurance (IQA) review of the TTA project. In agreement N% current
sponsor and DOC EPMO, this IQA focused on the project work undertaken up tof&g -live in July
2022 and has taken a post implementation view of the work up to that poin R?fence to the
‘Project’ in this IQA refers to the work completed in this first phase. @

The key objectives of the IQA were to: Q

e Review the overall project governance and management% ment (roles,
responsibilities, capability, capacity, approach, proces ndards, and controls) in place
for the project against public sector, DOC and standa\ st practice guidelines.

e Identify key findings (risks, strengths, learnings awvnprovement opportunities) and
present pragmatic recommendations to maxiﬂ he project’s success within the agreed

timeframes. ( ,

Appendix A includes the Terms of Referenc gﬁr engagement, with detailed scope information,
a list of the documents we reviewed, and people we spoke with.

O

Summary g/
There were many managemen Q@a s in the delivery of this project. The project was not business
ready at go live, which has c ignificant business disruption and increased operational risk.

The decision to go live withput performing user acceptance testing (UAT) is questionable and a
significant departure industry standard practice for a project of this nature. Whilst a technical
system was deplo ly ‘on time and on budget’, the system was not fully tested and training
was not complet

The majoritﬁ Project leadership and Project Team working at DOC during the go-live in July
2022 hayelle e organisation. During the IQA we were able to interview a wide range of
indivi ssociated with the Project, but the majority were no longer engaged at DOC.

r interviews, we noticed that there were conflicting opinions on many topic areas.
tunately, many of these opinions could not be supported with documentation or verified by
aff who were still engaged at DOC. Instead, we’ve had to take an objective view of the
information collected to identify areas where lessons can be identified to provide

@\/ recommendations that will support future initiatives at DOC.

Shortcomings of the Project delivery have been recognised, and to the credit of the current Sponsor
and leadership, several review sessions have been undertaken to capture the observations and
lessons learned. These sessions produced artefacts that demonstrate frank and honest discussions
and identified valuable lessons learned. The information from these reviews exceeds the depth that
this IQA can cover, and rather than repeat the information already captured, these documents are
referenced here:
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The current DOC team and management should be commended for undertaking these reviews. The
lessons learned will support the current work and future projects at DOC. The leadership team need
to ensure that any new lessons, either from this IQA or from lessons learned workshops are being

IQA Review | Te Tatai Atawhai Projects

Review of Phase 1 go live - DOC-7125963

Review of Operations Hot spots - DOC-7125758

Update — Te Tatai Atawhai reviews - DOC-7126309
Reflections on TTA internal comms to date - DOC-71200273

applied and are passed onto the EPMO to support future projects at DOC.
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Detailed Findings & Recommendations

We have rated each of the review components using the rating guide to identify the strengths and
weaknesses of the project. These ratings consider the surrounding context of the project and any &

work in progress. C)

Appendix B includes a full definition of the .

assessment ratings § ;
&\@ °

2
N

or

Project governance and managemeP\Q~
\ 4

Rating . Not appropriate or fit for@gse. Significant material

improvements are need?&

D2
WV

Findings and Governance:

observations e The governance str lqgkhanged three times over the life of the
Project:
o The f the first Governance Group described a group that

was red by the Sponsor and supported by the SRO, senior

@s, and other business representatives. This evolved into a
\2* e ineffective group that provided limited governance to

the Project. The Group’s ineffectiveness was recognised by

senior leaders —the Group was disbanded, and formal
Q‘ governance ceased.
@ o A ‘Directors Advisory Group’ was then initiated. This group
SQ provided advice to the Project for approx. six months. During

this period there was no formal governance group steering the
Project.

Q o InJune 2022 the governance group was updated. A Change
@ Request explains that the TTA Sponsor was changed to the
% DOC Director General (DG), and the SRO was replaced. Whilst
?\ the change was documented, there is no Terms of Reference
% outlining the roles and responsibilities of the group. It is
\/ concerning that the previous Sponsor left DOC three months
@ prior to this change, and that the change was made three
Q‘ weeks prior to the Project go-live. The minutes of the meetings
for the two months following the change show that the
Sponsor did not attend any meetings, and that meetings were
chaired by a member who was removed from the Governance

Group in the Change Request.
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o The recent meeting minutes (last two months) show a
different member chairing the meetings. A new TOR should be
documented that reflects the makeup of the current
Governance Group.

e For such a high priority initiative the Sponsor and SLT needed to be (1/
fully engaged to support, govern, and champion the Project. However, %
the visibility of the Sponsor and the leadership of the SRO up to the go '\Q)
live was insufficient. Reasons captured by the IQA for the poor
governance performance included excessive leader workload, leader &
inexperience to fulfil roles assigned to them, personal agendas C)
diverting the priorities of the governance group, and other activiti
DOC distracting leaders from fulfilling their responsibilities ( n

organisation restructure). Q

e The work was initially delivered in two related projec%[:e inance
and Plant Maintenance (Core) Upgrade and the Enhancements
Project. These two projects were closely intertwi %d were
eventually merged into one delivery. The sc elivery included
significant business and technical change %é structure of the

delivery would have benefited from bei -up as a program of work
with two conjoined projects: one fo technical delivery and one for
business readiness delivery. Proj nagers and team members with

the suitable strengths and experieriee could then be assigned to the
appropriate project. &/

Management and reporti \E

e From May 2022 th ividual project status reports (PSR) that were
provided to the Steérco were combined into a single status report.
Although th rts contained most of the project reporting areas
expected, t ppear light in detail. It is understood that a verbal
update rovided by the Project Manager to support the PSR. The

meeti guency was typically monthly with additional meetings
sd& ed around the go live period to support Project decisions.

0@e method used to apply the RAG status was unclear, although the
@ ommentary in the reports suggest the statuses were appropriate. It is
noted that the overall status moved from Red to Amber the week
§ before the go-live on 2 July 2022; despite the improved rating, it still
0 illustrates a project that was not well positioned for go live.
e Some of the standard project management artefacts that we expect to
Q see for this type of project did not exist. These documents include a
@ Project Management Plan (PMP), Test Strategy, Test Exit Report, Go-
% Live Decision Paper. For example, the PMP is a foundational delivery
?“ documentation that we expect to see for any project. Itis an
@ approved document used to guide both project execution and project
\/ control. The evidence of an approved PMP indicates that the key
@ project areas have been considered and the Sponsor has
Q~ acknowledged that the Project is well positioned to commence. The
DOC EPMO provides guidelines that identify the artefacts that should
be created. These should have been followed to ensure that key
artefacts were created and approved by the Governance Group.
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e There are multiple factors to consider when making a go-live decision
however these were not documented by the Project. We noted a
range of quality and business change management deliverables which
were not completed before go-live, for example:

o Go-live went ahead with incomplete testing.
o There was incomplete training.
o An end-to-end trial data migration had not been completed.

The scope of this IQA does not include a review of the go-live decision,
however a Go-Live Decision Paper would have captured the relevan
decision factors including the position of the Project at that t|me
associated risks and potential business impact of going live w
incomplete deliverables, and a formal record of the appr 6 e by

the SLT

e There are anecdotal suggestions of a disconnect bet \he business
and the Project and that this impacted the syste and
acceptance of the system. Design decisions we&de that did not
include user input and this created an impr that the project
refused to listen to the business. Contra| ions suggested that the
Project was not permitted to engag business representatives.
This should be investigated by th t Governance Group and the
situation addressed if a disconnechbetween the current project work
and the business is identifi d\/

e Thereis currently no pl date to close the Project. The current
delivery Team will n td ensure that the necessary project closure
activities are com . This includes handing over operational

activities to bu% as usual (BAU) support, delegating benefit
realisation the appropriate business owners, and preparing a
Prmect% port for approval by the Governance Group.

&

Scope ma ment
Rating 0 ' De.velopment needed. Material improvement opportunities
: exist.
%and e The high-level scope and deliverables of the Projects were well defined
rvations in the business cases. It was identified early in the project lifecycle that

@ delivering the overall scope with the time and resource available
would be ambitious. At some point in the project, the team agreed to
@\/ deliver a Minimum Viable Product (MVP) which was a sensible tactic.
Q~ However, there is no documentation or decision paper provided to the
IQA outlining this decision or defining the scope that was agreed in the
MVP.

e There appears to have been a process for managing changes with the
main vendors although this process is not documented in a Change
Management Plan (or PMP).
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e Thereis no evidence of a process to baseline the project delivery
scope, timeline, and key milestones. Typically, these items are agreed
and baselined with the Governance Group, and any deviation from
baseline should follow a formal change control process.

e There was no Decision Register maintained that captured significant (1/
Governance Group or Project decisions. It was unclear if decisions C&)
were made outside the context of the Project objectives or that they %
didn’t support the direction of the Project. &

?\C)

Schedule management \O

‘
D
Rating ' evelopment needed. Material impr @% Opportunities
exist.
Findings and e A high-level project gantt chart, light @ll, was provided to the
observations IQA. Opinions of those interviewed the Project Team stated that

a detailed schedule was never sh\ ith the Team. Members of the
Project Team expressed concerns about the lack of clear milestones
for the project and there | ‘\/ﬁsibility of progress against deadlines
and/or whether they pping. The later PSRs around the go-live
period did mclude es however it was unknown what schedule
or baseline thes ssociated with.

e Inthe absen a etalled schedule the IQA was unable to evaluate
the SUItabI|I the Project’s approach to schedule management.

e Inadd l@he PSR’s contained no project dependencies, which is
typ s%g luded to illustrate wider business influences on the project
aﬂﬁ'n rm the Governance Group of their presence.

Q.

Chang anagement

% ' Development needed. Material improvement opportunities
% exist.

Flndlngs and Communications:

@\/ observations e DOC typically uses a ‘leader led’ communication strategy. This did not
Q~ work effectively to reach all the affected users and deliver the
messages required for the Project.

e An examination and agreement of the type and tone of messaging was
required. There was a perceived reluctance for the Project to
communicate honestly on where things are at, preferring to focus only
on positive messages.

In Confidence -
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Communications would have benefited from a better balance of
messaging and use of plain language. Communications that included
‘technical jargon’ was called out as an issue as this resulted in
confusion amongst users, and leaders felt unable to pass on messages
as they were ill-equipped to explain if questions were asked by their

staff. (1/
o

The pathway to get communications approved was cumbersome at '\
times. This was exacerbated by the workload on the project SME’s
who needed to contribute and/or review the communications. é

DOC have undertaken a review of the TTA internal communicatio
and produced a paper that reviews the communications and provides
insightful recommendations. This review was thorough and %A

was unable to uncover any additional observations to add @

Training

&

In Confidence

paper. The paper is referenced above. &
to deliver

The initial approach was to utilise e-learning i
training. This did not work well and did not ively prepare the

organisation for the significant changes ted by the Project. The
e-learning modules were mainly limi o-the technical use of the GRS
application and did not reflect th business and user context.
The limitations of the e-learning ?hQ ules were identified and in-

person training sessions weré&organised. These were effective but
occurred ‘too late’ to make\a’significant improvement to the broader
learning experience a readiness at go live.

The system went %\4 out UAT being performed. This is a
significant dep from industry standard practice for a project of

this nature. typically the process that refines and polishes the
user interfa d confirms the processes that users follow to perform
their day activities. Training artefacts are usually created

an alised from the UAT activities as they confirm the final
system processes that will be deployed at go-live. As the system went

Q-Jnle without UAT being completed (and therefore before training

aterial was completed), the quality of the content of the training
artefacts provided prior to go-live was negatively affected. It was
noted that many eLearning modules were not available at go-live.

The training, and the system in general, has proven to be complicated
for some staff that aren’t equipped with a high level of IT literacy. An
alternative training plan for these staff would have been beneficial.

There was no training environment provided within the system.
Typically, a separate training environment is established, which
enables training data and training scenarios to be set-up. This provides
an environment that can be easily refreshed (from a training backup)
to provide clean training data, and also ensures that training activities
do not clash with testing activities.

DOC have reviewed of the TTA training activities and produced a paper
that provides insightful recommendations. This review was thorough
and the IQA has not uncovered any additional observations to add to

the paper. The paper is referenced above.
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Business Readiness

e One of the impacts of the decision to go live without UAT meant that
super users were not brought up to speed and this impacted training
delivery and other change activities.

e There was resistance to change at DOC. This was not helped by the le/

communication delivery and the limited support of senior leaders who

had constrained capacity. The Project occurred at the same time as

other transformational change and factors such as the Organisation &
Reset, general budget constraints, and the impacts of COVID hindere()
business readiness activities.

e The Project go live did not land well, the business was not pre reg
and this has caused significant business disruption and inc %

operational risk.

e DOC have undertaken a review of the TTA business réadinéss activities

and produced a paper that provides insightful re ndations. This
review was thorough and the IQA has not unc any additional
observations to add to the paper. The pap renced above.

O
<

Resource management \/
AN
Rating ' Mostly ap igte and fit for purpose. Minor improvement

Findings and
observations

In Confidence

oppor’Q es exist.
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e Astrong Ene&e‘)am culture was developed by the Project Team

consi staff from DOC, J@I@I@R. and the other vendor
pa »This developed a strong virtual team (Wellington based) that
tfu each other and worked well together regardless of location or

@ganisation.
@ here was a shortage of knowledgeable subject matter experts (SME’s)

available to the Project and this created bottlenecks in several areas.
Other pressures across the Department meant that project resources
couldn’t be fully removed from BAU activities. This further increased
the high workloads of some of the Project SMEs. The demand on
SME’s reduced the opportunity for them to transfer knowledge to staff
and build depth within the team, and also affected turn-around times
for key business decisions.

e The lengthy timeframe of the Project and demand on the team saw
some members working excessive hours, and this introduced concerns
about staff welfare. Future projects will need to ensure that adequate
pastoral care is provided so that staff burnout does not occur.

e The project lifecycle included the COVID pandemic, which increased
the unavailability of staff because of the lockdown requirements and
vaccine mandates. This Project appears to have negotiated the
restrictions sensibly and managed the period effectively.
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Financial management

Rating Approprla?t.e and.flt for purpose. No material improvement (l/

opportunities exist. é&)
Findings and e Programme finances were captured and tracked through a financial &'\
observations forecast spreadsheet maintained by the Project Manager. Opinion wc)

consistent that the financial information reported were considere
accurate. Nothing from our fieldwork suggests this view is incorre

e A financial performance summary was provided to the Govy, e
Group through the Project Status Report (PSR). ,Q

N\
Benefits management Ne)

Rating ' Mostly appropriate and %purpose. Minor improvement

opportunities exist. \/

O
Findings and e The benefits of the pr@‘vere outlined in the Business Cases.
observations Benefits realisationi orted by a Benefits Realisation Plan for each
Project that outli che objectives and the Benefit Owner. The plan
also describ process to obtain baseline measurements of the
benefit, tar lues and realisation date, and the realisation plan for
each b it.

o Af \%@projects close, attention will be required to ensure that the
enefit Owners continue to execute the Realisation Plan.
-Qhe current Benefits Realisation Plan contains Benefit Owners who are
@ o longer employed at DOC. The plans need to be updated to reflect
Q the current organisational structure and the benefit owner.

i and issues management

@Ratin Mostly appropriate and fit for purpose. Minor improvement
@\/ g : opportunities exist.

Findings and e There appears to have been a level of awareness of the risks

observations associated with the Project. The TTA Project Register spreadsheet was
provided to the IQA, this shows evidence of risks being reviewed and
updated. The high priority risks and issues (with mitigations) were
provided in the PSR for the Governance Group to review and discuss.
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The DOC risk matrix methodology was applied to rating and classifying
the risk response.

e Narratives from remaining members of the Team stated that formal
risk workshops were not regularly held, nor were joint risk workshops
scheduled with vendors. Regular discussions and/or workshops should
have been scheduled and registers updated to ensure that the
information is kept current.

Quality management é
f\
. . Not appropriate or fit for purpose. Signific ter|al
Rating
improvements are needed. V
Findings and e The project had a collaborative testing a C WhICh saw DOC staff
observations supplemented with a testing partner ether worked closely

with the system vendor. There was
provided to the IQA and it is ass at they were not created.
Some test execution reports ere provided to the IQA and these

appear complete.
e The system went live &AT being performed. The system

therefore went live sting incomplete. There are also anecdotes
that code has b me% sed into production at go live that has never
been reviewe § ested and that this situation still exists. Examples
need to be | Jentified, a risk assessment completed, and a plan created

est Strategy or Test Exit Report

to test @nctlonallty
e Th Q%K n to omit UAT was a lost opportunity for early identification
u

s. Training artefacts are typically created from UAT activities
Q~nd should be delivered before go-live), these had to be produced on

é‘)@
D

In Confidence
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Lessons and Recommendations

Project governance and management recommendations

t# Recommendation Rationale Q()l/

1.1  Ensure that the make-up of Ensure that the make-up of the Governance Group is r\
the Governance Group is representative of the stakeholder groups impacted by the &
suitable. Project. Ensure that members are aware of their roles

and responsibilities and that they are equipped to C)
provide the required leadership and direction to t§ Q

Project.

1.2  Provide training and Provide coaching to Governance Group me here
coaching to Governance required (from an external organisation if necessary) to
Group members. ensure that they understand their roles

responsibilities and are equipped t iver them.

1.3 When considering the An independent and experie ject delivery
makeup of the Governance professional sitting on the ance Group whois
Group consider appointing outside the DOC organisatign would provide targeted
an independent member project delivery and ance experience as well as
who is outside the DOC ongoing independenmality assurance.

organisation.

1.4 Include key vendors in Include keyVendors in Governance Group meetings to
Governance Group provid idé coverage and understanding of Project
meetings. activities and challenges. This will improve transparency,

Qn uilding trust between the parties, and improve

@ocus on jointly achieving a successful outcome.
Vendor representatives may only need to attend part of
the Governance Group meetings (e.g., not be present for
financial or commercial discussions).

1.5 Review the proj cture  Carefully consider the structure of the project at the
during the initiatior phase. initiation stage. Set-up a multiple project or programme
structure if appropriate. Utilise EPMO advice and
% guidelines. Obtain Sponsor and Governance Group
0 approval of structure as a stage gate before progressing
from the initiation stage.

1.6 re that Project Status Ensure that Project Status Reports contain information at
% eporting is fit for purpose. a suitable depth and breadth to fully inform the
Governance Group of the status of the Project.

@1.7 Maintain a Decision Register  Maintain a Decision Register to capture key decisions
\/ to capture key Project including the context for the decision, approver, approval
@ decisions. date, and links to other supporting information such as
Q~ meeting minutes or approval emails for traceability. This
will ensure all key decisions are held in a central
repository and information sharing is streamlined,
particularly if resource turnover occurs.
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Recommendation

Maintain a Dependency
Register to capture key
Project dependencies.

Compile a Project
Management Plan (PMP) or
similar artefact for all
projects and programmes.

Use the EPMO framework so
that projects follow an
established and defined
delivery process.

Rationale

Maintain a Dependency Register to capture key
dependencies which are reported in the PSR. Define a
schedule to regularly review and update the report.

A PMP is a foundational delivery documentation that we
expect to see for any project. Itis an approved document
(by the Governance Group) used to guide both project
execution and project control. It documents planning ?\
assumptions and decisions, facilitates communicatign
among project stakeholders, and documents t

approved scope, cost, and schedule baselines.

baselined PMP should be part of the stag&t to exit
the initiation stage.
Enforce and actively support the he EPMO

framework to ensure that stan roject processes and
artefacts such as a project ement plan, project
registers, test strategy,

change control, close Gutk
control a projects peekb:
The EPMO fra should specify clearly defined

stage gate bi ations for transitioning between project
stages. &ons may be made for deviating from the
fram Xhowever, these should be formal decisions
ap by the SRO or Sponsor and captured in the

Decision Register.

ance and delivery.

Ensure that key strategies @nsure that artefacts are provided to the Governance
G

and decisions are

documented and pr edvo

the Governance up for
approval. @

Baseli %;roject delivery
com@ s.

&

<&
N/
Qg’

Be aware of other major
organisation activities and
adjust plans to minimise
disruption.

In Confidence

roup for key elements and decisions for formal approval
(e.g., PMP, Go Live Decision Paper, updates to the
baseline).

Key artifact approval should be defined in the PMP and
project schedule as milestones.

Baseline the project scope, timeline, key milestones, and
budget with clear change tolerances. Any changes to the
baseline outside of tolerance should follow a change
control process and be approved by the Governance
Group.

Plan the project delivery so that the key milestones do
not coincide with other major changes in the
organisation.

A key responsibility of business stakeholders and
Governance Group members should be to assist in
identifying actual or potential clashes with other major
changes in the organisation. Schedule review workshops
are typically used to obtain this information.

2
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# Recommendation Rationale

1.14 Update the Governance
Group Terms of Reference
(TOR)

The Governance Group TOR needs to be updated to
reflect the current makeup of the group and to clarify the
roles and responsibilities of the members.

Develop a plan to close the project. This will include
system operational handover, business process
handover, benefits handover, and financial closure of the &

project. ?g)
Rationale &\Oé

A common and proven approach is to h he core
upgrade as a first MVP then the eh%

1.15 Develop a plan to close the
project.

2
N

Scope management recommendations
# Recommendation

1.16 Consider deploying an MVP
which is followed by
incremental enhancements
when next doing a system
replacement project.

ents delivered
incrementally after the core up@ his allows the
immediate focus on deliveri MVP which is the core
upgrade, then provides fleki in scaling the
enhancements depen% the remaining time and

funding. \/\
v
X&)

Schedule management recommendations

t# Recommendation Rati

1.17 Provide a project schedule
with the necessary level of
detail.

Comm@tion recommendations

%%'ecommendation
*18 Develop a communication
@ feedback mechanism.
E 1.19 Develop a mechanism to

streamline communication
approval.

In Confidence

e that a project schedule is created with the
ssary level of detail — ensure that this is shared with
he Project Team and appropriate stakeholders. A high-

level view developed from the detailed plan can be used
to support wider communications (e.g., a “Plan on a
Page”).
The project schedule should be baselined and potentially
re-baselined through the project lifecycle as project
changes are approved.

Rationale

Develop a communication feedback mechanism to
provide evidence that communications are reaching the
required audience.

Investigate the method used to approve communication
artefacts and look to streamline the approval process
where opportunities are identified.
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# Recommendation

1.20 Review the DOC lessons
learned from the TTA
communications review.

Training recommendations
# Recommendation

1.21 Ensure that training is fit for
purpose for DOC staff.

1.22 Provide a training
environment.

1.23 Review the DOC lessons
learned for training from the
internal TTA reviews.

Business readiness recommendations
# Recommendation

1.24 Ensure business readiness

Rationale

Regularly review the DOC TTA communications review
paper (Reflections on TTA internal comms to date - DOC-
71200273) to ensure that lessons identified by the Team

are utilised in future DOC projects. Q)Q§1/

A
— ?g)

Review the training strategy used for future proj (o}
ensure the strategy matches the training nee tified

for the user base. ,Q
Provide a training environment to enab ining data
and training scenarios to be set-up@\ an be easily
refreshed from a training back@a o ensure that
training activities do not clasiWith testing activities.
Regularly review the D A review papers to ensure

that training related identified by the Team are
utilised in future DOC pkdjects.

?\’
C)\
Ra&le

stand user expectations for the system changes,

activities have been %igg;ntify areas of resistance and provide coaching and

accepted by users. \2\

1.25 Review the DOC lessén
learned for busi

readiness fror%g;' ternal
TTA reviev@

upport to obtain user support and buy-in.

Regularly review the DOC TTA review papers to ensure
that business readiness related lessons identified by the
Team are utilised in future DOC projects.

Resource management recommendations

ommendation

Engage the business in key

#
?‘ design and planning
& decisions.

1.27 Identify and strengthen
resourcing weaknesses early.

In Confidence

Rationale

Ensure that the business is engaged in key design and
planning decisions.

Ensure that Project domain specialists have access to
business representatives to review and test key design
elements.

During the project, identify resource areas that need
strengthening and add extra resource in a timely manner.
Avoid loading additional work on existing staff.
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# Recommendation

1.28 Provide suitable BAU backfill.

1.29 Develop a plan to maintain
the resilience and motivation

of the project team.

Benefits management recommendations

t# Recommendation

1.30 Update the Benefits
Realisation Plan.

Risk management recommendations

t# Recommendation

1.31 Clarify the RAG status

meanings.

1.32 Carry out regular risk:

workshops. Q~

Rationale

Provide suitable backfill when resources are provided
from the business so that BAU is not impacted (and the
resource is not expected to fulfil dual roles).

Ideally personnel should be no less than 80% allocated to
a project with 100% backfill which allows for a level of
ongoing engagement and advice to BAU where needed.

The lengthy time frame of the projects introduced risk
that resources became stale. Ensure that adequate

pastoral care is provided so that staff burnout doe otE
occur. O

Rationale Q‘
Update the Benefits RealQio;Plan to reflect the

current benefit owner:

A\
\'a
Rat'@\c)

ify the logic used to assess the RAG statuses used to
ribe the Project areas in the PSR reports. Use EPMO

%guidelines where appropriate.

Carry out regular risk workshops to keep risks current.
Include vendors where appropriate to ensure a wide
coverage of potential risk areas.

Quality mana %t recommendations

# onendation
1. @ocument a Test Strategy
and Test Plan, approved by
?* the Governance Group,
@ before entering the test

phase.

1.34 Ensure that testing is fully
completed and documented

in a Test Exit Report.

In Confidence

Rationale

Have a clear Test Strategy and Test Plan baselined before
entering into the test phase. These should be approved
by the Governance Group and cover all testing to be
competed including entry and exit criteria for each type
of testing. Any exceptions should be managed through a
formal change process and decisions recorded in the
decision register.

Ensure that testing is fully completed, including UAT
testing, end to end testing, data migration testing, etc,
and that results are presented in a Test Exit Report for

approval before committing to the system go live.

Q&

2
N
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Recommendation

Perform a go live dress
rehearsal.

Identify and resolve areas of
the production system that
have not been fully tested.

Other recommendations

#

1.37

1.38

Recommendation

Identify and collect lessons
learned during the Project
on a regular basis.

Ensure that lessons are
passed to the EPMO so that
future DOC projects can
benefit.

In Confidence

Rationale

Perform a go live dress rehearsal prior to go live to test
and confirm the go live activities. This includes the
technical system roll out and data migration (including (l/
system rollback plans), communication activities, and %
post go live support processes. '\%
Identify areas of the current production system that have &

not been fully tested. Create a plan to ensure that all C)

areas of the system have been tested. ?\

D
&\O
at the end will

aningful

ensure that they are captured, Q‘
information is collected. 15@ s should be regularly

Rationale

Collecting lessons ‘as you go’ rath

reviewed by the Project T, d used to inform
assurance activity.

Pass the lessons Iearr}d uring the Project to the EPMO
so that they can.c ibute to the PMO library of lessons
for the bene uture projects.

NS
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Management Comment

The department acknowledges that this project, while providing the foundation for high-
performing financial and asset performance, was less than optimal from a people change and
governance perspective.

We are pleased that the reviewer has commented positively on the remedial activities that the
department has undertaken since go-live of this project and has acknowledged the internal
recommendations throughout the IQA as fit-for-purpose.

The department will be taking the recommendations from this report, combined with‘thé insights
already recorded, to develop an action plan for finalising the deployment of the EIGIEIHIE
product set suitable for our people. The department will also assess the wider recdmmendation
sets and incorporate them into themed organisational Project and Prograrme Yessons.

Next Steps

Please contact us if you would like to discuss the details of thisteport in person. We are happy to
answer any questions or provide further explanations arguad the findings and intent of the
recommendations.

Signoff

Mike Tully
Senior Responsible'‘@wner
Department of €onservation

9(2)(a)

14 December 2022

In Confidence
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Appendix A — Terms of Reference & Approach

Scope of our review C{)l’
The scope of this review included the following: '\%

e Assessment of the project governance and management environment in place (including &
roles and responsibilities (both internal and vendor), capability, capacity, approach, < )
processes, standards, and controls) to support successful project delivery.

e Scope definition and management: how well the scope was defined and unders%b all
parties (inclusions and exclusions) to deliver expected outcomes, and how de@ s from

scope are controlled.

e Schedule and dependency management: how the work has been esti ,t§,\sized and
resourced, together with how dependencies within and outside of t oject are
understood, monitored and controlled.

e Change management: provide a view on the suitability of th ge management and
training strategies/approach being taken, including how cha impacts have been

identified and assessed.

e Resource management: the project’s resourcing app h, its effectiveness, and the
resource capability and capacity to deliver expechsiness outcomes, including
stakeholder engagement and communicatiox een DOC and vendors.

e Financial management: including budge s@? ovals, and reporting, how variances and
deviations from budget are managed@ ether the project budget is tracking according
to planned spend.

e Benefits management: incIudin@m benefits are identified and defined, whether benefits
are SMART and will deIiver%he project the returns claimed, what benefit measures and
KPls are agreed, and hO{ng it realisation will be monitored during and post project.

e Risk andissues mana&u t: how risks and issues are identified, defined and
mitigated/resolved) together with ongoing monitoring and management activities.

e Quality mana t: how quality of the project outcomes is defined, tested and assured

during del @ ,and how outstanding issues arising from testing activities, including
ix and retest regimes, will be managed.

e |dentification of findings (key risks, strengths, learnings, and improvement opportunities)
@ther with pragmatic recommendations in relation to any improvement opportunities.

>
Q/?Bpe exclusions

The scope of this review excluded the following:

@ e Detailed review of the project feasibility studies, Business Case, and cost/benefit analysis.
Q e Detailed review of the procurement process (ROI, RFP) and resulting contracts.
e Review of technical/system/product design and its appropriateness.

In Confidence
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Our approach

This diagram outlines the key steps we took to understand the project and assess its current state.

" STEP 1: Engagement & Discovery L STEP 2: Analysis & Reporting L STEP 3:Validation & Closure 1
1 I 1 1
MOBILISATION DISCOVERY STAKEHOLDER ANALYSIS / REPORTING FACTUAL FINAL REPORT
ENGAGEMENT TEST FINDINGS VALIDATION

As part of our review, we sought views from the people listed below. We would like,te thank them
for their input to this review.

People we spoke with

1. Karen Howard - Te Tatai Atawhai Projects 15. Bronwyn McBonald - Employer
Manager, CSG Relationship Manager, People
2. Donna Kieboom - Communications Lead 16. Bruce\Ndrris - Digital Strategy Portfolio
3. B0(2)(b)(ii Manager, CSG
4 ) - 17« Madhan Vasudevan - Solutions Architect,
. 9(2)(b)(ii
- CSG
5. 49(2)(b)(ii

18. Steve Taylor - Senior Responsible Owner,
Acting DD-G Corporate Services Group

@O (2)(b)(ii

19. Mike Tully - Senior Responsible Owner,

) ) DD-G Organisation Support

7. leffrey Cornwell - Chief Advisor to DD-G
Organisation Support 20. Kevin Martin - Senior Responsible Owner,

) Chief Financial Officer

8. Ross Bowyer - Portfolio Asstigdnee

21. Darryl Lew - Director Operations

Manager
) ) ) ) Planning, Ops
9. Mike Edginton - Chief IAfermation
Officer. CSG 22. CJ Juby - Director Business Support, CSG

10. Paul SimonsegS\Supplier Sourcing 23. Rachel Bruce - Sponsor, DD-G Corporate

Manager,£SG Services Group

11. Rose Hobdeh - Business Change Manager 24. Shaun Dunning - EAM Stream Lead

12. Tim'Bamford - Director Heritage & 25. 492 (D)([I) |
Vigiter, Policy & Visitors 26. Jay Eden - Operations Planning

13..Sharon Alderson - Director Planning
Support, Biodiversity

14. Caitriona Lewis - Acting Director
Outcomes Management

In Confidence ﬂ
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Review Team

Team Member Role Substantive Role

9(2)(a) I I
9(2)(a) I

Documents we reviewed

B o ]
gpwon ___Webbwu ]

g @o)oyey ]

=) B (2)(b)(ii)
groon_—————  — Weooo.
Bboon ] Bboom ]

g0 ] elo®ow - |
B9 (2)(b)(il) gboom . |

f=) 9(2)(b)(ll) [+) BAU and%pplication Resourcing - Change Request - Te Tatai Atawhai - DOC-6915040.pdf
ePom | %) CRG_Engagement Roadmap_v6.pdf

B2y ] %) DAG 8RG'and BRG responsibilities - V0.2 - DOC-6782348,pdf

[=) 9(2)(b)(ll) f| Finance and Plant Maintenance Replacement to 54 HANA - DOC-6560202.pdf
gpPoom ] goom

B10(2)(b)(il) go)y
B19(2)(b)(ii) go®ow ]
B]9(2)(b)(ii) 219(2)(b)(ii)

9(2)(b)(") By ]

29( oo ...

g ] [%) IQANZ - CS0 - IQA review - DOC-7180392.pdf

B19(2)(b)(ii) oo .|
E] [ Reflections on TTA internal comms to date - DOC-7120027.pdf
219(2)(b)(ii) [} Review of Operations Hot spots - DOC-7125758,pdf

219(2)(b)(ii) [+ Review of Phase 1 go live - DOC-7125963 (1).pdf

[%) Readmap.pdf [%) TTA Project Status Report - Combined - 9.6.22.pdf

[%] Te Tatai Atawhai - Change Request - BAU and’Application Resourcing - DOC-6915040.pdf [%] TTA Project Status Report - Combined - 11.7.22 - DOC-7037640.pdf
(%] Te Tatai Atawhai - Change Request - Copfingeficy Drawdown - DOC-7139644,pdf [%] TTA Project Status Report - Combined - 11.7.22,pdf

ﬁ] Te Tatai Atawhai - Change Request - Contingency Drawdown for Early Life Support - DOC-7138031,pdf ﬁ] TTA Project Status Repert - Combined - 19.9.22.pdf

ﬁ] Te Tatai Atawhai - Change Requett - Goyern@nce Leadership Team - DOC-7047404, pdf F] TTA Project Status Report - Combined - 22.8.22.pdf

[) Te Tatai Atawhai - JMMIEnhanfements schedule.pdf [) TTA Project Status Report - Combined - 25.7.22 - DOC-7037640.pdf
F«] Te Tatai Atawhai- Core Systefmsbipgrade schedule.pdf F] TTA Project Status Report - Combined - 25.7.22.pdf

[] Te Tatai Atawhai Go-to-Green'Blan and review findings - DOC-6965132.pdf I%] TTA Project Status Report - Combined - 27.6.22 - DOC-T037640.pdf
[ Te Tatai Atawhai Projest Systermn Security Certificate - DOC-T069647.pdf I%] TTA Project Status Report - Combined - 27.6.22.pdf

o] 9(2)(b)(ii) [%) TTA Project Status Report - Combined - DOC-7037640 (1).pdf
r] [%] TTA Project Status Report - Core Systems Upgrade - 3.5.22,pdf
Bo( [ TTA Project Status Report - Core Systems Upgrade - 4.11.22 - DOC-6483078.pdf
ﬁ] 9(2)(b)(||) ﬁ] TTA Project Status Report - Core Systems Upgrade - 4.11.22 pdf

ﬁ] TTA - BU Change Impacts.pdf F] TTA Project Status Report - Core Systems Upgrade - 5.4.22,pdf

E] T4 Business Readiness Plan - DOC-7053912.pdf F] TTA Project Status Report - BE nhancements - 3.5.22.pdf

@ TTA Business Readiness Plan_Apr to Jul22. pdf F] TTA Project Status Report - Enhancaments - 4.11.22 - DOC-6653584. pdf
T4 TT4 Business Readiness Plan_ul to Aug22.pdf I3 TTA Project Status Report - I nhancements - 4.11.22.pdf

[%] TTA Detailed Business Case DEC for Finance System Enhancement Project - DOC-6465918.pdf [%] TTA Project Status Report - gigEnhancements - 5.4.22.pdf

[%) TTA project risks and issues - DOC-6936301 (2).pdf [%] TTA_80 day Comms & Engagement Schedule_May to Aug22.pdf
[%] TTA Project Status Report - Combined - 1.6.22.pdf [%] TTA_Leader Alignment Survey_Results.pdf

(%] TTA Project Status Report - Combined - 2.9.22.pdf (%] TTA_NEW Role Requirements_v2.pdf

[%] TTA Project Status Report - Combined - 3.10.22,pdf (%] TTA_PRAT_Results_v2.pdf

[%] TTA Project Status Report - Combined - 5.8.22.pdf [%] TTA_PRAZ_Results_v3.pdf

In Confidence
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[%] Update — Te Tatai Atawhai reviews - DOC-7126308 (3).pdf
R19(2)(b)(ii)

glo®m ]
glomi ]

gy ]
B ]
B19(2)(b)(ii)

@)oo ]

oo |

)
B0

f3)

- JBIOID I

@)oo ]
g ]
oo ]

f4)
fx)
@)oo
oo |

- S AIOIO

f3)
Rowm. ]

] TTA - comms engagement 20 day Dec - February - DOC-6781419.pptx

| TTA Change Roadmap 2021.pptx

| TTA Change Roadmap 2022 pptx

P‘"_JTFA Project - CCB Owverview.pptx
7 TTARBIGIM: o -t ive Decision Pack - July 2022 - DOC-7077758.pptx

F’“_ﬂHigh Level Solution Architecture - 9(2)(b)(||) Te Tatai Atawhai Project - DOC-6616335.doc

l‘qﬂOperatiomal Readiness Checklist - DOC-6378992.docx

I‘;ﬂRevlew of Operations Hot spots - DOC-7125758.docx

l'"_ﬂReviEW of Phase 1 ge live.docx

l‘qﬂTe Tatai Atawhai - Directors Advisory Group minutes - 8.2.22.docx
l‘qﬂTe Tatai Atawhai - Directors Advisory Group minutes - 22.2.22.docx
I‘;ﬂTe Tatai Atawhai - Directors Advisory Group minutes - 26.1.22.docx
l'"_ﬂTeTEtai Atawhai - Governance Group agenda - 2.11.22.docx
l‘qﬂTeTEtai Atawhai - Governance Group agenda - 5.10.22.docx
l‘qﬂTe'IEtai Atawhai - Governance Group agenda - 19.10.22.docx
I‘;ﬂTeTEtal Atawhai - Governance Group agenda - 21.9.22.docx

l""_ﬂTe Tatai Atawhai - Governance Group Minutes - 1.6.22.déex
l‘qﬂTeTEtai Atawhai - Governance Group Minutes - 2,11.22.docx
l‘qﬂTe Tatai Atawhai - Governance Group Minutes o7.9.22.docx

I‘;ﬂTe Tatai Atawhai - Governance Group Minutes -840.22 docx
l""_ﬂTe Tatai Atawhai - Governance Group Mifutes’™- 10.2:22. docx
l‘qﬂTe Tatai Atawhai - Governance Groug Minutes #13.7.22. docx
l‘qﬂTe Tatai Atawhai - Governance Groug Minutes - 15.6.22. docx

In Confidence

B9 (2)(b)(ii) - EAM.pdf

MO (2)(b)(ii) Finance.pdf

IO (2) (b)(ii) Procurement. pdf
ENIO(2) (b)(ii) GIS Approved.pdf
l;ﬂDOC stakeholders 22 March - DOC-65%9470.xsx

l“_ﬂ Documentation Checklist_TTA Projects [QA.x]sx
FﬂFinancial Systerns Upgrade Project Budget Enhancements - DOC-6387106 (1)xlsx
l;ﬂFinancial Systemns Upgrade Project Budget update CORE - DOC-6573197 (1].x]sx
¥2 Open Jiras - 220622 1300xlsx

FﬂRisk Matrix PMF - DOC-6629335x1sx

P3| TTA Cutover Runsheet - 220707 xlsx

l“_ﬂ'I'I'A Embedding Stakeholder Register - DOC-T183131.xlsx
l;ﬂ'ITA Issues for IOA as at 20.10.22.xlsx

Fﬂ'l'l]’-‘\ Project Registers - [QAux]sx

F| TTA Risks for IQA as at 20.10.22.xlsx

l"_jChange Metrics Dashboard_sample.pptx

l"_jchange ohservations - COMNFIDENTIAL ppt

l“_qutover Schedule Diagram.pptx

"‘_j Early Life Support.pptx

l"_jProject organisation chart. ppif

7 MBIOID) Deployment Pack NHOC-7065157.ppbx

= gl workflow for PCo £ DOCET211205.pptx
l"_jStakeholder Level<ppt

f;ﬂTE Tatai Atawhai - Gevemange Group Minutes - 21.9.22.docx

F""_QTE Tatai Atawhai - Govemance Group Minutes - 24.8.22.docx

F""_BTE Tatai Atawhai - Governance Group Minutes - 27.7.22.docx

ﬂTE Tatai Atawhai #/Governance Group Minutes - 29.6.22.docx

f;ﬂTE Tatai Atawhai - Lessons Learned - Tenzing.docx

@TE Tatai Atawhai - Project lead Review of Phase 1 go live .docx

F""_BTE {iatai Atawhai - Project Review - Operations - DOC-7125738.docx

@TE Tatai Atawhai review - Governance noting paper - DOC-7126309.docx
l‘EﬂTraimng Strategy Embedding TTA - DOC-T170876.docx

F""_g'ITA - Directors Advisory Group TOR - DOC-6784622.docx

F""_ﬂ'ITA — Early Life Support (ELS) Guidance.docx

ﬂ'ITA Governance Group TOR - DOC-6913388.docx

f;ﬂ'ITA thancaments Project - Benefit Profile and Realisation Plan - DOC-6598768 (2).(
F""_g'ITA Winan(a and Plant Maintenance Replacement to S4HAMA Project - Benefit Profi
F""_ﬂUpdatef Te Tatai Atawhai reviews - DOC-7126309.docx

f3) Te Titai Atawhai - Core Systems Upgrade - Schedule and Resource plan.mpp
3) Te Tatai Atawhai - BBt hancements - Schedule and Resource plan.mpp
FJTI'A Training Overview.ods

71Agenda and Papers - Monday 27 June CCB Meeting.msg
7]1Change Control Board Meeting Minutes - 27 June 2022.msq
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Appendix B — What the ratings mean

Component Rating (b‘],

QIh™* N

Good ---------------------s > Poor C)

Rating Description Os
Appropriate and fit for purpose. No material improvement opp@ties exist.

Mostly appropriate and fit for purpose. Minor impro@mpportunities exist.

Development needed. Material improvementég(unities exist.

robO

Not appropriate or fit for purpose. Si@{material improvements are needed.

Insufficient for project needs,Q)ﬁng an unacceptable level of risk to project
success.

In Confidence H
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