Assessment 3:  Performance Activity – Implement Program Governance 
Refer to the Learner Guide, extra reading Chapter 6 ‘Standards for Program Management PMI’ the templates provided and the case study below to complete this assessment. This assessment has three (3) parts 
Scenario - ABC IT Corporation
The Board of Directors and CEO of ABC IT Corp have recently revisited the organisation’s mission statement and strategic objectives for their new Strategic Plan.  A key focus is to gain more Government projects and build their reputation as a leader in this field.  
COMPANY PROFILE: 
Mission Statement
The mission of ABC IT Corporation is to be the Australian market leader in delivering innovative Information Technology (IT) and data security solutions to private and public sector clients.  We aim to create unprecedented value and opportunity for our customers, employees and investors.
Company Values:
Leadership:  The courage to shape a better future
Collaboration:  Leverage collective genius
Integrity:  Be real, be honest
Passion:  Use our drive and commitment to energize, engage and inspire others
Diversity:  Value different ideas, strengths and cultural backgrounds and encourage healthy debate
Quality:  What we do, we do extremely well
[bookmark: _Toc51579500]Organisational Objectives
1)  Optimise our workforce to meet current and future objectives by providing a supportive working environment and investing in the best training and staff development opportunities.
2)  Instil confidence in our clients by ensuring top level privacy and security of data through state-of-the-art data encryption technology.
3)  Provide world leading equipment, technology and facilities to support efficient delivery of IT services and encourage innovation to exceed client needs.
4)  Maintain organisational growth of 20% net value profit over 5 years.
5)  Foster collaborative relationships with private sector and government clients to build, promote and maintain an ongoing client base and stay attuned to changing client needs.
High Level Organisational Structure
[image: ]
The current state of ABC IT Corp: The organisation has grown significantly and is now undertaking more projects than ever before.  Until now all projects have been run independently, in a silo approach, with Project Managers, from different sections, running their own projects individually.  With business increasing, this has caused multiple issues such as:
· over demand on limited shared resources leading to schedule overruns and staff fatigue;
· inconsistent standards and documentation with poor record keeping;
· duplication of tasks costing the company more money than necessary; and
· the Executive Management team receiving multiple individual project risk, schedule and performance reports without having an overview of the big picture.
ABC IT Corp has just been awarded contracts to undertake three (3) government projects to begin in approximately 6 months and run consecutively (see below).
	Project 1 - Website redevelopment and hosting and maintenance services for Destination Australia
This project is for the technical upgrade of the Archives’ website Destination: Australia.  In order to ensure the best value for money and optimal functionality (for the website and related exhibition interactive) going forward, it is necessary for the website to be transferred from a proprietary CMS to a commonly available CMS (including, but not limited to, an Open Source CMS). 
The website will enable the National Archives of Australia to collect user contributed data about the photographic collection featured on the site.  The interface must be modern, engaging and user-friendly, designed to meet the needs of people of all ages, and differing levels of computer and English literacy.  The website must interact successfully with an exhibition interactive via an existing API.  There is an option for hosting, maintenance and support services to be provided from contract execution until 31 December 2019.



	Project 2 – Re-development of Intranet
A redevelopment of the Clean Energy Regulator staff Intranet into SharePoint 2013 which will take approximately six months



	Project 3 - Database for community engagement - Software As A Service Customer Relationship Management system (SAAS CRM)
The National Radioactive Waste Management Facility project is currently in Phase 2, best described as the technical assessment and continued community consultation phase.  One site has been chosen to progress to this stage while other yet unknown sites may also progress to this stage.  The project team requires a database (Customer Relationship Management system) to effectively and confidentially manage large volumes of data including names, addresses, opinions of community members and contact details.  This will assist in ongoing community engagement. 
The system must be fully operational (tried and tested) within two months of the commencement of the proposed contract.  The project, and related community engagement, will be ongoing for years.  Ongoing access to maintenance and advice will be desirable.



The Chief Executive Officer (CEO) supports the Chief Information Officer’s (CIO) recommendation to move towards a Program Management Framework to increase efficiency and enhance their Project maturity.  As a Senior Manager in his team you are assisting in implementing the Program Management Office and you are responsible for drafting the Program Governance Plan.
It has been decided that the CIO is best placed to oversee the new Program section and the Program Manager will report directly to the CIO.



Part 1 – Program Governance Plan
What you need to do
Considering the 3 projects above to be developed concurrently, develop a draft program governance plan.  The governance plan must:
· document program role and responsibilities
· determine finance and resource authorities
· compare decision making processes and outcomes against organisational objectives
· identify alternative program management systems
· design a program records and configuration system
· compare types of effective program policy
· identify ways to support program implementation.
To achieve this task, develop a full governance plan for the program that includes all the templates attached.


Program Summary
	Program Name 
	PROGRAM GOVERNANCE PLAN

	SRO 
	Raul De Santos

	Program Manager
	Catrina Valdez

	Date
	15/10/20
	Version
	1
	Status
	First draft

	Date
	30/10/20
	Version
	2
	Status
	Second draft

	Date
	20/11/20
	Version
	3
	Status
	3rd draft-Final copy



Purpose: 
The Program Summary is an outline definition of what a Program is expected to achieve in terms of benefits, outcomes, scope and objectives.  The contents of the Brief, once approved by the Program’s sponsoring group, will be the basis for developing the detailed Program definition, benefits profiles, business case, plans and governance arrangements.  

	1. Outline Vision Statement

	To be the ultimate leader in IT solutions across Australian territory and beyond




	2. Program outcomes benefits

	To provide cutting edge IT soft wares and hardwares across Australia
Enhance swift response to customer needs at a fair price
Promote employee growth through developmental programs







	3. Risks and issues

	Risk of political instability in case there is a major leadership change
Loss due to world price inflations and fluctuations
Risk of loss due to vandalism, theft or fire accidents
Lack of enough demands
Fear of economic collapse
           






	4. Constraints

	1. Time- There may not be enough time for amble production
2. Budget- The set budget may prove inadequate for smooth productions
3. Government regulations and policies to meet product safety standards may increase cost of productions
4. Complex manufacturing processes may lead to delay in supply





	5. Projects

	Added value softwares- The company will produce advanced application soft wares with a partnership with apple techno giant expected in 2moths after signing of the partnership contract
Advance hardware and accessories-We intend to produce different shapes and sizes of computer hardware and components with an exceptional unit for clients customisation unit
Advanced military soft wares and hardwares as per the government specifications and recommendations






	6. Estimated Program cost, effort and timescales

	An estimated budget of $800,000 is needed with human resource of 100 workers committing 90-100% of their working time for a period of 3months. The expected productivity increase is estimated at  85-90% of success
	



	7. Outline Business Case

	The project will improve the current IT software and hardware to the most sophisticated products of the current times. We introduces more use friendly world class merchandise that will give an edge in IT solutions at a friendly price to meet the customers values for their money
Corporate social responsibility will be the backbone strategy and a standard measure to ensure we meet our targets across the nation




	8. Impact on current operations

	Production unit will have an additional working hours which will be compensated as Overtime in order to meet the anticipated hike in product demands
Sale and marketing department-Will be required to add more efforts to create more awareness in major communication channels and  platforms like prints, TVs and billboards
Price reviews-The added value will come at a small fee which is expected to be cushioned under the new prices
Extra remunerations-The new program will require increased manpower to overcome the anticipated increase in production, marketing and supply 
Increase in overhead costs-There is anticipated increase in major overhead costs in utilities like electricity bills, water bills, insurance cost and general
Revenue increase-Increased demand and supply will ensure bigger profits and more revenue is foreseen
Increase in customer base and loyalty-The new project will increase customer satisfaction and loyalty with more customers expected to trade or partner with us





	9. Policies and procedures  

	Internal control system upgrade-There will be a need to review the current internal control systems to accommodate the new changes and ensure more efficiency and effectives
Increase in internal audit interval-The internal auditing sequence is expected to be increased from the current 1 audit to two to ensure all the programs are running as per the expectations









ABC IT Corp Program Roles and Responsibilities

The Program Governance Structure
(This can take many forms - an example structure is below)

NB The precise nature of relationship between the Program Manager and each ‘project’ within the programme would need to take into account such things as:
· the management approach adopted in the project’s parent organisation,
· the scale and nature of the change,
· the criticality of the project to the achievement of  program objectives,
·  the interdependencies with other parts of the program,
· the degree of control required from the centre,
· the importance and needs of stakeholders.
Business Change Manager(s) 

Program Support

Sponsoring Group/Program Board

Chair and Senior Responsible Owner (SRO): ?
Senior representatives from : A		  ?
B		  ?
C		  ?
D 		  ?
E		?
Program Manager



Program Assurance

SRO

Project Boards
(if appropriate)
Project Managers

Line Managers

Workstream Leaders

























The Program Roles and Responsibilities 
This may be in the form of a table or written text. The roles must match those in your governance structure.

Program Quality Management Strategy
	Program Name 
	PROGRAM GOVERNANCE PLAN

	SRO 
	Raul De Santos

	Program Manager
	Catrina Valdez

	Date
	15.10.20
	Status
	Final draft



Quality Management Strategy
Purpose:  To define and establish activities for managing quality across the XYZ Program.
	1. Program success criteria

	All the team players in the program have been trusted immensely to execute their mandates to their level best to facilitate the success of the program.



	2. Which aspects of the Program will be subject to quality assurance and control and the quality criteria that will apply

	· Business Case development and maintenance will be reviewed and new tem players will be selected according to their tested capabilities and performance
· Program planning and control – The  team will work closely with the program manager to ensure inclusivity in all key areas mandated with the success of the program
· Specific project outputs- Will be measured as per the set standard measures by the quality department for approval and recommendations
· Transition management and culture change – Workers will be retrained on how to adopt and assimilate to new cultures with less friction. This is important as the project is expected to attract many potential clients across the nation and other parts of the world who have different culture orientations
· Stakeholder engagement and communication- Communication with clients is expected to be as human, polite and precise as possible to meet the customer needs. Most of the company phone calls will be recorded for reviews
· Supplier/Partner contract management- New contracts will be formulated which are friendlier to understand and less wordy. 
· Risk management- All risk will be handled with a lot of attention to avert project disappointments.
· Issues resolution- Emerging minor issues are to be handled at departmental level. Only critical ones will be referred to the program manager for further actions
· Compliance with corporate standards (e.g. project management standards, use of PRINCE2)
· Compliance with external standards (E.g. ISO 9000)- All productions shall met the ISO 9000 standards and must be certified as a mark of quality. Dubious productions will be rejected





	3. Roles and Responsibilities for Quality Management

	The quality management strategy will be mandated entirely to manage the quality of production. External quality assessment will be carried from time to time to ensure the best is put out in the market. Certification from ISO 9000 is recommended on all productions.




	4. Quality management activities, their triggers and guidance on their use



	5. Thresholds and mechanisms for escalation of quality issues

	From operational management and project management to Program management
From Program management to the SRO/Sponsoring Group
From Program to Corporate body 





	6. Adherence to Standards (Corporate and external)

	Which standards and tools will apply for such things as:
· Project management – Internal audits and checks
· Program management- External audits and checks
· Design of/change to operational processes and procedures (particularly where they are accredited by an external body such as ISO, UKAS, IIP etc.- Will be done by the Quality management department
· Infrastructure (e.g Desktop, IT, Networking)- Checked by experts from Quality management strategy
· Presentation of corporate image- Will be approved by the board
· Communication with external bodies- Under program Manager and SRO
· Web site content management – Quality management department to oversee
· Information Management- Program Manager to be responsible
· Configuration management- Production Manager

The strategy should also specify which subject matter experts will be required to support quality management in these areas.




	7. Information Management



	8. Resources required for Quality Management

	Staff skills and effort
$
Facilities
Tools and technology





Quality Management Plan
Purpose
· To provide a schedule of Quality Management activities including implementation of the quality management strategy. 
· To specify the resources for quality activities/audits/reviews etc.
· To show how and when quality work will be monitored.

The plan will be refined throughout the program to ensure it is consistent with the Program Plan and individual Project Plans and reflects any changes to the Quality Management Strategy.
	Id:
	Subject:
	Method:
	Criteria
	Target date:
	Owner:
	Resources:
	Result:

	PROGRAM LEVEL

	PG001
	Program Definition
	Formal Quality Review
	· Is the PDD Complete?
· Are the Program Objectives specific and measurable?
· Are the criteria for Program Success clearly defined?
· Are roles and responsibilities clearly defined and agreed?
· Is the Business Case sufficiently thorough, precise and accurate?
· Do the anticipated benefits justify the cost?
· Are proposed governance arrangements sufficiently rigorous for this type of initiative in this business context? 
· Is Program Management likely to add value?
· Is it clear that the initiative has senior commitment?
· Have key stakeholders been engaged?
· Have lessons from any similar Programs/projects been taken into account?
	dd/mm/yy
	Program Manager
	SRO; 
Prog. Office Manager;
Business Change Manager;
Key stakeholders with influence over the shape of the Program.
	

	PG002
	Program Plan
	
	· Is the Program Plan credible, resourceable and achievable?
· Does the plan identify interdependencies between projects?
· Does the Projects Dossier clearly define the outputs/deliverables required from each project?
· Are required change management and transition activities defined? (where they are not in scope of any particular project(s))

	
	
	
	

	PG003
	Benefits Realisation Plan
	
	· Is the schedule of benefits management and review activities consistent with the Program Plan and the timeline for project delivery?
	
	
	
	

	PG004
	Stakeholder Engagement Strategy

	
	
	
	
	
	

	PG005
	Communications Plan
	
	
	
	
	
	

	PG006
	
	
	
	
	
	
	

	PG007
	
	
	
	
	
	
	

	PG008
	
	
	
	
	
	
	

	PG009
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	





[bookmark: _Hlk39931186]Part 2 – Program Compliance Report
For the program as outlined in Task 1, research and outline the relevant compliance standards that would be applicable to the program.  Once the compliance standards are determined, develop a compliance checklist for audit purposes.  
Ensure the compliance checklist addresses any relevant legislation as is applicable to the specific projects embedded in the program.
Your trainer will provide examples of program compliance / audit checklist, alternatively research various styles as a baseline. 
This should be in table form inserted here or as an attachment.


Part 3 – Program Skills Development and Support Systems
Program management is a new concept to the organisation.  Some external expertise may be hired such a Program Manager and Change Manager perhaps unless internal personnel have the expertise.  However is expected many the roles in the PMO will be filled by existing staff members.
For the program governance structure as outlined in Task 1, identify and establish a relevant skills development and support system for three program personnel.
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