Senate Committee: Education and Employment

QUESTION ON NOTICE
Budget Estimates 2018 - 2019

Outcome: Skills and Training

Department of Education and Training Question

Senator Cameron asked on 31 May 2018,

Question

1) Provide details of other reviews (besides PWC) on the AAMS project?
Q) How much were each of the “reviews"?

Q) When were these reviews undertaken?

Q) What were the scope of these reviews?

Q) Were there reports as a result of the reviews — can they be tabled?

Answer

Both internal and external reviews were undertaken on the project. See attached for details
of dates, pricing and scope of reviews,

Reports resulting from these reviews are attached. Names of individuals have been
redacted.

The tender process was not in scope for these reviews.

The capability of tenderers/contractors were assessed as part of the tender process
according to the Commonwealth Procurement Rules (CRP) 2014,

The PWC Independent Review of the Australian Apprenticeships Management System
(AAMS) report was published on the department’s website on 18 May 2018.

Attachments

Summary

06-07-2015 | AAMS Projects Assured Review
16-11-2015 | AAMS Projects Assured Review
24-03-2016 | AAMS Projects Assured Review
31-07-2016 | AAMS Projects Assured Review
18-08-2016 | AAMS CRM Architectural Review
10-01-2017 | AAMS Projects Assured Review
29-03-2017  AAMS Project Schedule Review and Recom
01-04-2017 | AAMS Projects Assured Review
July 2017 Tetra AAMS Review

01-11-2017 | Capability Gap Report




Evaluations (Dates, Pricing and Scope)

* The Australian Apprenticeships Management System (AAMS) project has been subject to both internal and external
reviews and funded from the AAMS budget.

Supplier Report Review Date Submitted Paid {ex GST) Scope
Projects Assured First Assurance June 2015 to July 2015 $130,211.48 | Engaged to provide direct assurance and objective
Review July 2015 - advice to the Senior Sponsoring Officer (SSO, Deputy
Second Assurance | October 2015 November Secretary Skills and Training).
Review to 2015
November Assurance was provided on the overall implementation,
2015 timeframes, risks and the associated mitigations
Third Assurance February 2016 March 2016 strategies.
Review to
March 2016
Fourth Assurance June 2016 to July 2016
Review July 2016
Fifth Assurance December January 2017
Review 2016
Sixth Assurance April 2017 May 2017
Review
Microsoft CRM Architectural August 2016 August 2016 $48,000.00 The purpose of the review was to assess if the CRM
Review implementation was aligned to recommended Microsoft
practices and an appropriate platform for the business
requirement.
The following was agreed to as in scope and covered
as part of the high level review:
+ CRM Solution Configuration Customisation
e Integration points
* Implementation methodology
Project Schedule March 2017 March 2017 $30,000.00 To provide an independent review
Review focused on the following key areas of quality:
s  AAMS Master Schedule
* Validation that the Recommendations as part of
the AAMS High Level Review conducted by




» the response to the issues arising from delays in

delivery;

» the appropriateness of practices and business

processes to date in managing the project; and

» contract and vendor management practices in

place with respect to managing delivery of agreed
obligations and performance management.

2) The Project's stakeholder engagement approach to
keep stakeholders and users engaged in solution
design and appraised of progress.

3) Appropriateness of communications to the
Executive on the project’s progress

Total

$425,568.48
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1 Background

The Australian Apprenticeship Management System (AAMS) will support the operation of the Australian
Apprenticeship Support Network (AASN) by delivering a system to automate many of the current manual and
paper based processes involved in Australian Apprenticeships. AAMS will replace the existing Training and
Youth Intemet Management System (TYIMS) and provide a platform for these functions and services and
facilitate the electronic storage of employer, Apprentice, and service provider information, and make
Commonwealth payments.

Key capabilities of the new system include:

«  Client and contact management - enabling a single platform for customer information, online sign-up of
apprenticeships and online management and filing of records and contracts

*  Determining eligibility for payments — calculating if Apprentices, employers and service providers are
eligible to receive payments under the Australian Apprenticeships Incentives Programme, Australian
Apprenticeships Support Network and Trade Support Loan programme based on a business rules
engine

» Payments - including automatic monitoring and calculation when payments should be made to
Apprentices, employers and service providers who are eligible for payments with online claims
submission and authorisation.

AAMS is scheduled to be fully implemented and availabie by 1 July 2016.

PROJECTS ASSURED has been engaged to provide direct assurance and objective advice to the Senior
Sponsaring Ofﬁcer.d Deputy Secretary Skills and Training. Assurance will be provided on the
overall implementation, timeframes, risks and the associated mitigations strategies.

This briefing document is a summary of the key findings and recommendations arising from the first AAMS
Assurance Review conducted during the period 29 June to 6 July 2015. It also provides the basis for a
recommended regular communiqué from the Senior Sponsoring Officer to the Programme Team and other
selected stakeholders following-on from the Assurance Review.

The Assurance Review approach is summarised below.

2 Approach

This Assurance Review is the first in a series of four reviews to be conducted on the AAMS Project leading up to
the time of implementation on 1 July 2016. This Assurance Review was conducted during the period 29 June to
6 July 2015 by NN from PROJECTS ASSURED. During the course of the review, the
reviewers examined project documentation and conduct interviews with key stakeholders. This brief and a more
detailed review report was produced at the conclusion of the review, detailing a series of key findings and
recommendations. A more detailed report will follow in due course.

The series of Assurance Reviews to be conducted provide the Department with a point-in-time assessment of
‘Delivery Confidence’ of the project, and are conducted in accordance with the Australian Govemment's Gateway
Review Process.

More information on this process can be found at: http.//www.finance.gov.au/gateway/review-process. him.

Key findings and recommendations arising from this first AAMS Assurance Review are detailed below.

AAMS Project Assurance Review 29 June to 6 July 2015 - SSO Brief
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3 Key Findings and Recommendations

The key findings and recommendations arising from our review are as follows:

Key Finding(s)
Complexity and Schedule Risk 1
The AAMS Project is one of the largest and most

complex ICT-enabled business transformations the
Department has indertaken.

The Department has kmited experience in ICT-
enabled fransformations of this size, scale and
delivery model and thus intemal capability and
capacity will be stretched. 2,

The timeframe for delfivery of the project is non-
negotiable.

The allocated timeframe for delivery of the project
presents a significant risk. The schedule mdicates that
there is limited time related contingency avaiiable.

3

If the delivery tmeframe is threatened, the project may
have to de-scope functionality andfor implement
workarounds unti the full functionality is avalable to
be delivered.

Successful delivery is highly reliant on an extensive
network of external providers (4.000 plus} ufilising
AAMS,

Much has to go right for the project to deliver its full
scopefquality on ime and fo budget.

Stakeholders

Overall there is a strong desire for the AAMS project to
succeed. This was portrayed by Departmental staff
and confractors, and the ICT vendor NEC.

4,

NEC is confident it will deliver the required ICT
solution and ‘trained trainers' by 1 July 2016.

Departmental SES staff interviewed are cautiously
optimistic, while Staff at EL2 level and below, and
other contractors, are less optimistic about achieving
successful delivery of the AAMS project prior to 1 July
2016,

Engagement with Finance, Pariamentary and
Assurance Group staff r'_WICT teams),
at the working level, has been minimal 1o date. We
expect that this group ought to fulfil a ‘technical
assurance' role {e.g. to ensure that the solution
designed and delivered by NEC conforms with
Departmental and Industry standards and better
practice). This may involve the Department calling on

Recommendation(s}

Ensure active SSO involvement in the project. This
should be complimented by the establishment and
maintenance of clear issues resolution and decision-
making frameworks for timely resolution of issues and
deaision making dunng the project. Tnggers for Issues
escalation and expectations for decision making at the
varous management levels should be wefl defined.

Prioritse functionaf and non-functional requirements
from a business valug perspective in order to
a.  Denve the optimal ICT development/testing
schedule for the project; and
b.  Enable early contingency planning.

While keeping utmost pressure on the project team,
including NEC, to deliver therr full-scope on time,
commence contingency planning immediately (1.e. plan
for the best, manage for the worst),

Seek assistance from the Finance, Parliamentary and
Assurance Group in relation fo provision of ongoing
technical assurance services.

AAMS Project Assurance Review 29 June to 6 July 2015 - SO Brief

Page 2 of 3
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Recommendations)

Key Finding(s)
Microsoft or Oracle at key design/deveiopment stages
to provide this technical assurance as required.

Pianning

Business Change Management planning and external
stakeholder engagement I1s yet to commence in
eamest,

The Business Change Management Plan, when
finalised, will need to be marned-up with the ICT
Project Plan to provide details of inter-dependent
activities.

Programme Support

The Programme Management Cffice {(PMO)
established by Deloitte is proving to be effective.
Skills transfer is required to ensure Departmental
capability and capacity can be established and
maintained.

Governance

Govemance appears to be effective at this stage of
the project. Now that several other projects within the
broader AASS Programme have recently been
delivered, the AAMS project can gain greater
Executive attention, which is positive,

Informal and formal NEC involvement in the
governance framework will be critical to success.

Resourcing
Key resource gaps exist as follows:
»  Assistant Secretary level Programme
Manager/Director
«  EL1 to maintain TYIMS operational focus
while [ focusses on Business
Change and Stakeholder Management for
AAMS hereaftor

o  Changs Management expertise for AAMS as

part of leam

5. Invest in Business Change Management (inblhdlng

stakeholder analysis and engagement) planning and
resources as soon as possible.

Consolidate all ndiwduat plans {including the Business
Change Management Plan) info a single Project
Management Plan that is cognisant of all deliverables
and inter-dependencies.

Ensure several Departmental staff are involved as co-
workers to Deloitte in the PMO to ensurs skills transfer
before Deloitte's services conclude.

Establish informalfformal peer governance arrangements
with NEC axecutivas ac follws

a. sso - R Vo
Australla; o , Executive Director IT
Salutions and Services.
SRO —NEC ACT Branch

Manager,
c.  Mew Assistant Secretary level Programme

Manager and Project Director - F
ﬁ. Manager Business Solutions

{Fedsial, ACT)

9. Fill existing resource gaps as soon as practicable.

Further detail is contained within our detailed report, which will be delivered separately. Should you have any
queries between now and delivery of our detailed report, please let us know.

Yours sincerely,

Director

AAMS Project Assurance Review 29 June to 6 July 2015 - SSO Brief
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1 Background

The Department of Education and Training (the Department) Australian Apprenticeship Management
System (AAMS) will support the operation of the Australian Apprenticeship Support Network (AASN) by
delivering a system to automate many of the current manual and paper based processes involved in
Australian Apprenticeships. AAMS will replace the existing Training and Youth intemet Management
System (TYIMS) and provide a platform for these functions and services and facilitate the electronic
storage of employer, apprentice, and service provider information, and make Commonwealth
payments.

Key capabilities of the new system include:

e Client and contact management - enabling a single platform for customer information, online
sign-up of apprenticeships and online management and filing-of records and contracts;

*  Determining eligibility for payments — calculating if Apprentices, emploxeré and service
providers are eligible to receive payments under the Australian Apprentlceshlbs Incentives
Programme, Australian Apprenticeships Support Network and Trade SupportLoan programme
based on a business rules engine; and

e Payments - including automatic monitoring and calculation when payments should be made to
Apprentices, employers and service providers who are eligible for payments with online claims
submission and authorisation.

AAMS is scheduled to be fully implemented and available by 1 .Jul_y 2016,

PROJECTS ASSURED has begp engaged to provide direct assurance and objective advice to the Senior
Sponsoring Officer (SSQ), Deputy Secretary Skills and Training. Assurance will be

provided on the overall impiementation, umeframes, fisks and the associated mitigations strategies.

2 Review Approach

This Assurance Review.is the second in a series of four reviews to be conducted on the AAMS Project
leading up to the time of implementation on 1 July 2016. This second Assurance Review was

conducted during the period 26 October.2015 to 11 November 2015 by I
from PROJECTS ASSURED. 1

During the coutse of the review, the reviewers examined project documentation and conduct interviews
with key stakeholders. This-feport was produced at the conclusion of the review, detailing a series of
key findings and recommendations. This report also provides the basis for a recommended regular
communiqué from the Senior Sponsoring Officer to the Programme Team and other selected
stakeholders following-on from the Assurance Review.

The series of Assurance Reviews shall be conducted in accordance with the Australian Govemment's
Assurance Review (Gateway) Process. More information on this process can be found at:
hitp://www.finance.gov.au/gateway/review-process.html.

Key findings and recommendations arising from this second AAMS Assurance Review are detailed
below.

AAMS Project Assurance Review 28 October to 11 November 2015 — SSQ Report
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3 Key Findings and Recommendations

The key findings and recommendations arising from our second review are as follows:

Key Finding(s)

Recommendation(s)’

Schedule

As was identified in the first Assurance Review in July 2015, the
AAMS Project is one of the largest and most complex ICT-
enabled business transformations the Department has ever
undertaken. The Department has limited experience in ICT-
enabled transformations of this size, scale and delivery model
and thus internal capability and capacity will be stretched.

The timeframe for delivery of the project remains non-
negoiiable.

While stakeholders interviewed appear confident of mesting the
defivery timeframe of 1 July 2016, we maintain the view that

. schedule is HIGH risk ~ in that there is limited schedule
- contingency (float} and many things will need to confinue to go

right for the project to deliver its full scope/quality on time and to
budget.

If the delivery timeframe is threatened, the project may have fo
de-scope functionality and/or implement workarounds unfil the
full functionality is available to be delivered. We were advised
during this review that a Contingency Plan, which addresses this
situation, is currently being drafted. We are keen fo review this
plan in detail at the next Assurance Review.

At the previous review we recommended that the functional and
non-functional requirements be prioritised. We understand this
has not yet occurred, but may occur as part of the Contingency
Plan development activity discussed above.

1.

Complete the work to prioritise functional and
non-functional requirements from a business
value perspactive as soon as possible.

Compiete contingency planning for the possibility
of delays beyond 1 July 2016 as soon as
possible.

AANS Project Assurance Review 2 Oclober fo 11 November 2076 — 580 Report
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Stakeholders

Stakeholders and project team members interviewed maintain a
strong desire for the AAMS project to succeed. This was
portrayed by Departmental staff and contractors, and the ICT
vendor NEC.

NEC remains confident it will deliver the required ICT solution
and ‘trained trainers' by 1 July 2016. The Department and NEC
have established a positive working relationship to date.

At the time of the first Assurance Review in July 2015,
Departmental SES staff interviewed were cautiously optimistic,
while staff at EL2 level and below, and other contractors, were
less optimistic about achieving successful defivery of the AAMS
project prior fo 1 July 2016,

Optimism at all levels has improved since the last review, as
visible progress is being made. This optimistic view is positive
for the project, and should be leveraged, but tempered through
maintaining a strong ‘sense of urgency’.

Engagement with Finance, Parliamentary and Assurance Group
staff ICT teams) at the working levet has
improved since the iast review. A Technical Assurance Group
has been established consisting of the AASN-PMO and the
Finance, Parliamentary and Assurance Group, and NEC.

External stakeholder views wera not sought at this feview,
though we plan o engage with the following external '
stakeholders during the next review (February 2016) to gauge
their potential readiness;

e STAs;
ATO;.
DHS (Centrelink); and
Network Providers (and/or Peak bodies).

e ¢ =

- -Key Finding(s) . o S

- Recommendstion(s) =

. Continue to leverage the optimism and desire for

a successful outcome which exists amongst staff
and contractors at all levels, while ensuring it is
tempered by maintaining a strong 'sense of
urgency’ for the remainder of the project.

. Continue to leverage the positive working

relationship with NEC.

AAMS Project Assurance Review 26 October to 11 November 2015 ~ SS0 Report
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Key Finding(s) i Recommendation(s)
Business Change Management 5. As recommended previously, consolidate all
Successful delivery remains highly reliant on an extensive individual plans (including the Business Change
network of extenal providers (4,000 plus) utilising AAMS, Management Plan — when compleie) info a single
Change management effort will be significant, and will need fo Project/Programme Management Plan that is
scale-up as the project progresses through User Acceptance cognisant of all deliverables and inter-
Testing (UAT) and Implementation stages. dependencies

6. Scale-up business change management activity

Business Change Management planning and extemal A k
during UAT and Implementation stages.

stakeholder engagement has commenced, and appears fo be
proceeding well at this stage.

As previously identified, the Business Change Management
Pian, when finalised, will need to be married-up with the ICT
Project Plan to provide details of inter-dependent activifies.

Programme Management Office Support 7. Develop and implement a detailed Transition-Out
The Programme Management Office (PMO) established by Plan/activity for Deloitte to ensure robust
Deloitte is continuing to be effective. Deloitte’s contract expires Departmental PMO capacity and capability is in
in December 2015. Effective skills transfer, and recruifiment of place by end December 2015. If this detailed
suitable Departmental PMO staff, are required to ensure planning and/or Transition-Out activity reveals
Departmental capability and capacity can be established-and deficiencies, consider extending Deloitte at a
maintained prior to Deloitie’s contact completion. . dimiriishing rate of effort and cost, to provide

sufficient ongoing PMO support while existing or

We were advised that recruitment of additional. PMO staff-{above new Deparimental PMO staff are assimilated.

the current 1.0 FTE level of Departmental PMO'staff) is
scheduled for January 2018, '

MAAMS Pmiecthssurance Review iﬁ betober toﬁNuvember 2615 —SSO Fieport
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‘Key Finding(s) . Recommendation(s)
Systems integration / Interfaces 8. Consider SSO active involvement with peer level
Issues have emerged regarding funding and consequential STA Executives fo pro-actively resolve funding
readiness of some State Training Authority (STA) system and readiness issues.
interfaces, which will need to be actively worked through. SSO
involvement in resolution of these issues may be necessary 9. Ensure interal systems integration (SAP) is

early to reduce the risk of some States and Territories not being appropriately planned, and adequately resourced.
ready for 1 July 2016,
10. Pursue low cost interface with DHS.
Integration / interfacing is required with the Australian Taxation
Office and the Department of Human Services (Centrelink).

integration with the ATO appears fo be the most critical to
resolve in the short term

Integration of AAMS with intemnal systems such as SAP will be

critical to success; requiring detailed planning, adequafe ;
resource allocation and regular Departmental Executive i
oversight. ‘

We were advised during the review (and as AAMS Project ‘
Issues Register ID 063 also identifies) the Depariment has f
sought quotation(s} from DHS (Centrelink) for the work required

for them to provide the interface required for reconciliation of

Living Away from Home Allowance. 1t is our understanding that

DHS needs this interface from the Department, not the other

way around, so DHS ought not be paid by the Department for

any work DHS does in this regard. Providing DHS with access

to the system without a buiit interface could be a suitable low

cost alternative to the Commonwealth, which we understand is

being investigated.

Governance 11. Maintain informal/formal peer govemance
Govemance appears to be effective at this stage of the project. arrangements with NEC executives.

Again, as stated in the previous review, informal and formal NEC
involvement in the govemance framework will be critical to
SUCCess.

AAMS Project Assurance Review 26 Oclober to 11 November 2015 - SSO Report
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Key Findina(s)

Vendor Management

We understand that the project has sought a proposal from NEC
for Disaster Recavery options. The Commonwealth has
specified in the Contract Statement of Work, Section 4.1 (d) that
the Contractor must provide and support a disaster recovery
environment which is logically and physicaily separate from the
Production environment and database to be synchronised with
Production including all system interfaces. Further, NEC has
agreed to mest all required services levels of system availability
in peak and off-peak imes.

implicit in these contractual requirements is that NEC have a
pian for handling a disaster situation.

It is our view that the Department should not request NEC to
provide a disaster recovery plan or options. NEC should simply
be required to demonstrate, as a matter of course, that they will
provide the disaster recovery capability as part of solution
design and have the ability to meet the service levels under the
confract. These aspects can be validated by the Department

during design review and testing activities.

Resourcing _
Key resource gaps identified in the previous Assurance Review

| have been addressed, which is positive,

‘ Resourcing the PMO effectively appears to be the next

resourcing challenge, as identified-above.

Testing

Functional testing versus testing adherence to the policy
outcomes (through the Business Rules Engine) are equally
important. The latter can only be done by those who
fundamentally understand the policy outcomes, legisiation and
regulations.

Risk Management

Project risk and issue management appears to be effective at
this stage. Al key risks are being effectively managed, and
issues escalated as appropriate.

* Recommendation(s}

12. List on the agenda at the next Project Board a
request for NEC to demonstrate how they will
meet their obligation under the Statement of
Work, Section 4.1 (d), and system availability

Nil

requirements.

13. Ensure that testing of the Business Rules Engine
is undertaken by resources who fundamentally

Nil.

understand the policy outcomes.

" AANIS Project Assurance Review 28 October to 11 November 2075 - 580 Reporl
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Key Finding(s) i . Recommendation(s)

Data Migration Nil.
Data cleansing work has commenced and planning for data

migrafion is underway. This is typically a high risk activity. We

plan to focus on this at the next Assurance Review.

Benefits Realisation 14, Finalise the Benefits Realisation Plan with input
A Benefits Realisation Plan is being drafted for the project. This and ownership from the Policy team ideally by
document will be key to ensuring that the original policy intent February/March 2016 (three months out from
and reasons for conducting this project are not lost, or diluted implementatiort).

over time. It will be important fo ensure that the Policy team,

headed by [ s actively involved in the
development of this pian.

We trust that the above findings and recommendations are usefulfo you and the project team. Please let me
know if you have any queries. ;

Yours sincerely,

Director

AAMS Project Assurance Review 26 Oclober to 11 November 2015 - 830 Report
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1 Background

The Department of Education and Training (the Department) Australian Apprenticeship Management
System {AAMS}) will support the operation of the Australian Apprenticeship Support Network (AASN) by
delivering a system to automate many of the current manual and paper based processes involved in
Australian Apprenticeships. AAMS will replace the existing Training and Youth Internet Management
System (TYIMS) and provide a platform for these functions and services and facilitate the electronic
storage of employer, apprentice, and service provider information, and make Commonwealth
payments.

Key capabilities of the new system include:

¢ Client and contact management - enabling a single platform for customer information, online
sign-up of apprenticeships and online management and filing of records and contracts;

o Determining eligibility for payments — calculating if Apprentices, employers-and service
providers are eligible to receive payments under the Australian Apprenticeships Incentives
Programme, Australian Apprenticeships Support Network and Trade Support Loan programme
based on a business rules engine; and '

¢ Payments - including automatic monitoring and calculation when payments should be made to
Apprentices, employers and service providers who are eligible for payments with online claims
submission and authorisation.

AAMS is scheduled to be fully implemented and available by-1 July 2016.

PROJECTS ASSURED has been engaged to provide direct a_ss’lurance,.and objective advice to the Senior
Sponsoring Officer (SSO), . Deputy Secretary Skills and Training. Assurance will be
provided on the overall impiementation, timeframes, risks and the associated mitigations strategies.

2 Review Approach

This Assurance Review is the third in a series of four reviews o be conducted on the AAMS Project
leading up to the time of implementation on 1 July 2016. This third Assurance Review was conducted
during late February and mid March 2016 by | om PROJECTS ASSURED.

During the course of the review, the reviewers examined project documentation and conduct interviews
with key stakeholders. This report was produced at the conclusion of the review, detailing a series of
key findings and recommendations. This report also provides the basis for a recommended regular
communiqué from the Senior Sponsoring Officer to the Programme Team and other selected
stakeholders following-on from the Assurance Review.

The series of Assurance Reviews shall be conducted in accordance with the Australian Government's
Assurance Review (Gateway) Process. More information on this process can be found at:
http://www.finance.qov.au/gateway/review-process.html.

Key findings and recommendations arising from this second AAMS Assurance Review are detailed
below.

AAMS Project Assurance Review March 2016 - S50 Report
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3 Key Findings and Recommendations
The key findings and recommendations arising from this third Assurance Review are as follows:

Key Finding(s) Recommendation(s)

Schedule 1. Undertake a detalled review of the project
As was identified in the previous two Assurance Reviews, the schedule as soon as possible with a focus
AAMS Project is one of the largest and most complex ICT- on defining the critical path,

enabled business transformations the Department has ever interdependencies and actual status,
undertaken. The Department has limited experience in ICT- followed by a formal presentation of the
enabled transformations of this size, scale and delivery model schedule to the Programme Sponsonng
and thus intemal capability and capacity will be stretched. Group. Thereafter implement a regime of

regular schedule tracking and reporting.

The date for delivery (or ‘ga-live’) of early July 2016 set at the

commencement of the project remains non-negotiable. NOTE: We would be happy to draw on our

experience in this area to assist the project
team fo undertake this detailed reviow the
project schedule. Please let us know and
we will make time for this ASAP

While internal and external stakeholders interviewed appear
confident of meeting the delivery deadline, we maintain the
view that schedule is HIGH risk — in that there is limited
schedule contingency (float) and many things wifl need to
continue to go right for the project to deliver its full
scopefquality on time and to budget.

The high-level schedule provided to the review team duning the
week commencing 22 February 2016 was dated October 2015
- some 4-5 months out of date, When the review team queried
this, the high-level schedule was then updated and provided as
at 4 March 2016. Given the schedule was months out of date
and only updated when requested, it would appear the
schedule for the project is not being fracked nor used as a
management tool which is critical for successful delivery. Inter-
dependencies in the schedule are not clear, nor is the critical
path. Further, it is not clear what the actual status of the
projectis. The project would benefit from a detailed review of
the integrated schedule, identifying all activities within the
programme, with a focus on defining the critical path and
interdependencies, followed a presentation to the Programme
Sponsoring Group.

The Contingency Plan developed for the project appears to be
robust and comprehensive, which is positive.

Progress on testing activities, as it impacts schedule, is
covered in the Testing section of our report below.

AAMS Project Assurance Review March 2016 - SSO Report
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Key Finding(s) Recommendation(s)

Stakeholders & Business Change Management 2. Reinforce the importance of maintaining
Stakeholders and project team members interviewed maintain strong relationships at all of the governance
a strong desire for the AAMS project to succeed. This was layers of NEC and the Department.
portrayed by Departmental staff and contractors, and the ICT
vendor NEC. 3. Ensure external stakeholder engagement
(with STAs and Network Providers) is more
As was the case at the previous review in October 2015, NEC targeted to the individual needs of
remains confident it will deliver the required ICT solution and stakeholders in the lead-up to ‘go-live'.

‘trained trainers’ by 1 July 2016. The Department and NEC
have established a sound working relationship but it was noted
during this review that the relationship is now under increased
tension and strain. This is not unusual at this stage in a
project, some 3-4 months out from ‘go-live’, but both parties will
need to work hard fo maintain a positive working relationship
during this critical time,

At the time of the first Assurance Review in July 2015,
Departmental SES staff interviewed were cautiously optimistic,
while staff at EL2 level and below, and other contractors, were
less optimistic about achieving successful delivery of the
AAMS project prior to 1 July 2016. Optimism at all levels had
improved at the time of the last review in October 2015, as
visible progress was being made. During this review staff at all
levels remain optimistic about meeting the deadline, buit
concems over the quality of the solution:have begun to be
raised.

Extemnal stakeholder views wefe sought from-STAs and
Network Providers during this review. ‘Without excepfion, all
external stakeholders interviewed were enthused about, and
appreciative of,.the universal engagement undertaken by the
project team to date. This is very positive and the project team
should be congratulated on their efforts to date.

External stakeholders did however state that they are keen to
receive more targeted engagement (specific to their needs)
over the coming months to ensure they are ready for the new
solution and able to-realise the benefits promised.

AAMS Project Assurance Review March 2016 — SSO Report
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Key Finding(s} Recommendation(s)

Programme Management Office Support and Ongolng 4

Assurance

The Programme Management Office (PMO) established by
Deloitte was effective, Deloitte's contract was extended from
December 2015 to February 20186, but Deloitte no longer has
any involvement on the project. As such, the valuable ongoing

assurance role that was provided in particular by the Deloitte
Partner :d Is now lacking,

Sandbox Experience 5.

The project recently stood-up and deployed a Sandbox
environment in order to provide early visibility of some
elements of the new capability to external stakeholders. While
stakeholders we complimentary of the Department providing
this Sandbox capability, all external stakeholders interviewed
during the review indicated that they had prolonged technical
difficulty accessing and then using the Sandbox environment.
The review team investigated this further and found that NEC
had only designed the Sandbox environment for up to 50 users
whereas 180+ users were provided with access, thus
overloading the system. This experience has adversely
impacted stakeholder confidence and work is required to
restore their confidence in the ICT solution as soon as
possible.

Governance 6.

Govemance confinues to be adequate at this stage of the
project, but could be enhanced by implementing the
recommendation regarding ongoing assurance by the Deloitte
Partner.

Again, as stated in the previous review, informal and formal
NEC involvement in the govemnance framework will be critical
to success.

Consider engaging the Deloitte Partner,

in an ongoing assurance
role for 0.5-1.0 day per week for the next 6
months to provide cngoing assurance fo the
Programme Sponsoring Group.

As a matter of priority, work proactively with
stakeholders to restore their confidence in
the ICT solution.

Maintain active informal/formal peer
govermance amrangements with NEC
executives,

AAMS Project Assurance Review March 2016 — SSO Report
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Key Finding(s) Recommendation(s)

NEC Team Office Accommeodation 7. Resolve NEC accommodation issues.

We were advised that the office accommodation provided by

the Department for NEC is not adequate. NEC staffarenotas 8. Collocate key Departmental and NEC staff
productive as they could be, with 5-6 NEC staff ‘crammed’ into on a single floor.

a single office with small screen laptops rather than using

desktop computers with dual monitors (which is common

practice).

At this critical stage of the project, ease of access to key NEC
and Departmental staff and regular communication between all
of those involved — via co-location on a single floor - will
imprave the ‘go-live’ result,

AAMS Project Assurance Review March 2016 — SSO Report
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Key Finding(s) Recommendation(s)

Testing 9. As part of the recommended schedule

The review team was provided with the Master Test Plan for review, investigate and ascertain the true

the project. This document is considered to be of good quality, status of al testing activities and determine
if sufficient time remans before 1 July 2016

Evidently some ‘pre-testing activities’ which shed early light on to complete them.

the quality of NEC's solution have been undertaken by the
project team, but these are not activities idenfified in the Test
Strategy/Plan.

A test status report (AAMS QA Report) dated

22 February 20116 was provided to the review team. This test
status report indicated that apart from the Test Strategy and
High Level Test Schedule which were complete, many testing
activities were delayed. Only one activity (Systems Integration
Testing) had commenced and it was only 2% complete.

The review team noted on the Project Schedules provided
(both the previous schedule dated 24 September 2015
(“previous schedule”) and the recently revised schedule dated
4 March 2015 ("current schedule™) that several testing
activities were to have commenced or be significantly
progressed by now. Specificaily:

= Non Functional Testing (NFT} was to commence in
early September 2015 and was programmed to be
complete by 18 March 2016. The AAMS QA Report
dated 22 February 2016 recorded the status of the
‘NFT Start milestone' as 0% complete — some six
months late.

= System and System Integration Testing was
scheduled to commence on 9 November 2015. Little
progress has been made, with the AAMS QA Report
dated 22 February 2016 showing it at only 2%
complete. This is estimated to be several months
behind schedule,

s UAT completion milestones do not correlate between
the AAMS QA Report dated 22 February 2016 and
the current schedule (20 May 2016 vs 26 June 2016
respectively).

The first two above points in particular are serious ‘red flags'
and require immediate investigation. We query at this stage
whether sufficient time remains before 1 July 2016 to complete
the required testing, thus potentially impacfing quality.

AAMS Project Assurance Review March 2016 - S50 Report
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Key Finding(s) Recommendation(s)

Risk Management
Project risk and issue management appears to be effective at | Nil. Other recommendations address this risk
this stage, with the exception of the risks to schedule and management finding.

quality arising from delays to testing, which needs focussed
immediate attention. Other recommendations refer.

Benefits Reallsation 10. Continue o enhance the Benefits
A Benefits Realisation Plan has been drafted. This document Realisation Plan with a focus on the
is key to ensuring that the original policy intent and reasons for ownership and tracking of the benefits.

condugcting this project are not lost, or diluted over time.
Further work is required to enhance this plan to include a focus
on the benefits associated with reducing time and
administrative burden on Network Providers and STAs. Work
is also required to enhance the benefits communication
component of the plan.

We trust that the above findings and recommendations are useful to you and the project team. Please let me
know if you have any queries.

Yours sincerely,

-UII I
=

AAMS Project Assurance Review March 2016 — SSO Report
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1 Background

The Department of Education and Training (the Department) Australian Apprenticeship Management
System {AAMS) will support the operation of the Australian Apprenticeship Support Network (AASN} by
delivering a system to automate many of the current manual and paper based processes involved in
Australian Apprenticeships. AAMS will replace the existing Training and Youth Internet Management
System (TYIMS) and provide a platform for these functions and services and facilitate the electronic
storage of employer, apprentice, and service provider information, and make Commonwealth
payments.

Key capabilities of the new system include:

¢ Client and contact management - enabling a single platform for customer information, online
sign-up of apprenticeships and online management and filing of records and contracts;

» Determining eligibility for payments ~ calculating if Apprentices, employers and service
providers are eligible to receive payments under the Australian Apprenticeships Incentives
Programme, Australian Apprenticeships Support Network and Trade Support Loan programme
based on a business rules engine; and

« Payments —including automatic monitoring and calculation when payments should be made to
Apprentices, employers and service providers who are eligible for payments with online claims
submission and authorisation.

PRrROJECTS ASSURED has been engaged to provide direct assurance and objective advice to the Senior
Sponsoring Officer (SSO), IR Deputy Secretary Skills and Training. Assurance will be
provided on the overall implementation, timeframes, risks and the associated mitigations strategies.

2 Review Approach

This Assurance Review is the fourth in a series of reviews to be conducted on the AAMS Project
leading up to the original time of implementation on 1 July 2016. This fourth Assurance Review was
conducted by INNEEEEEEEEEEE o PROJECTS ASSURED in the last week of June and into
the first week of July 2016.

During the course of the review, the reviewers examined project documentation and conducted
interviews with key stakeholders, This report was produced at the conclusion of the review, detailing a
series of key findings and recommendations. This report also provides the basis for a recommended
regular communigué from the Senior Sponsoring Officer to the Programme Team and other selected
stakeholders following-on from the Assurance Review.

The seties of Assurance Reviews were conducted in accordance with the Australian Govermment's
Assurance Review {Gateway) Process. More information on this process can be found at:
hitp://www.finance.gov.au/gateway/review-process.html.

Key findings and recommendations arising from this second AAMS Assurance Review are detailed
below.

1 The third (previous) review was conducted in March 2016.

AAMS Project Assurance Review July 2016 — SSO Report
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3 Key Findings and Recommendations

The key findings and recommendations arising from this fourth Assurance Review are as follows:

Key Finding(s) Recommendation(s)

Schedule

As was identified in the previous Assurance Reviews, the
AAMS Project is one of the largest and most complex ICT-
enabled business transformations the Department has
undertaken. The Department has limited experience in ICT-
enabled transformations of this size, scale and delivery model
and thus intemal capability and capacity has been and will
continue to be stretched.

The date for delivery (or ‘go-live”) up until this review was set
for early July 2016. This date was set at the commencement of
the project and was considered non-negotiable. Since the
previous review (in March 2016) the scheduled date for
delivery (or ‘go-live’) had been re-base lined to early

October 2016, This date was agreed in consultation with the
Network providers and the Minster.

During the previous review it was evident that a consolidated
master schedule was not being maintained. Projects Assured
agreed to ‘workshop' the formation of the master schedule with
the project team with the purpose of creating a master
schedule covering all aspects of the project with a strong focus
on ensuring sufficient and realistic time is allocated for testing
and defect resolution in the lead up to ‘go live'.

Since that schedule was agreed and a new 'qo live' date was
established (October 2016), NEC have sought additional time
to complete some of the core build components. This has
resulted in an acute lack of confidence by the Department in
NEC's ability to plan and resolve a number of major defects in
core components of the build.

The review team also noted that there was a lack of agreement
and clanty around the inclusion, or not, of some of the cntical
approved change requests and disaster recovery capability.

1.

Once the outcome of the technical review
(see later in this report) is complete,
determine the most appropriate re-
baselined delivery (or ‘go-live’) date giving
consideration to:

a. The effort and time required to
complete the build, including all
pending and approved change
requests;

b. The ability of the STAs and the
Network Providers fo transition to
AAMS as seamlessly as possible,

¢. Atimeframe that reflects the variety of
contractual obligations held by all
parties (e.g. Network Provider existing
software contracts being annual);

d. Development of an appropriately
targeted communications strategy
regarding the delays, with emphasis
placed on the impact and the rationale
of the revised date; and

e. Maintenance of quality as the
ovemiding factor in the delivery of the
system.

AAMS Project Assurance Review July 2016 - SSO Report
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Key Finding(s) Recommendation(s)

Technical Assurance

From the interviews conducted and the test results presented,
it is not clear to the review team, nor the Department, exactly
where the NEC solution buiid is up to, or whether the
architecture and/or implementation approach will yield the
desired result,

Testing & Quality
Progress with executing the test plan continues fo be delayed.

A test status report (AAMS QA Report} was provided to the
review team. This test status report indicated that apart from
the Test Strategy and High Level Test Schedule, which were
complete, many testing activities were significantly delayed
with a large proportion of the system functionality not yet
tested.

The review team also noted that a traditional approach to UAT
was not being undertaken, with the system being opened-up to
a large user base. Traditionally UAT involves a small subset of
users within a controlled environment with user specific
documentation to support the desired user testing outcome,

2. Engage Microsoft technical support to
provide technical assurance on the build to
date. This should include:

a.

b.

A review of the technical approach,
including the toolsets chosen;

A review of the implementation
methodology used by NEC and its
compliance with that recommended by
Microsoft;

An estimate of the remaining effort to
complete the solution buifd; and

An estimate of the remaining effort to
complete all pending and approved
change requests.

Where appropriate this review should also
include examination of other third party product
vendors included in the solution, such as Oracle

3.

~ and Intelledox.

Review the Test Strategy and Test Plan in
line with the revised schedule to include:

a.

b.

Adequate resources, time and detailed
planning across all test activities, and
A more traditional approach fo the
conduct of UAT .

AAMS Preject Assurance Review July 2016 ~ SSO Report
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Stakeholders & Business Change Management

As was the case in previous reviews, stakeholders and the
project team members interviewed maintain a strong desire for
the AAMS project to succeed. This was again portrayed by
Departmental staff and contractors, and the ICT vendor NEC
as well as external stakeholder from STAs and Network
Providers.

Despite delays in build completion and testing, the NEC
Account Lead remained confident in NEC's ability to deliver the
required ICT solution. In our opinion, this level of confidence
lacked supporting evidence, in that a number of core pieces of
functionality are not completed and tested, as well as critical
and approved changes requests not fully scoped nor
commenced,

During the course of this review, the review team noticed a
significant deterioration in the relationship between the parties.
This was maost evident betwaen the NEC Account Lead,

Whist it is not unusual for
the reiationship between the vendor and departmental teams fo
be under increased tension and strain at this stage in a project,
our view is that this is having, and will continue to have, a
significant impact on successful delivery if left unchecked.

At the time of the first Assurance Review in July 20115,
Departmental SES staff interviewed were cautiously optimistic,
while staff at EL2 level and below, and other contractors, were
less optimistic about achieving successful delivery of the
AAMS project prior to 1 July 2016.

Optimism at all levels had improved during the past reviews in
October 2015 and March 2016, as visible progress was being
made. However, during this review staff at all levels expressed
little confidence in meeting the revised deadline, with
significant concerns over the quality of the solution being
expressed.

External stakeholder views were sought from STAs and
Network Providers during the review. Without exception, all
external stakeholders interviewed were enthused about, and
appreciative of, the universal engagement undertaken by the
project team to date. This is very positive and the project team
should be congratulated on their efforts to date in this regard.

External stakeholders did again state frustration with continued
revised UAT timeframes and the lack of communication on
progress. They also expressed concem over the impacts of
further delays with respect to their other contractual obligations
with other software vendor providers — many current software
contracts are on an annual basis.

Engage with NEC Senior Management to
determine a realistic achievable build and
test schedule including all required
functional and non-functional requirements
as well as all required change requests.

Review the project team structure and
personnel to ensure effective working
relationships with a focus on joindly
achieving a successful delivery.

Ensure external stakeholder engagement

" (with STAs and Network Providers) is

targeted and consistent,

Proactively set-about re-building the

. confidence of STAs and Network Providers

in the Department's ability to deliver a
quality product that achieves the policy
objectives.

AAMS Project Assurance Review July 2016 — SSO Report
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Key Finding(s) Recommendation(s)

Governance 8. Request an urgent meeting with NEC
Govemance continues to be adequate at this stage of the Senior Management to express serious
project concems over delivery with the view of

agreeing a shared solution.

Again, as stated in the previous review, informal and formal

NEC involvement in the governance framework will be critical Maintain active informal and formal peer

governance arrangements with NEC

to success. ) SF S
executives (as per the details in our initial
review in July 2015).

Risk Management

Project risk and issue management appears to be effective at  Nil. Other recommendations address this risk

this stage, with the exception of the risks to schedule and management finding.

quality arising from delays to testing, which needs focussed
immediate attention. Other recommendations refer.

Benefits Realisation 10. Continue to enhance the Benefits
A Benefits Realisation Plan has been drafted. This document Realisation Plan to ensure policy outcomes
is key to ensuning that the original policy intent and reasons for are achieved.

conducting this project are not lost, or diluted over ime.
Further work is required to enhance this plan to include a focus
on the benefits associated with reducing time and
administrative burden on Network Providers and STAs. Work
is also required to enhance the benefits communication
component of the plan,

We trust that the above findings and recommendations are useful to you and the project team. Please let me
know if you have any queries.

Yours sincerely,

Director

AAMS Project Assurance Review July 2016 — S50 Report
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1. BACKGROUND

The Department of Education and Training (the Department) Australian Apprenticeship Management
System (AAMS) will support the operation of the Australian Apprenticeship Support Network (AASN) by
delivering a system to automate many of the current manual and paper based processes involved in
Australian Apprenticeships. AAMS will replace the existing Training and Youth Internet Management
System (TYIMS) and provide a platform for these functions and services and facilitate the electronic
storage of employer, apprentice, and service provider information, and make Commonwealth
payments.

Key capabilities of the new system include:

« Client and contact management - enabling a single platform for customer information, online
sign-up of apprenticeships and online management and filing of records and contracts;

¢ Determining eligibility for payments — calculating if Apprentices, employers and service
providers are eligible to receive payments under the Australian Apprenticeships Incentives
Programme, Australian Apprenticeships Support Network and Trade Support Loan programme
based on a business rules engine; and

¢ Payments - including automatic monitoring and calculation when payments should be made to
Apprentices, employers and service providers who are eligible for payments with online claims
submission and authorisation.

PROJECTS ASSURED has been engaged to provide direct assurance and objective advice to the Senior
Sponsoring Officer (SSO), NN Deputy Secretary Skills and Training. Assurance will be
provided on the overall implementation, timeframes, risks and the associated mitigations strategies.

Since the last Assurance Review the project has been re-baselined, with a new go-live date in early
July 2017.

2. REVIEW APPROACH

This Assurance Review is the fifth in a series of reviews to be conducted on the AAMS Project leading
up to the revised implementation date of July 20171. This Assurance Review was conducted by I
I - I from PROJECTS ASSURED in December 2016,

During the review, the reviewers examined project documentation and conducted interviews with key
stakeholders. This report was produced after the review, detailing a series of key findings and
recommendations. This report also provides the basis for a recommended regular communiqué from

! The (previous) review was conducted in June/luly 2016.

AAMS Project Assurance Review December 2016 — SSO Report
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the Senior Sponsoring Officer to the Programme Team and other selected stakeholders following-on
from the Assurance Review.

The series of Assurance Reviews were conducted in accordance with the Australian Government’s
Assurance Review {(Gateway) Process. More information on this process can be found at:
http:/iwww.finance.gov.au/gateway/review-process.html.

A summary and key findings and recommendations arising from this AAMS Assurance Review are
detailed below.

3. SUMMARY OF KEY POINTS

During the review, we found improvements against several of the key findings identified in previous
reviews, as follows:

» NEC's acknowledgement that they had underestimated the complexity of the AAMS system
and that they had significantly under resourced the technical development.

 NEC's recognition of the inexperience and inadequacy of their leadership team on the project.

= Assurances through the NEC Executives of their commitment to delivering the successful
outcomes for the Department, regardiess of any commercial losses sustained.

« Significant improvement in relationships at the working level between NEC's project
management team and the Department’s project management team.

» Asignificant increase in the quantity of NEC technical resources deployed to the project.

Overall the review team found positive ‘inputs’ as a solid foundation to support a successful delivery,
and whilst several interim milestones are being met and many pre-existing defects are being resolved,
there is still a significant amount of the system that has not been built.

The time to complete all activities, with a focus on quality remains very tight and has limited to no
contingency around major components of the build and the likely increase in defects expected fo arise
from external UAT. Several CRs are still being assessed by NEC and the corresponding effort is not
currently in the schedule — posing additional risk to timely delivery.UAT is likely to result in an increase
in the total number of defects within the system and potentially several critical change requests from the
provider network specifically at the time of external UAT. Therefore, there is still a significant level of
“trust me” with NEC as substantial material evidence of successful delivery and increase in quality of
the build will not materialise until March 2017,

More work needs to be done to develop and maintain a detailed schedule on gl the testing activities
including the total number of test cases that will need to be run, modelled arithmetically on realistic
defect rates and resolution time frames (with explicit assumptions).

The Department needs to ensure that there are sufficient testing recourses available intemally and
externally to complete all testing activities, making sure that NEC cannot claim at any stage that they
are being delayed by the Department,

AAMS Project Assurance Review December 2016 — SSO Report
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The project team needs to provide in more detail the defect resolution rate, expected defect numbers
during the up-coming testing phases, and defect resolution time - as a basis for executive discussion at
the PSG meeting in Jan 2017,

The PSG needs to move its focus on matters of strategic importance, as follows:

L]

Is the business case still valid, i.e. is ‘what' the department is seeking to achieve through AAMS
still valid? Not focusing on the *how’ and the “who", but the “what”, This discussion will help
frame any future decisions around the delivery if and when further issues materialise.

What benefits will be derived, by whom and by when?

What is the contingency around a Minimal Viable Product MVP and schedule?

What is the contingency around potentially discontinuing with NEC?

What is the communications strategy will all key stakeholders, and when {particulary in the
context of activating any contingency plans above)?

How will we deal with the anticipated volume of “defects / CR's" that will be raised during
external UAT?

4.

KEY FINDINGS &
RECOMMENDATIONS

The key findings and recommendations arising from this Assurance Review are as follows:

Key Finding(s) Recommendation(s)

AAMS Project Assurance Review December 2016 — SS0 Report
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Key Finding(s) Recommendation(s)

Schedule

The AAMS Project remains one of the largest and most
complex ICT-enabled business transformations the
Department has undertaken. The Department has limited
experience in [CT-enabled transformations of this size, scale
and delivery model and thus internal capability and capacity
has been and will continue fo be strefched.

Since our last review in July 2016, the project has been re-
baselined with a revised date for delivery (‘go-live’) being now
scheduled for July 2017.

A consolidated master schedule has been established and
maintained. The master schedule covers most of the key
components of the system. There are a number of pending and
approved CR's that do not appear to be in the master
schedule. At the time of the review, this inclusion had been
requested by us.

The review team also noted that more detail is required around
testing activities with a strong focus on ensuring sufficient time
is allocated for end to end testing and defect resolution in the
lead up to ‘go kve', The review team again note that quality
should remain the primary focus.

NEC remain committed to their ability to deliver on the
schedule, however there remains some inconsistency
regarding the scope of the key 31 March 2017 deliverable.

- The review team also note there is still a significant amount of
work o complete within the revised timeframe and time
remaining to deliver remains tight.

Network providers and STAs have not received comprehensive
communication regarding the status and expected progress of !
the delivery. They expressed a low level of confidence that

they will have a fully functioning product that will deliver on the E
expected savings by July 2017.

The review team were also advised that a Change Request
(CR) had been raised regarding disaster recovery capability,
however it had not yet been approved nor reviewed for
Information Security Manual (ISM) compliance.

1.

po

g

”m

immediately update the master schedule fo
include all the pending and approved
Change Requests and detailed end to end
testing activities.

Continue to maintain, monitor and report on
the progress against the revised master
schedule.

Immediately escalate any potential risk to
schedule to the Senior Sponsoring Officer
(SS0).

Ensure that disaster recovery capability
meets prescribed information security
standards.

Ensure that an impact assessment is
completed on all proposed Change
Requests.

Develop and execute a targeted
communtcations strategy with the STAs and
network providets.

Maintain quality as the overriding factor in

the delivery of the system.

AAMS Project Assurance Review December 2016 — SS0 Report
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Key Finding(s) Recommendation(s)

Testing & Quality

Quality of build and testing capacity and capability remain of
significant concemn fo the review team with a large proportion of
the system functionality not yet built or tested. Previous
reviews have highlighted significant issues with quality of the
build and testing timeframes allocated within the schedule,

The review team found some early indications that NEC have
implemented more robust QA processes and increased the
numbers of developer and testing recourses. The review team
also found some indicative evidence that the defect rate on the
“new build” was decreasing and represented a more
reasonable level of defects (in the range of 10-20%), noting
these are early indications only.

The review team also noted that the Department is still
undertaking business process mapping activities with
providers, which is very late in the project lifecycle. This late
analysis combined with late external UAT creates a high
probability that a large number of user defects / Change
Requests will be identified late in the testing schedule and
close to the time of deployment,

The review team noted that a better practice approach to UAT
is planned, leaming the lessons from previous testing activities
on the project - with the system being tested by a small subset
of users within a controlled environment with user specific
documentation fo support the desired user testing outcome.
The review team where not provided with the documentation to
support this revised approach, but we are pleased to hear that
this better practice approach is planned to be adopted.

UAT is likely to result in an increased number of defects and
potentially critical CRs. The review team noted that the project
team acknowledges the high likelihood of this, however found
little evidence that any contingency planning has been
undertaken in this regard.

8.

10.

11,
12.

13.

The project team (NEC to lead) as a matter
of priority provide in more detail the defect
resolution rate, expected defect numbers
during the up-coming testing phases, and
defect resolution time, for executive review
and discussion at the PSG meeting in
January 2017,

Develop and maintain a more detailed
schedule on all the testing activities
including the total number of test cases that
will need to be run, and assumptions on
number of defect rates and resolution time
frames,

Ensure that there are sufficient testing
recourses available intemally and extemally
to complete all testing activities,

Develop contingency plans around the
likely outcomes of UAT.

Provide adequate resources, time and
detailed planning across all test activities.
Adopt and maintain the planned better
practice approach to the conduct of UAT.

AAMS Project Assurance Review December 2016 — SSO Report
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Key Finding(s) Recommendations)

Technical Support & Assurance

Since our [ast review, the Department has sought guidance 14. Continue to engage with software providers
from Microsoft in relation to its Customer Refationship including Microsoft, Oracle and Intelledox
Management (CRM) implementation for AAMS, technical support to provide technical

assurance on the build.

The primary purpose of the review was to assess ifthe CRM 15, Ensure that the recommendations from the
implementation was aligned to recommended Microsoft Microsoft review are implemented and
practices and whether it is an appropriate platform to meet the monitored as appropriate.

business requirements. This review has been completed and

several recommendations were made and agreed.

AAMS Project Assurance Review December 2016 — SSO Report
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Key Finding(s) Recommendation(s)

Stakeholders & Business Change Management

As was the case in previous reviews, stakeholders and the
project team members interviewed maintain a strong desire for
the AAMS project fo succeed. This was again portrayed by
Departmental staff and contractors, and the ICT vendor NEC
management and Executive as well as external stakeholders
from STAs and Network Providers. However, during this review
the team found a consistent theme of uncertainty around
producing a successful outcome by the revised due date by
Departmental staff and contractors, and at the SES level.

NEC's new Account Lead and NEC's executive team:

» acknowledged that they had underestimated the
complexity of the AAMS system and that they had
significantly under resourced the technical
development.

* recognised the inexperience and adequacy of their
previous leadership team on the project,

» Provided assurances through the NEC Executives of
their commitment to delivering the successful
outcomes for the Department, regardiess of any
commercial losses sustained,

=  Acknowledged the significant improvement in
relationship at the working level between NEC's
project management team and the Department’s
project management team,

= Acknowledged a significant increase in the quantity of
technical resources deployed to the project; and

» Remained confident in NEC's ability to deliver the
required ICT solution.

Again, whilst NEC's acknowledgment of the above is important
it still is our opinion that this level of confidence lacked
supporting evidence. A significant number of core pieces of
functionality are not yet completed or tested, defect numbers
remain high and in our opinion defects will continue to increase
until test coverage across all system functionality is
complete. There also remains critical and approved and
unapproved changes requests CR's not fully scoped
scheduled nor commenced. Therefore, there is still a
significant level of “trust me” with NEC as substantial
material evidence of successful delivery and increase in
quality of the build will not materialise until at least March
2017.

During this review, the review team noticed a significant
improvement in relationships at the working level between
NEC's project management team and the Department's project
management team. Whilst this certainly is a positive input, on

16.

17.

18.

19,

Al staff including Senior Executives should
maintain a positive attitude towards the
success of the project whilst performing
their governance role.

Continually monitor the project team’s
structure and personnel to ensure effective
working relationships, with a focus on jointly
achieving a successful delivery outcome,

Ensure extemnal stakeholder engagement
(with STAs and Network Providers) is
targeted and consistent.

Continue to focus re-building the
confidence of STAs and Network Providers
in the Department’s to deliver a quality
product that achieves the policy objectives.

Extemhalogptaidisolderviewsmbreayaiattugit GreapdT As and
Network Providers during the review.

It has become clear that expectations on what AAMS will
deliver for them and their dependence on third party software
(e.a. Job Ready) are materially different. Many are/were of the

Page 7
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Key Finding(s) Recommendation(s)

The Focus of PSG

Governance continues to be adequate at this stage of the
project with teams meeting on a regular basis and PSG
providing sound oversight.

Again, as stated in the previous review, informal and formal
NEC involvement in the govemnance framework will be critical
fo success, and should be maintained.

The PSG has been actively involved in monitoring delivery and
defect resolution, Whilst a reduction in the onginal number of
defects i1s a good indicator, on its own it does not provide
enough detail to monitor progress (see recommendation 8).

Risk Management

Project risk and issue management appears to be effective at
this stage, except for the risks to schedule and quality -
potentially arising from delays to testing and the high likelihood
of receiving significant quantities of user generated Change
Requests and defects from UAT - which needs focussed
immediate attention. Other recommendations refer.

20. In conjunction with monitoring schedule,
budget, nsks and 1ssues, the PSG needs to
focus some attention on matters of strategic
importance, including:

Is the business case still valid, i.e. is
‘what’ the department is seeking to
achieve through AAMS still valid? Not
focusing on the *how' and the “who",
but the “what”. This discussion will help
frame any future decisions around the
delivery if and when further issues
materialize.

What benefits will be derived, by whom
and by when?

What is the contingency around a
Minimal Viable Product MVP and
schedule?

What is the contingency around
potentially discontinuing with NEC?
What is the communications strategy
will all key stakeholders, and when
(particularly in the context of activating
any contimgency plans above)? How
will we deal with the anticipated volume
of “defects / Change Requests” that will
be raised during extemal UAT?

21. Maintain acfive informal and formal peer
governance arrangements with NEC
executives (as per the details in our initial
review in July 2015).

Nil. Other recommendations address this risk
management finding.

AAMS Project Assurance Review December 2016 — 5SSO Report
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Key Finding(s) Recommendation(s)

Benefits Realisation 22. PSG to review the current artefacts on

A Benefits Realisation Plan has been drafted. This document Benefits Realisation.

remains key to ensuring that the original policy intent and 23. Continue fo enhance the Benefits

reasons for conducting this project are not lost, or diluted over Realisation Plan in partnership with the

time. policy areas to ensure policy outcomes are
achieved.

Further work is required to enhance this plan to include a focus
on the benefits associated with reducing time and
administrative burden on Network Providers and STAs. ]

Work is also required to enhance the benefits communication
component of the plan.

We trust that the above findings and recommendations are useful to you and the project team. Please let me
know if you have any queries.

Yours sincersjy,

Director

AAMS Project Assurance Review December 2016 — SSO Report
Page 9



PROJECTS
ASSURED

AUSTRALIAN APPRENTICESHIPS MANAGEMENT SYSTEM
PROJECT - ASSURANCE REVIEW REPORT

DEPARTMENT OF EDUCATION & TRAINING 8/05/2017




@ PROJECTS ASSURED

Document Author and Owner

Authors Ei Executive Mianagement Consultants

" Owner — Director "

Reviston History

VERSION | UPDATE DATE UPDATED BY

0.1 . Initial draft
0.2 |8May2017 [ | OA revised draft
1.0 I  Final version incorporating client feedback
- (ifany)
Document Sign-off

This document has been formally accepted by:

NAME, TITLE, ORGANISATION SIGNATURE

I Dcputy Secretary Skills and

Training, Department of Education and Training




@ PROJECTS ASSURED

CONTENTS

1

2

3. SUMMARY OF KEY POINTS .ot rsssse e nmsssserssssnansssssanans 2
4



@ PROJECTS ASSURED

1. BACKGROUND

The Department of Education and Training (the Department) Australian Apprenticeship Management
System (AAMS) will support the operation of the Australian Apprenticeship Support Network (AASN) by
delivering a system to automate many of the current manual and paper based processes involved in
Australian Apprenticeships. AAMS will replace the existing Training and Youth Interet Management
System (TYIMS) and provide a platform for these functions and services and facilitate the electronic
storage of employer, apprentice, and service provider information, and make Commonwealth
payments.

Key capabilities of the new system include:

o Client and contact management - enabling a single platform for customer information, online
sign-up of apprenticeships and online management and filing of records and contracts;

» Determining eligibility for payments — calculating if Apprentices, employers and service
providers are eligible to receive payments under the Australian Apprenticeships Incentives
Programme, Australian Apprenticeships Support Network and Trade Support Loan programme
based on a business rules engine; and

¢ Payments — including automatic monitoring and calculation when payments should be made to
Apprentices, employers and service providers who are eligible for payments with online claims
submission and authorisation.

PROJECTS ASSURED has been engaged to provide direct assurance and objective advice to the Senior
Sponsoring Officer (SSO), [ Deputy Secretary Skills and Training. Assurance will be
provided on the overall implementation, timeframes, risks and the associated mitigations strategies.

Since the last Assurance Review the project has been re-baselined, with a new go-live date of
6 November 2017.

2. REVIEW APPROACH

This Assurance Review is the sixth in a series of reviews to be conducted on the AAMS Project leading
up to the revised implementation date of 6 November 20171, This Assurance Review was conducted

by - d I from PROJECTS ASSURED in April 2017.

During the review, the reviewers examined project documentation and conducted interviews with key
stakeholders. This report was produced after the review, detailing a series of key findings and
recommendations. This report also provides the basis for a recommended regular communiqué from

1 The (previous) review was conducted in December 20186.

AAMS Project Assurance Review April 2017 = S50 Report
Page 1
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the Senior Sponsoring Officer to the Project team and other selected stakeholders following-on from the
Assurance Review.

The series of Assurance Reviews were conducted in accordance with the Australian Government's
Assurance Review (Gateway) Process. More information on this process can be found at;

hitp.//www.finance.qov.au/gateway/review-process.html.

A summary and key findings and recommendations arising from this AAMS Assurance Review are
detailed below.

3. SUMMARY OF KEY POINTS

1.1.1 Revised Go-live Date

Since the last review in December 2016 the timeframe for the roll-out of the Australian Apprenticeships
Management System (AAMS) has again been extended, with AAMS scheduled for ‘Go-Live' on
Monday 6 November 2017. This revised date was communicated to STAs and Network Providers on 27
February 2017.

1.1.2 Continued Improvements

During this review, we again found improvements against several of the key findings identified in
previous reviews, as follows:

e NEC continues to acknowledge that they had underestimated the complexity of the AAMS
system and that they had significantly under resourced the technical development.

» The collective project team has a more comprehensive understanding of the scope of what is
being delivered within the AAMS Project.

= Higher levels of confidence in the experience and competence of the NEC on ground
leadership team.

¢ Continued assurances through the NEC Executives of their commitment to delivering the
successful outcomes for the Department, regardless of any commercial losses sustained.

e Continued improvement in relationships at the working level between NEC's project
management team and the Department's project management team.

» A sustained increase in NEC technical resources deployed to the project.

Again, at the operaftional level, the review team found many positive ‘inputs’ as solid foundations to
support successful delivery.

1.1.3 Significant Amount of Work Remaining, with Limited Contingency

The first agreed (30 April 2017) 'gateway’ milestone deliverables where achieved however there is still
a significant amount of the system that has not yet been built or tested.

AAMS Project Assurance Review April 2017 - S50 Report
Page 2
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Whilst the time frame has again been extended, the fime to complete ali activities, with a focus on
guality remains very tight, with limited contingency around major components of the build and external
UAT. .

As identified in the previous review, external UAT by its very nature is likely to result in an increase in:

¢ the total number of defects within the system; and
o several critical change requests from the provider network.

1.1.4 Stakeholder Confidence Remains Low
Confidence levels of the Network Provider and STAs remain low for several reasons, as follows:

¢ Continued delays and movement in go-live dates;

« Limited communication regarding progress since Feb 2017
« Limited or no visibility of the functionality of the system; and
« Past deployment and UAT experience (e.g. forms).

1.1.5 \Variation in Responses to Questions on Project Status

During this review, we posed several key questions to NEC and Departmental project team members,
as follows:

e How much of the system has been built?

« How much of what has been built been tested?
e Whatis the trend in defect resolution (quality)?
e How much is yet to be built?

» How many test cases are still to be developed?
e How many test cases to be executed?

The responses to these questions varied considerably, which indicates a lack of a shared
understanding about the true status of the project.

1.1.6 Improved Testing Reporting

With NEC delivering core components of functionality between now and June 2017, a focus on testing
activities including the total number of test cases that will need to be run, modelled arithmetically on
realistic defect rates and resolution time frames (with explicit assumptions) will be required.

1.1.7 Test Management Expertise and Resourcing

The Department needs to ensure that there is strong testing expertise leading the test team and
sufficient resources provided internally and externally fo complete all testing activities — while making
sure that NEC cannot claim at any stage that they are being delayed by the Department.

AAMS Project Assurance Review April 2017 — S50 Report
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1.1.8 Validity of the Business Case

During this review, we developed heightened concems regarding the ongoing viability of the Business
Case - with significant doubt being cast over the extent of benefits to be realised and whether the
envisaged policy outcomes can be achieved.

This is the most significant finding of this review and as noted in recommendations, a specific body of
work should be commissioned fo determine how viable the Business Case is for this project.

1.1.9 Need for Ongoing Strategic Focus

As identified in the previous review, the PSG {Executive) needs to move its focus on matters of
strategic importance, as follows:

Is the business case still valid, i.e. is ‘what’ the department is seeking to achieve through AAMS
still valid?

What benefits will be derived, by whom and by when?

What is the contingency around a Minimal Viable Product MVP and schedule?What is the
communications strategy will all key stakeholders, and when (particularly in the context of
activating any contingency plans)?

How will we deal with the anticipated volume of “defects / CR's" that will be raised during
external UAT?

What is the contingency around potentially discontinuing with NEC?

AAMS Project Assurance Review April 2017 - S50 Report

Page 4



@ PROJECTS ASSURED

4. KEY FINDINGS &

RECOMMENDATIONS

The key findings and recommendations arising from this Assurance Review are as follows:

Key Finding(s) Recommendation(s)

Schedule

As stated in all previous reviews, the AAMS Project remains
one of the largest and most complex ICT-enabled business
transformations the Department has undertaken. The
Department has limited experience in ICT-enabled
transformations of this size, scale and delivery model and thus
internal capability and capactty has been and will continue to
be stretched.

Since the last review in December 2016, the timeframe for the
roll-out of the Australian Apprenticeships Management System
(AAMS} has again been extended with AAMS scheduled for
'‘Go-Live' on Monday 6 November 2017, This revised dafe was
communicated to STAs and Network Providers on 27 February
2017.

The review team again note there is stili a significant amount of
work to complete despite the extended timeframe.

As was the case in the previous review, Network providers and
STAs have not received comprehensive communication
regarding the status and expected progress of the delivery.
They continued to express a low level of confidence that they
will have a fully functioning product that will deliver on the
expected savings by the revised date.

The review team also noted that at the time of the review the
variation to the contract with NEC had not been executed.

1.

4,

Continue to maintain, monitor and report on
the progress against the revised master
schedule, with a keen focus on how much
of the system Is built / not yet built, and how
much has been tested / yet o be tested.

Develop and execute a targeted
communications strategy with the STAs and
network providers (as recommended in the
previous review).

Maintain quality as the overriding factor in
the delivery of the system {as
recommended in the previous review).

Execute the variation to the confract with
NEC as soon as possible.

AAMS Praject Assurance Review April 2017 - 880 Report
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Key Finding(s) Recommendation(s)

Testing & Quality

Quality of build and testing capacity and capability remain of 5. The project team (NEC to lead) as a matter

significant concern to the review team with a large proportion of of priority, and ongoing provide in more

the system functionality not yet built or tested. All reviews to detail the defect resclution rate, expected

date have highlighted significant issues with quality of the build defect numbers during the up-coming

and testing timeframes allocated within the schedule. testing phases, and expected defect
resolution time (as recommended in the

The test plan should ensure sufficient time is allocated for end previous review).

to end testing and defect resolution in the lead up to ‘go live'. o .

The review team again note that quality should remain the 6. Develop and maintain a more detailed

primary focus. schedule on all the testing activities

including the total number of test cases that
will need to be run, and assumptions on
number of defect rates and resolution time
frames (as recommended in the previous

The review team noted a change in the appointed Test
Manager. Given that achievement of high quality outcome is of
prime focus, the management of, and timely reporting against,

the test plan are fundamentally important, The Executive needs review).

to ensure that the Test Manager has the required experience, )

assigned resources and support at this critical time in the 7. The Executive ensure that the Test
project lifecycle. Manager has the required experience,

assigned resources and support.
The review team again found some indications that NEC have

implemented more robust QA processes and increased the 8. Develop contingency plans around the
numbers of developer and testing recourses. The review team likely outcomes of UAT (as recommended
also found some further evidence that the defect rate on the in the previous review).

“new build” was decreasing and represented a more
reasonable level of defects (in the range of 10-20%), noting
that there is still a large percentage of the testing not yet
commenced.

The review team also noted that the Department is still
undertaking business process mapping activities with
providers, which is very late in the project lifecycle, This late
analysis combined with late external UAT creates a high
probability that a large number of user defects / Change
Requests will be identified late in the testing schedule and
close to the time of deployment. Furthermore, this business
process mapping exercise is identifying some gaps in
fundamental assumptions regarding the Business Case and
the extent to which Network Providers will benefit from AAMS.
It is also revealing that Network Providers have become
increasingly reliant on third party software (i.e. 'Job Ready' in
most cases).

AAMS Project Assurance Review April 2017 - S50 Report
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Key Finding(s) Recommendation(s)

Technicai Support & Assurance |

Since our last review, the Department had again sought + 9. Continue, as required, to engage with
guidance from Microsoft in relation to ts Customer ] software providers including Microsoft,
Relationship Management (CRM) implementation for AAMS, '  Oracle and Intelledox technical support fo

provide technical assurance on the build
(as recommended in the previous review).

10. Ensure that the recommendations from the
Microsoft review are implemented and
monitored as appropriate (as recommended
in the previous review).

AAMS Project Assurance Review April 2017 - 550 Report
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Key Finding(s) Recommendation(s)

Stakeholders & Business Change Management
Stakeholders and the project team members interviewed
continue to maintain a strong desire for the AAMS project to
succeed. This was again portrayed by Departmental staff and
contractors, and the ICT vendor NEC management and
Executive as well as extemal stakeholders from STAs and
Network Providers.

However, during this review the team found a consistent theme
of uncertainty around producing a successful policy outcome
that meets the expectations of both the Department, STAs and
Network Providers.

During this review, we again noted continued and sustained
improvement in relationships at the working level between
NEC's project management team and the Department’s project
management team. Whilst this certainly is a positive input, on
its own will not guarantee success,

External stakeholder views were again sought from STAs and
Network Providers during this review, Their confidence levels
remain low for a number of reasons, as follows;

# Continued delays and movement in go-live dates;

» Limited communication regarding progress since Feb
2017;

e Limited or no visibility of the functionality of the
system; and

o Past deployment and UAT experience (e.g. forms).

In addition, correspondence from National Australian
Apprenticeship Association in February 2017 raises significant
concems regarding timeliness, efficiencies, and the potential to
place providers at significant disadvantage with the introduction
of AAMS. The Association was quoted as follows:

“Currently providers have a lack of confidence in AAMS,
espocially in regard to it not being able to deliver the expected
efficiencies and not provide a financial advantage to AASN
providers”.

It has become clear that expectations on what AAMS will

deliver for Network providers and their dependence on third

party software (e.g. Job Ready) is materially different fo the

Business Case. Many are/were of the belief that AAMS would

replace the need for third party software, though it has become
| evident during this review that this is unlikely to be the case.

1.

12,

13.

Continually monitor the project team's
structure and personnel to ensure effective
working relationships, with a focus on jointly
achieving a successful delivery outcome
(as recommended in the previous review).

Ensure external stakeholder engagement
with STAs and Network Providers is
targeted and consistent (as recommended
in the previous review).

Continue to focus on building the
confidence of STAs and Network Providers,
through targeting their specific concems,

AAMS Project Assurance Review April 2017 - SSO Report
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Key Findina(s) Recommendation(s)

The Focus of PSG

Dunng this review, we developed heightened concerns 14. Commussion a specific hody of work to

regarding the ongoing validity of the Business Case - with determine how viable the Business Case

significant doubt being cast over the extent of benefits to be really is.

realised and whether the envisaged policy outcomes can be

achieved. 15. As per the previous review, in conjunction
with monitonng schedule, budget, risks and

Governance of the AAMS Project continues to be adequate at issues, the PSG focus some attention on

this stage - with project teams meeting on aregularbasisand |  matters of strategic importance, including:

PSG providing suitable oversight.
a. Is the business case sfill valid, i.e. is
Again, as stated in the previous review. informal and formal ‘what' the department is seeking to

NEC involvement in the governance framework will be critical achieve through AAMS still valid?
to success, and should be maintained. b.  What benefits will be derived, by whom

and by when?
( c. What s the contingency around a
i Minimal Viable Product MVP and
i schedule?

d. Whatis the communications strategy
will all key stakeholders, and when
(particufarly in the context of activating
any confingency plans above}?

e. How will we deal with the anticipated
volume of “defects / Change Requests”
that will be raised during external UAT?

f.  Whatis the contingency around
potentially discontinuing with NEC?

16, Continue to maintain active informal and
formal peer governance arangements with
NEC executives {as recommended in the
previous review).

Risk Management

As identified in the previous review, project risk and issue Nil. Other recommendations address this risk
management appears to be effective at this stage, except for management finding.

the risks to schedule and quality — potentially arising from

delays to testing and the high likelihood of receiving significant

quantities of user generated Change Requests and defects

from UAT - which needs focussed immediate attention. Other

recommendations refer.

AAMS Project Assurance Review April 2017 - 850 Report
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Key Finding(s) Recommendation(s)

Benefits Realisation
A Benefits Realisation Plan has been drafted. This document  17. PSG to review the current artefacts on

remains key to ensuning that the onginal policy intent and Benefits Realisation {as recommended in
reasons for conducting this project are not lost, or diluted over the previous review).
time.

18. Continue to enhance the Benefits
As stated in the previous review, further work is required to Realisation Plan in partnership with the
enhance this plan 1o include a focus on the benefits associated palicy areas to ensure policy outcomes are
with reducing time and administrative burden on Network achieved (as recommended in the previous
Providers and STAs. Work is also required to enhance the review).

benefits communication component of the plan,

We trust that the above findings and recommendations are useful to you and the project team. Please let me
know if you have any queries.

Yours sincerely,

Director

AAMS Project Assurance Review April 2017 - S50 Report
Page 10



m Microsoft

Project Schedule Review &
Recommendations

Australian Apprenticeships Management System (AAMS) -
Master Schedule

Prepared for
Department of Education and Training
3/29/2017

Version 3 Final

Prepared by




BE Microsoft

MICROSOFT MAKES NO WARRANTIES, EXPRESS OR IMPLIED, IN THIS DOCUMENT.

Complying with alt applicable capyright laws is the responsibility of the user. Without limiting the rights under
copyright, no part of this document may be reproduced, stored in or introduced into a retrieval system, or
transmitted in any form or by any means (electronic, mechanical, photocopying, recording, or otherwise), or for
any purpose, without the express wiitten permission of Microsoft Corporation,

Microsoft may have patents, patent applications, trademarks, copyrights, or other intellectual property rights
covering subject matter in this document. Except as expressly provided in any written license agreement from
Microsoft, our provision of this document does not give you any license to these patents, trademarks, copyrights,
or other intellectual property.

The descriptions of other compantes’ products in this document, if any, are provided only as a convenience to
you. Any such references should not be considered an endorsement or support by Microsoft. Microsoft cannot
guarantee their accuracy, and the products may change over time. Also, the descriptions are intended as brief
highlights to aid understanding, rather than as thorough coverage. For authoritative descriptions of these
products, please consult their respective manufacturers,

© 2014 Microsoft Corporation. All rights reserved. Any use or distribution of these materials without express
authorization of Microsoft Corp. is strictly prohibited.

Microsoft and Windows are either registered trademarks or trademarks of Microsoft Corporation in the United
States and/or other countries.

The names of actual companies and products mentioned herein may be the trademarks of their respective
owners,

Project Schedule Review & Recommendations, Version 3. Final
Department of Education and Training - Project Schedule Review and Recom...docx



Revision and Signoff Sheet

Change Record

Dhte Antht Varsion hange Refersnce

06 Mar 2017 — 0.1 Initial draft for review/discussion

oeMar2017 10 Walkthrough with DET on initial draft

oomar2017 [ 20 Updates to document

21Mar 2017 21 Inclusion of customer feedback

21mar 2017 [ 22 Updates to document

22 Mar2017 [ 3.0 Final Version provided
Reviewers

l"x';ﬁl?{'ﬂ Mersion -Approved Fosition

] 20 Setvice Delivery Manager 9 Mar 2017




B¥ Microsoft

Table of Contents

1 EXECUTIVE SUMIMATY coccririiictiiniincisssasis s ssssisssasisssassss e sassssssasssssssasssbsssmass s sasa s saosssssassssasssssssssssns 5
1.1 Overview of the AAMS Project Schedule................. e s s s e AR en 5
1.2 Summary of Key Findings and Actions Required .. : : rensessasestaasessanens .6
2 Project SChedule REVIEW ... ceessecereems et emssesses s essessnressssssest s sasesnss 9
2.1 Focus of ReVieW.....cmccrcommnes " s gt 9
2.2 Materials Used for the Review .........cocincren. - s seeres 9
2.3 Review Interviewees....... - R " " cormrsrens s b raas 9
3 APPENUIX e ssessrasssssss sesssss s sss s by sasb RS b BB AP R R bSS R AR ORR RRSER 10
3.1 Larger Diagrams from Section L1.....wceorermnreenen, . . rerussenaseussenasereseenasrareen 10
3.11  Diagram 1 - Re-baselining ........cummseireasusans eseresseens OO 10
312 Diagram 2 - Calendar Working Days....... . " cemereremasess s senaas s 11
3.13 Diagram 3 - Resource Over Allocation ... cveeesseessnnssans 12
3.14 Diagram 4 — Dependency Management........... . . cerereeetarenasetns e raeseen 12
3.15 Diagram 5 = Project Tracking — Rescheduling of Incomplete Tasks.......reemanes 13
3.16  Diagram 6 - Critical Path Analysis...........cou... — e 14
317 Diagram 7 — Activity Work Effort Estimates.........o....... : creernaseerseresarensanssasesenses 15
3.18  Diagram 8 — Lack of Resource Allocation for Completed Activities........ccuuecenrnnance 15
319 Diagram @ — Negative Slack.......ccucennernnscennns . : ceneer s reserana s ssearaeraee 16

3.1.10 Diagram 12 — Microsoft Sure Step Evolved Methodology ... 16




BT Microsoft

1 Executive Summary

Microsoft Corporation, through its Microsoft Enterprise Services division, have been engaged to
assist Department of Education and Training with an independent review of the AAMS project
schedule as part of Work Order 7-MPPQ4FLGK.

1.1 Overview of the AAMS Project Schedule

The AAMS Project Schedule (dated 3 March 2017 in a Microsoft Project format - .mpp), is a list
of project activities that are required to be completed for the Project Go Live.

Overall, the list of tasks required in the AAMS project schedule to deliver the desired outcome
appear to be complete. It is recognised that this is a complex and challenging project and
needs to be delivered in a relatively short timeframe.

A summary of key findings has been listed in subsequent section (Section 1.1) and these
findings are based on good project management practices based on using Microsoft Project as
the prime project management tool for managing the project activities.

The management of the AAMS project schedule will require a strong governance, with a
dedicated delivery team to deliver their work on time, on budget, with the right level of quality
and within a framework that enforces the rigor required for these types of engagements.

Some key points in this regard to focus on are:

» Ensure that accountabilities and responsibilities are clear within the delivery team

« Establish transparent processes and structures to guide the completion of project
activities

= Improve the mechanisms to highlight project dependencies and interdependencies
(using Microsoft Project as an example or via another means).

e Establish and enforce strong project planning and tracking, coordination and ensuring
high quality of delivery.

Page 5
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1.2 Summary of Key Findings and Actions Required

Below is a summary of key findings, risks, issues and recommendations. It is expected that the
Department of Education and Training (DET) is the owner for all recommendations and their

associated actions.

Referaneas

Finclings, Risks, ssues & Poss|ble

Impacts

Recommendations / Commeants

Microsoft identified the schedule
was not baselined in the version
provided. However, it was noted
that the Department of Education
advised this was due to an
agreement with the Department’s
delivery Partner {NEC), that a new
baseline has been agreed.

Microsoft recommends the
baselining of the new project
schedule so that future
variances from the original
baseline plan can be tracked
and addressed.

F Working
.. Days

The project plan only has only
identified 3 days as an exception
to the normal working days. The
ACT public holidays have not been
listed and this could impact the
project schedule timelines

To ensure that the setup of the
base calendar includes all the
ACT holidays and scheduled
time off as required by DET

3. esource It was noted that there are many It is recommended that

Allocation resources who have weekly efforts  allocation of resources in the
exceeding 40 hours per week. This  project plan are reviewed and
could lead to an unrealistic managed to ensure an accurate
schedule from a project tracking reflection of project progress
perspective, and tracking.
Microsoft have been informed that  Microsoft recommends that
NEC and DET are managing resource allocations to tasks are
resourcing data in a separate updated to reflect the new
document. resourcing model.

NEC . L. .
It was als:o notec.l fchat were In MS Project, it is advisable not
onboarding additional 20 .
to assign resources to summary
resources to address the .
. tasks as it may show
overallocation of current resources .
. overallocation of resources.
for the project.
4. There are a lack of Project dependency

dependencies {Predecessors and
Successors) reflected in the project
schedule and there is a potential
risk in being unable to ascertain
the project’s critical path leading

managernent is critical to a
good project schedule, and all
tasks should be linked with
predecessors and successors. If
tasks are unlinked, then this
could lead to having an

Project Schedule Review & Recommendations, Version 3, Finaf
Department of Education and Training - Project Schedule Review and Recom...docx
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References

Findings. Risks, lesuss & Possible

Impacts

Recommendations J Commants

up to go-live/project completion

inaccurate critical path.

Ly roject

Tracking —
Rescheduling

* of Incomplete
Tasks

In the AAMS project schedule, the
project tracking and rescheduling
of the Status Date (MS Project —
Project tab) is not addressed.

Ensure that the Status Date is as
of the current date of when the
updates are done and to ensure
that the rescheduling of late
tasks are undertaken.

ritical Path
. Analysis

It is difficult to determine the
Critical Path as there are unrealistic
slack’ numbers against the project
tasks. This inhibits the ability to
determine which tasks/tracks need
to be addressed or actioned upon
before they start impacting the
overall schedule.

Managing Critical Path on the
project schedule will ensure DET
will have a clear view of the
project end date.

In MS Project, it is advisable to
format the critical path in red
(using the Wizard) so that it is
visible to team members when
viewing the schedule.

Activity Work
Effort
Estimates

There are currently many tasks
with Zero Effort; as there are no
Resources assigned to them. This
hinders the ability to determine
the percentage {%) completion of
tasks. It also prevents the ability to
determine resource dependencies
between tasks.

Microsoft note the advice that NEC
and DET are managing resourcing
data in a separate document.

Microsoft recommends that
resource allocations to tasks are
updated to reflect the new
resourcing model.

Percentage complete
information should be updated
to enable accurate tracking of
work complete and assessment
of remaining effort.

ck of
Resource
Allocation for
Completed
Activities

Completed tasks have no
resources assigned to them and
this raises a risk as to determining
the completion percentage (%) of
those tasks.

Ensure that all tasks have
named resources as per the
resource loading plan to
mitigate this risk.

9, =“ Megative
: Slack

There is a lack of rigor in tracking
negative slack; resulting in not
being able to determine overall
slippage on the schedule.

Slack is the amount of time a task
within a project can be delayed
without endangering the project
deadline. This is often represented
as a positive or negative number
representing the number of days

It is recommended that tasks
under the Critical Path are
closely managed to ensure
timely completion of tasks as
per the schedule,

1 The significance of slack is the number of days a task can be delayed before it starts to impact the overall schedule.
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Referenges Findirmgs, Risks; |ssues & Possible Recommendations £ Comments

Impacts

of delay.

Negative slack is the amount of
time beyond a project’s scheduled
completion that a task within the
project requires.

Essentially, negative slack is the
amount of time that must be
saved to bring the project to
completion on time.

10. AAMS - High Level Establish Fit- A specific deliverable “Fit-Gap Completed
Review Gap analysis  analysis” was not identified in the
version of the schedule that was
reviewed.

Microsoft have been advised that
DET and NEC have superseded this
requirement with other technical

documentation.
11,  AAMS —High Level Requirements Done Completed recommendations
Review Traceability made in the AAMS — High Level
Review

12. Project The AAMS project schedule is It is prudent to ensure that the
Schedule currently based on lists of project schedule aligns to some
Structure - concurrent activities that mustbe  form methodology i.e.
Project completed for Go Live. The risk to  Microsoft’s Sure Step Evolved to

Methodology this is that missed activities are not  ensure that no critical tasks are
captured as part of this schedule overlooked.
and could impact the Go Live date.

Page 8
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2 Project Schedule Review

This review was conducted as a Project Schedule Review at the request of a DET Work Order on
Microsoft. This review was conducted between 06 March 2017 and 09 March 2017.

2.1 Focus of Review

This review focused on the following key areas of quality:

1)} Australian Apprenticeships Management System — Master Schedule (03 March 2017)
2) Validation that the Recommendations as part of the Australian Apprenticeship
Management System — High Level Review conducted by Microsoft were addressed as
part of the current AAMS Master Schedule
a. Recommendations
i. Establish Fit-Gap analysis
ii. Requirements traceability for the delivery.

2.2 Materials Used for the Review

The following materials were provided:

e Australian Apprenticeships Management System — Master Schedule dated 03 March
2017 & 24 March 2017 (in Microsoft Project)

* Australian Apprenticeship Management System — High Level Review (DET-AAMS-
ReviewV15 in Microsoft Word)

2.3 Review Interviewees

During the review the following project team and customer personnel were interviewed and
provided the background to the project and the project schedule including challenges and
issues faced by the project to date :

Project Role
_ Project Director DET Project Director
_ Senior Project Manager NEC Senior Project Manager

Page 9
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3 Appendix
3.1 Larger Diagrams from Section 1.1

3.1.1 Diagram 1 - Re-baselining
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Tewl « Stat- Comph = Task Name = Duration

28% 4 Project 1 - AAMS Deveiopment and 429 days

Mon 3/21/16

Implementation
100% 4 Urgent Defacts 86.2days Mon 8/22/18
100% 4 Urgent Defects and Financial Reports 86.2 days= Mon 8/22/18
100% 4 Urgent Defects
100% 4 Close Training Contract - 3
[ 100% Correct 3x7C Defects
100%  Security Matrix
&  100% Review/Refine Design
&  100% Enhanes Security “
®  100% SIT . : :::jm o
100% + High Priority Defects N jBaseline 5
®  100% Correct Defacts ® Exti gasutine &
(O sig Baseline 7
0% 4 Financial and Operational Repert Basefine 8
Development Baseline 9
0% Design Haselne 10
0% Deve[op & Unit Test Esom sultashs 0o seleclédd mpmimary taskhs)
0% Write Test Cases, Testing & rework
0% DET Testing
Q% Rework ; :
% Milmatnne 7 1 - &l finanrial rnnnri v Cancel
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3.1.2 Diagram 2 — Calendar Working Days
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3.1.3 Diagram 3 — Resource Over Allocation
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3.1.5 Diagram 5 — Project Tracking — Rescheduling of
Incomplete Tasks
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3.1.6 Diagram 6 — Critical Path Analysis
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3.1.7 Diagram 7 — Activity Work Effort Estimates
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3.1.9 Diagram 9 — Negative Slack
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1 Executive Summary

The Department of Education and Training (DET) sought guidance from Microsoft in relation to
its Customer Relationship Management (CRM) implementation for the Australian Apprenticeship
Management System (AAMS).

The purpose of the review was to assess if the CRM implementation was aligned to
recommended Microsoft practices and an appropriate platform for the business requirement.

The review was undertaken using a combination of assessment approaches incdluding document
review, stakeholder interviews and workshops and a review of the solution itself.

As a result of reviewing the architecture of the solution, and despite a number of the
compenents still being work in progress, CRM would seem to be fit for purpose for AAMS. The
solution components and integration points meet recommended practices for configuration and
customisation,

Microsoft has provided recommendations on the types of roles and responsibilities that are
better placed to complete the recommended activities. Based on discussions with the
Department, the following framework was used as the basis and assumption to identify
responsibilities:

Table 1 Reles and responsibilities

Roles Identified Responsibility
Project Manager Vendor / IT contractor / NEC
Architect

Technology consultants

Business analyst

Application developers

Project Manager Client - DET
Business users
Business SME’s

User Acceptance Testers

Page 7
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It is recommended that the Department should ask the IT contractor, NEC - to complete a
business fit assessment, which aims to review at a detailed level how the business requirements
will be implemented using CRM functionality. This is an important activity to identify when to
configure versus customise. This analysis also provides input into determining the scheduling,
estimate and resourcing requirements. Additionally, as the infrastructure was not in scope for
the review, it is also recommended this is assessed to identify if the infrastructure can support
the application and meet expectations in relation to matters such as performance, scalability and
availability.

The following document outlines the scope, approach, findings and recommended next steps. In
addition, some guidance has been provided in relation to typical resourcing models and delivery
approaches.

1.1 Summary of Findings

To summarise, Dynamics CRM is a right fit solution for the AAMS functicnal requirements, the
implementation of Dynamics CRM components is/are compliant with the Microsoft
recommended configuration and customisation practices.

It should be noted that all modules are still work in progress and therefore the assessment is
based on a point in time review and the information available at the time. The following is a
summary of the findings are summarised as below.

1.1.1 CRM Solution components:

¢ At a high level, the configurations are in line with Microsoft recommendations.

» Recommend that the NEC delivery team maintains the consistency in development
standards (for configurations as well as customisations).

s An appropriate Fit-Gap analysis and the “Requirements traceability” matrix needs to
be established by the NEC delivery team. The aim of the Fit-Gap analysis is to validate
and understand the degree of fit of Microsoft Dynamics to business and IT requirements
and identify where configuration or customisation is required to address the
recuirements.

1.1.2 AAMS Integration points

e The methods undertaken and delivered for the integration points are in line with the
recommended practices.

viii
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e The Claims module and its integration with OPA is a challenging delivery and should be
focused on as part of the revised analysis.

e An appropriate Fit-Gap analysis and the “Requirements traceability” needs to be
established by the NEC delivery team.

e External users are provided with direct access to Dynamics CRM application. An analysis
should be undertaken for providing direct access to external users to the CRM
modules and applications Vs developing a "Portal” access to the required CRM data and
information.

1.1.3 AAMS Delivery process and Application life cycle management

The AAMS Delivery process needs alignment with the recommended practices, especially
around:

¢ Fit Gap Analysis — Fit gap analysis is under performed.

e Documentation is work in progress — There is a gap in the overall documentation,
compared to the recommended practices. There is a known gap in Requirements Vs
Solution Delivered Vs Technical / Design Documentation on hand. This is acknowledged
by the NEC delivery team. As the delivery is still work in progress, the documents are
likely to be living documents — to be revised as the project progresses.

o Earned value management not known for the project as of now — A revised
delivery project plan should be a high priority action, it should include revised
effort to completion, revised timelines and milestones.

o Resourcing model for the Enterprise level implementation — Based on the
revised project plans a new and appropriate resourcing model should be
developed for successful and timely delivery of the outcomes.

1.2 Recommended next steps

Having conducted the high level review, Microsoft recommends the following activities as next
steps:

Table 2 Recommended next steps

Recommendation Recommended Timeframe

responsibility

Estabiish Fit-Gap The delivery process indudes  NEC delivery team As 500N as possible
analysis and review of the business to inform the
"Requirements requirements compared to revised schedule
traceability” for the CRM capabilities and

Department of Editcation and Training, AAMS - Raview, Version 1.8 Draft
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delivery

Establish a revised
Project delivery plan

Recommend to have a
review as part of the
UAT / production
readiness process

Recommend to have
Infrastructure and
Performance reviews

JavaScripts web
resources contains

references to older Web

Service Endpoint

identifies any gaps and how
to approach this

Leveraging the requirements
traceability to determine
estimate to complete (ETC)
and covering a revised WBS
{CRM solution and integration
points), timelines, milestones
and resource model.

Review and ensure the
objectives are outlined in each
of the recommended delivery
phases are covered and
achieved in the revised plan

These reviews are aimed at
ensuring the infrastructure will
support the non-functional
business requirements such as
system performance,
availability, concurrency of
users.

The JavaScript web resources in
the system contain a reference
to the older Microsoft Dynamics
CRM Web service endpoint. The
older endpoints wili not be
supported in the future releases.

Department of Education and Training

NEC delivery team with

input from the DET
project team.

Microsoft/DET/NEC

Microsoft/DET/NEC.

NEC delivery team

in conjunction with
the development of
the revised
schedule,

As part of the
revision of the
Project delivery
plan.

To be determined.

As soon as possible
to inform the
revised schedule
and Project delivery
plan

Department of Education and Training, AAMS - Review, Version 1.8 Draft
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2 Engagement Context

2.1 Background and approach

The Department of Education and Training (DET) sought guidance in relation to its Customer
Relationship Management (CRM) implementation for the Australian Apprenticeship
Management System (AAMS). Microsoft was engaged to undertake a high level architectural
assessment, owing to timeframes the assessment excluded a detailed analysis of the solution
implementation and requirement / functional assessment.,, The following approach was adopted
to deliver the high level review and assessment outcomes:

¢ Met with DET stakeholders to confirm engagement scope and outcome expectations.

s Conducted multipie workshops regarding the solution and delivery approach with the
DET and NEC's broader delivery teams.

e (Collected the project artefacts as outlined in the section 5 “Artefacts reviewed”.

» Reviewed the artefacts as defined within the scope.

» Agreed to the content and sections of the high level review / assessment report.

s Drafted the report and conducted a walkthrough with the DET team, followed by
subsequent updates to the report.

» Finalised and delivered the report.

2.2 Expectations

The Department’s expectation was for Microsoft to leverage its recommended practices for
Dynamics CRM application, development guidelines and standard practices for delivering
Dynamics CRM engagements and assist with a review of the current state AAMS architecture.
The review was intended to provide a level of assurance and answer the following questions (at
a high level):

¢ Is CRM an appropriate platform for the solution required by the business?

¢ Does implementation follow CRM components recommended practices?

s Are the Integration points implemented as per recommended practices?

¢ Are recommended Dynamics CRM Implementation methodology appropriately
followed?

Xi
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2.3 In scope

Microsoft was contracted to provide a resource to supplement the project team and provide

assistance as directed by the designated project manager. This was further refined to include the

following scope:
The following was agreed to as in scope and covered as part of the high level review:

e CRM Solution
o Configuration
o Customisation
¢ [ntegration points
¢ Implementation methodology

2.4 Qut of Scope

As the whole exercise needs to be carried out in a limited timeframe, the following is deemed
and agreed as out of scope components, (from review perspective)

» Detailed analysis of the solution implementation and requirement / functional
assessment

» Fit for purpose i.e. delivered solutions capability to meet the business requirements

¢ Infrastructure components

* Other Non-Microsoft Components / products / ISV's

* Understanding and alignment with "Pride" NEC's delivery methodology

» Completeness of solution on hand

= Detailed code / solution review

¢ Assessment on non-Microsoft products

Department of Education and Training, AAMS - Review, Version 1.8 Draft
Prepared by
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3 Solution Review and Recommendations

The following sub sections provide the findings and recommendations based on the following

sections:

* AAMS CRM Solution components,
» AAMS CRM application (module), and

* AAMS Integration points.

3.1 AAMS CRM Solution components

The following section outlines a high level review of the AAMS CRM Solution components,
noting that Microsoft was not engaged to conduct a detailed code review.

Table 3 AAMS CRM solution components

Component

Review comments

Recommendations

! Configurations

Custom entities (100)

Out of Box entities (106)

At 2 high level, the
configurations are in line with
the recommendations Thisis
still work in progress.

At a high level, the
configurations for the custom
entities are in line with the
recommendations. This is still
work in progress.

At a high level, the
configurations for the out of
box entities are in [ine with
the recommendations. This i1s

The completeness of the
configurations can only be
validated and verified during
and as part of the UAT
process. Recommend to have
a full review as part of the
UAT / production readiness
process.

The completeness of the
configurations can only be
validated and verified during
and as part of the UAT
process. Recommend to have
a full review as part of the
UAT / production readiness
process.

Recommend that the NEC
delivery team maintains the
consistency in development
standards.

The completeness of the
configurations can only be
validated and verified during
and as part of the UAT
process. Recommend to have

Department of Education and Training, AAMS - Review, Version 1.8 Draft
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Workflow (74)

Dialog (1)

BusinessProcessFlow {10}

still work in progress

At a high level, the
configurations for the
workflows are in line with the
recommendations. This is still
work in progress.

At a high level, the
configurations for the Dialog
is in line with the
recommendations. This is still
work in progress.

At a high level, the
configurations for the
Business Process Flows are in
line with the
recommendations. This is still
work in progress.

Department of Education and Training

a full review as part of the
UAT / production readiness
process.,

Recommend that the NEC
delivery team maintains the
consistency in development
standards.

The completeness of the
configurations can only be
validated and verified during
and as part of the UAT
process. Recommend to have
a full review as part of the
UAT / production readiness
process.

Recommend that the NEC
delivery team maintains the
consistency in development
standards.

The completeness of the
configurations can only be
validated and verified during
and as part of the UAT
process. Recommend to have
a full review as part of the
UAT / production readiness
process.

Recommend that the NEC
delivery team maintains the
consistency in development
standards

The completeness of the
configurations can only be
validated and verified during
and as part of the UAT
process. Recommend to have
a full review as part of the
UAT / production readiness
process.

Recemmend that the NEC
delivery team maintains the
consistency in development
standards.

Xiv
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Action {2)

BusinessRule (187}

Customisations

Java Scripts

Plugins

At a high level, the
configurations for the Actions
are in line with the
recommendations. This is still
work in progress.

At a high level, the
configurations for the
Business rules are in line with
the recommendations. This is
still work in progress.

At a high level, the Java
scripts are in line with the
recommendations. This is still
work in progress.

At a high level, the Plugins for
the Business rules are in line
with the recommendations.

Bepartment of Education and Training

The completeness of the
configurations can only be
validated and verified during
and as part of the UAT
process. Recommend to have
a full review as part of the
UAT / production readiness
process.

Recommend that the NEC
delivery team maintains the
consistency in development
standards.

The compieteness of the
configurations can only be
validated and verified during
and as part of the UAT
process. Recommend to have
a full review as part of the
UAT / production readiness
process.

Recommend that the NEC
delivery team maintains the
consistency in development
standards.

The JavaScript web resources
in the system contain a
reference to the older
Microsoft Dynamics CRM
Web service endpoint, The
older endpoints will not be
supported in the future
releases.

The presence of legacy
component(s) can create
issues during the upgrade (to
the newer versions).
Recommend that NEC team

update these asap.

The completeness of the
configurations can only be
validated and verified during
and as part of the UAT

Department of Education and Training, AAMS - Review, Version 1.8 Draft
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This is still work in progress.

3.2 AAMS CRM Application

Department of Education and Training

process. Recommend to have

a full review as part of the
UAT / production readiness

process.

Recommend that the NEC
delivery team maintains the
consistency in development

standards.

The section covers the review and recommendations around the CRM application modules,
configurations, customisations.

Having reviewed the TFS bugs list, requirements specifications document and other artefacts
outlined in the “Artefacts reviewed” section -the following diagram outlines the CRM Modules
(left hand side), and the components related to configuring CRM, or customising CRM.

Overall, the identifies that essentially all the components are a work in progress and not
complete. During the review, information regarding the estimate to complete (ETC) including
time and effort to complete development was not available.

Aprnticas and Emplowers
Tralning Contracts
) = Guston sotitins {100}
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Moy g ———
MWW Configur Biskag (1)
Drapartmant Sbansysment
'] AAMS CRM Modutss  AAMS CRM Solution et
STA Wonagosment -ﬂl
Sries
Businssuiiiuls {187}
+ Smevice Desk
ava Scripts
Canpogn easgemant Tistamiations
Hegyorts and Bashbourds g
Figure 1 Current state of the AAMS CRM modules
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3.2.1 CRM Application review findings

Dynamics CRM is confirmed as a "fit for purpose” in meeting the functional requirements for all
the modules.

The Configurations and Customisations related the CRM modules are in line with the
recommended practices as outlined with comments in section 3.1.

The AAMS CRM modules and related components are tightly integrated / inter-related. As a
result, there is a complex relationship between the components. The Fit Gap analysis for each
component will provide an understanding of how the requirements can be met and traceability
to how CRM functionality will support the requirements.

This will be an activity throughout the development cycle which will also need to address and
assess that the related components will continue to work together.

The current TFS bugs list and the outstanding defects reflect gap in the "Claims processing”
module — which is highlighted as “RED".

xvii
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3.3 AAMS Integration Points

The section covers the review and recommendaticns around the CRM application and its points of integration. There are several key
points of integration required including integration with external entities the Reserve Bank of Australia, other Government
organisations and State based training authorities, network providers, employers and apprentices. Furthermore, CRM is also being
integration with 3™ party products which provide policy automation and forms capability.

Having reviewed the TFS bugs list, requirements specifications document and other artefacts outlined in the “Artefacts reviewed”
section -the following diagram outlines the current state for the AAMS integration points as “Work in Progress or ", Similar to
the application components, information regarding estimate to complete was not available.

Page 18
Department of Education and Training, AAMS - Review, Version 1.8 Draft

Prepared by [N

“DET-AAMS-ReviewV1.8Final (2).docx" last modified on 19 Mar. 18, Rev 2



B Microsoft

Department of Education and Training

Brepoke Wah paga
AL Cle s 2y prwvel
A i bls related infor
ceointe P.‘z:ﬂ‘!.‘l:ﬂ; 'nu_l:lﬂltm Rasorve Denk o Auataie coltect and process daims approvals
NML 7 Wab turvices integration Policy Automaltion eagine
2 way informatian axchangs Buniness Process rulus wngine
, . Poii sy o l Cracle Polley sutomation frmework
SE = Recelves paaametens from AAMS CRM application
Australlan Taxatfan Office Ww Returris tvtus 7 figliility criteria on
o 5yt Famuaet wdl manuaily uphoadss various palicy dacisions
Exturnsl network
persanal benafits payments
Informstion sxthangs tn Cantralink {I515) Dusktop . - Wb provere
Uving away from Home S wee e ) o
Actuss AAME using TFolsbet . Welt Inttrwensy
Validstian of daa providsd an ths AAMS I[ntegration Points i
Online Wab formi / AAMS CRM
spplication Hrtwark Frevidze Diswct actnex (Wah torm)
KML/ Wab sarvices AAMS CRM accessed through wab
brawser and EForma App” through
Tralning, govau Bupm MM Tabjet
Australian Bukinass Register Collect / Fill up information offiine
Australis Fast Sync with AAMS - COM Server later
USL - Universal Student identifier
Al statos w
Integratien through XML / Web services / BizTalk
Ty PuthoriSes ey £ Famirabion Apprentics & Col icatfon thraugh T —
Two Wiy communication with AAMS CRM rystem - i) s £ s — B e I T ST T
. Toielas / Nivhile Duviom
Integration paint - shared by all STA's : \j R —
fur Training contract xpprovaly
-]
Figure 2 AAMS Integration points current state
Xix

Departiment of Education and Training, AAMS - Review, Versicn 1.8 Draft

Prepared by

"DET-AAMS-ReviewV1.8Final (2).docx” last modified on 19 Mar. 18, Rev 2



_LEVH
m Microsoft Department of Education and Training

3.3.1 Integration points review findings

The methods undertaken and delivered for the integration points are in line with the
recommended practices. It was identified there are instances of deprecated SDK calls in being
used in Java Scripts. The deprecated definition indicates that this function may no longer be
supported in a future release and should no longer be used.

The AAMS integration components are tightly integrated / inter-related with the CRM modules,
and will continue to be work in progress until an appropriate Fit-Gap analysis is undertaken to
establish the “Requirements traceability” as outlined in section 4.3.

The Claims module and its integration with OPA is a challenging delivery and should be focused
on as part of the revised analysis.

A Return on investment “ROI” analysis should be undertaken for providing direct access to
external users to the CRM modules and applications Vs developing a “Portal” access to the
required CRM data and information. Direct access would potentially require more CRM licenses,
compared to “Portal” access. There are advantages to providing a portal including the ability to
assist with restricting access to attributes / CRM data.

4 AAMS Delivery process

During the workshops and the subsequent review of the documents and information made
available, there were gaps identified in terms of knowing / identifying the current state of the
project, some of the key issues were:

» Gap(s) between the Requirements Vs Solutions delivered Vs Documentation,

¢ Missing “Requirements Traceability” to identify what state we are with the project
currently, and

¢ Not knowing what is the outstanding effort to completion.

4.1 Iterative methodology

Further as discussed and identified during the workshops, an iterative delivery approach was
used for the project delivery. For Dynamics CRM implementations, the following diagram covers
the iterative approach/methodoclogy which is considered a recommended practice.
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4.2 Example / Reference CRM Project team structure

At a very high level, considering the implementation as an Enterprise level scale, the following is
a recommended project team structure. The roles and responsibilities of each of the resource /
role {RACI matrix) is outlined in the next sub section.

Dynamics CRM Project Team Structure plan of

Record

Example - Enterprise

Figure 4 Example of CRM Project team structure

4.3 Requirements Traceability process

During the workshop and review process, requirements traceability was identified as a gap.
Requirements traceability is considered a very important artefact in the delivery process. It is one
of the key artefact through which the delivery team, the client stakeholders and anyone
interested in the success of the project — can identify and take stock of the state of the project.
The following diagram outlines the process of managing requirements traceability across
various phases of a delivery project.
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5 Appendix: Table of Abbreviations

Table 4 Table of abbreviations

Abbreviation  Description

AAMS Australian Apprenticeship Management System
ADS Architecture design sessions
DET Department of Education and Training
Fit-Gap An analysis performed to identify the gaps between requirement and how they will be delivered. The context for this document's
analysis purpose is reference to an analysis process for meeting and delivering requirement in a Dynamics CRM project.
Isv Independent Software Vendor
OPA Oracle Policy Automation
PiM Project Manager
ROI Return on Investment
| SDK Software Development Kit
sow Statement of work
TFS Team Foundatton Server
UAT User adoption test
WBS Work Break Down structure
Wwip Work in Progress
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6 Appendix: Artefacts reviewed

The following documents and CRM solutions were reviewed as part of the process.

Table 5 List of documents

Document Description

AAMS Data Model & Dictionary
AAMS Enhancements Register
Changes Needed to AAMS
AAMS Functional Map

AAMS Use Cases & Activity Diagrams

AAMS Non-Functional Requirements (extracted from the Statement of Work)
AVOKA Smart Forms

AAMS User Matrix

Screen Flow with proposed designs {proposed by DET)

Solution Architecture (proposed by DET)

Reports, incl. Dashboards (proposed by DET)

External interface specifications

Australian Apprenticeships Incentives Programme Guidelines

Australian Apprenticeships Support Network Operating Guidelines

AAMS High Level Requirements

Custom Reports: Catalogue and Sample

Department of Education and Training
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6.1.1 Solution(s) and version

The following Dynamics CRM solutions were provided and reviewed:

Table 6 CRM Solutions

AAMSSolution_1_0_0_3
AAMSPlugins_1_0 0 _3

AAMSWebresaurces_1_0_0_3
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Executive Summary

The AAMS design prepared in September 2015 presented a complete end-to-end
workflow and process management selution for administration of apprenticeships.
This is a more comprehensive scope than functional replacement of TYIMS with some
additional automation, although this narrower scope persisted in the language around
the AAMS project.

The nature and depth of the processes and third party tools used by Network Providers
was not exposed or appreciated during AAMS development, leading to design decisions
that duplicated work already done by Network Providers.

This overlap was revealed more fully during the recent embedding exercise. It became
evident that the dominant 3rd party tool, JobReady.Active, has functionality that
significantly overlaps that of the AAMS design and has been incrementally optimised
over an extended period to support the Provider's business — e.g. Lead Generation,
Communication Management, Electronic bulk forms, Algorithmic Workflow Scheduling
(by role), detailed CRM, compliance and an eligibility rules engine.

Factors (1), (2) and (3), combined with a lack of deeper consultation and
communication about the intended scope for AAMS and its benefits, has led to
divergent views regarding the impact of AAMS on Network Provider operations.

The original business case was built on assumptions of efficiency that appear to have
been inadequately tested and may not be realised because AAMS, in its current
configuration, duplicates rather than complement many Network Provider processes.
The impact to providers of using AAMS has only properly emerged during recent
embedding exercise. The response from Providers is significantly negative, with a
potential for reputational risk to DET.

The Network Providers are Iikely to experience additional rather than reduced effort in
using AAMS. Consequently, they may seek a reassessment of the 10% fee reduction,
given that it was associated with an anticipated efficiency benefit.

There are concerns, not tested by this review, regarding the broader business
readiness for going live with AAMS on 6 November 2017. However, the state of the
current solution design, the scale of defects an unseen functionality going into UAT and
the potential for disruption is significant and it is recommended that a decision to go
live is deferred.

9.

10.

11.

Executive Summary

These observations do not detract from the underlying value that AAMS will deliver to
the Department in provider a richer base of information about the overall program that
will enable better monitoring and evidence-based pelicy decisions. Those aspects of
the systern need to be preserved. But the current model needs to be refined.
The full functionality of AAMS will not be visible until the User Acceptance Testing
exercise. The engagement with Providers during UAT should be used to conduct a
collaborative process that will:
¢ confitm the extent of overlaps in functionality with Network Provider systems;
¢ understand the potential business impact of the project in its current form; and
¢ map out a path to resolve the end-to-end design in a way that effectively meshes
with Netwark Provider processes and systems, delivers demonstrable efficiencies
In administration as well as meets the Departments infermation and policy goals.
Given this new understanding the Department should consider enabling bi-directional
data flow between AAMS and their 3rd party tools and allowing the Providers to supply
mature completed work products directly into AAMS, This approach can be achieved
using open APls that enable any external system to interface. It will deliver value for
both the Department and Providers by avoiding duplication and enhancing the
efficiency of the apprenticeship programs.

1.1 [Impact summary

Aspects that impact on AAMS going into production in November include:

Itis likely to have unresclved bugs with the need for workarounds and accempanying
release notes that detract from the implementation experience.

The underlyling CRM software imposes design constraints that are both cumbersome
and counter intuitive.

Network Providers processes are unlikely to be more efficient,

Two different process workflows must be supported because it will difficult to engage
mid-process. This will impose a potentially significant duplication of effort.

Process workflows are likely to take more time and effort in AAMS,

Critical comparisons are easily drawn with the 3™ part applications that are mature,
have been enhanced over an extended period of time and are optimised to the
Network Providers local business processes.
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1.2 Functionality of AAMS and Provider systems 1.3 Recommendations

The areas of common functionality between the AAMS and the Provider’s current system The Department’s expectation of delivering a solution that adds process automation to
are illustrated in the following diagram. Elements relating to the automation of processes
and the application of business rules for determining eligibility have been part of the

Providers software for some time and are in a refatively mature state.

drive productivity gains for Providers is unlikely to be borne out through the design of
AAMS in its current form. Actions fram here depend on determining which of the

following two viewpoints is correct:

-
3" Party Application (Comprehensive Business Workflows)

AAMS (Overlapping Functions)

*  Reporing ard Analytics

* Policy Rules Engine
= Advanced Reporting

AAMS functionality s
understandably immature at
this point and it needs some
work to be fully effective

mechanism to examine
these. We are close to
completion and the

The AAMS design is based on
a core assumption that
developing an end-to-end
workflow will be effective in

* Apprentice and Employer » Training Contract and « Clalm, Paymentand Other businass There are some its first iteration and that it
"f"mce Profile Consuftation Management Delst Management workdlows and acknowledged areas for will be more efficient than
« Employer Profile m"‘:;m :':)':r:mt (m ) improvement and the UAT existing processes. Network
= Training Cortract + Debt process will be the Provider feedback indicates

that there will be significant
duplication of effort and
operational problems with

AAMS (TYIMS Modernlsed) identified gaps can be the system in its current
* Stabs Training Authority Management + Departmental Management addressed, so the form. The Department
. EaShbr:am * Department Dashboard Department should commit should move to a process of
* Liser Management = Administration i [ i i
« AAMS Service Desk to rounding out the direct collaboration with

* Reporting and Amalytics
= Advanced Reporting

*  User Management
¢ Web Services (39 PA)
= Comens and Campaign Mgmt.

TYIMS » Network Provider Management

functionality and deliver a
solution that can replace the
Network Providers current |

Providers to agree ona
solution design that meets
both parties needs without

solution duplication of effort and
* Training Contract Signups * User Mgmt [ inefficiencies
* Paymentand Debt Handling = Dashbeard 1 |
* Trade Support Loans * Organisation
* Claim Handling + Contract
* STA Integration ° Sites

* Basic Reporting

Representation of the overlap between the systems discussed in this review
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Option 1: G live as planned on 6 Nevember 2017

A decision to go live on 6 November 2017 needs to take into account the current state of
the product, the outcomes of UAT and the business readiness for transition.

Netwaork Providers have raised serious questions about the functionality of the system and
the potential to cause significant disruption to their business model and the outcomes of
the apprenticeship program. This option is not recommended.

Option 2 — Allow 2-way iformation flow with AAMS

This is effectively the same as Option 1, but with a process to implement a bi-directional
data exchange with the Provider’s systems using an API. It carried the same operational
risks as Option 1, but sets in place a process for developing a two-way information flaw
between the systems, eventually migrating to a solution that provides a choice for Network
Providers to use their own tools, relying on work product outputs to be sent to AAMS to
meet its information needs. This option is not recommended.

Qoption 3 -~ Adjust AAMS design to remove dupfication and accept NP dota

This option is based on imposing a delay of six months or mare to the project, using that
time to re-engineer the functionality to an agreed set of business processes that
complement the functions of the Providers third party application ad to allow a hi-
directional flow of information and work products to populate the AAMS system. This will
eliminate the duplication of effort involved with the current AAMNS design and offer
opportunities work collaboratively with the Network Providers in determining the most
efficient processes that will meet the needs of the program. Option 3 is the recommended
strategy.

Executive Summary
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2 Context and approach

The Department of education requested a brief time-boxed review be conducted of the

upcoming implementation of Australian Apprenticeship Management System (AAMS) with a

focus an the following:

# What was originally intended: The expectation set for AAMS through the original
Business Case,

o What will be built and delivered at AAMS go-live: Delivery of what was defined and
agreed within the AAMS Functional Specification plus approved Change Records,

e What was promised: The expectation set for AAMS by the Department to its
stakeholders.

® What is desired by customers: The customers preferred outcome as currently
understood.

In addition, it was agreed that any risks to success uncevered during this review should also
be called out and that these should not be pursued to any depth at the expense of the
primary focus. In accordance with this guidance all factual material supplied and statements
made by stakeholders during interviews have been taken at face value.

2.1 Review Approach and Sources

This review was established to be brief in duration and tactical in nature (10 days) as the
findings were urgently needed prior to the commencement of AAMS User Acceptance
Testing.

The review took the form of a series of interviews with key stakeholders from a list supplied
by DET and conducted on DET premises on an in-camera basis. Interviewees were drawn
from DET senior management, AAMS tzam leadership, key suppliers (NEC) and the Network
Providers represented by their national association leadership. Due ta the short duration of
the review, all stakeholder statements were taken at face value. No attempt was made to
pursue issues rafsed in depth although key issue themes were raised in subsequent
interviews to gain appropriate perspective and test passible resolutions. Background
material supplied by the Department AAMS team was reviewed under standard non-
disclosure conditions.

Deputy Secretary

Context and approach

AAMS rale

Sponsor

Group Manager

Senior Responsible Officer

Branch Manager, Australian Apprenticeships
Management Systemn

Manager, AAMS implementation
team

DET Project Manager

AAMS Project Manager

Manager, Industry
Skills Branch

Sponsor

Director, Skills and Training Service Provision
Branch

avisor (N

! AAMS Business Anélvsis

AAMS Implementation team

NEC Project Manager NEC AAMS Project Manager

NEC Applications Development Manager NEC AAMS Program Manager

QLD, NSW and ACT

NEC General Manager Smart Systems NEC Executive Owning AAMS
business

NEC Account Manager Supporting NEC team

DETCI0 ICT Security Governance

DET ICT Digital Delivery

ICT Application Sustainment

Chief Financial Officer

Project Board Member

Chief Executive National Australian
Apprenticeship Association
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3 Key observations in the review

3.1 Past Reviews

A report prepared by Project Assured in April 2017 called out the importance of the Benefits
Realisation Plan and raised the first questions about the need to validate the benefits
associated with reducing time and administrative burden on Network Providers, State
Training Authorities and Employers.

Their July report does not repeat this call, but points to resource gaps and governance. It
states that "much has to go right for the project to deliver its full scope/quality on time and
to budget".

3.2 Benefits Realisation Plan

in the AAMS Business Case the intention was to develop a robust and responsive Australian
Apprenticeship system. It would improve engagement, retention, completion and
satisfaction rates, help clients find the right VET pathway and reduce red tape. The defined
benefits were stated as:

e Reduced red tape for employers

& Better use of DET resources

® Reduced Network Provider administrative effort

® Increased completion rate

Section 7 of the AAMS Business Case sets out methods for measuring benefits and
comparing this to the performance baseline. Notional baselines and illustrative targets are
shown for administrative effort, although it is not clear how the baselines or targets were
established, only that they would be measured with the enhanced AAMS functionality.

Individual tables for each performance measure refer ta consultations with Network
Providers in November 2015 and January 2016. The nature of these consultations and the
extent to which existing functionality within JobReady was discussed is not clear in the
Business Case document.

Cbservations

Consultation with the Network Providers Assaciation during this review suggests this
engagement was brief and cursory. Equally, the basis for reduced effort under the AAMS
model is unclear. Given the state of AAMS development at that time such estimates would
be imprecise at best. Nonetheless the Department has used potential productivity gains
projected for the TYIMS to AAMS transformation to negotiate a 10% reduction in Netwark
Provider fees.

Administrative effort assessments in the Benefits Realisation Plan should be considered
separately to the basis of consuitations that were undertaken to arrive at these conclusions.

A review of the online marketing material for JobReady Active shows a depth of
functionality in this tool that broadly mimics the intended functions of AAMS. No evidence
was found that the AAMS Business Case had a deep understanding of the Business Process
cost base of the Network Providers, meaning that assumptions about the magnitude of
productivity gains and savings are untestable at the time of this review. It raises a question
about how ta validate that AAMS functionality would have offered a productivity advantage
over a mature product offering the same functions.

3.3 A perspective regarding provider processes

During the recent festing and embedding exercise Network Providers formed a view about
the state of readiness of AAMS. Providers have since provided some feedback through their
association that there are material threats to the success of AAMS go-live. Although it was
not the original intent of the embedding concept, these more detailed engagements for the
first time revealed the current lived experience of the Network Providers with their own
business processes and with their commercially acquired husiness process automation
tools, namely JobReady Active™.

All providers use JobReady Active™, which has been highly customised over an extended
period of time to match their internal business workflows, including the specific industry,
geography and Government regulatory frameworks in which each provider operates. This
represents a significant long term investment by JobReady and each Network Provider in
business pracess optimisation and productivity embedding in order to lower their cost per
transaction and maximise their efficient use of resources.
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Observations

There has been no sustained focus by the AAMS program, nor DET business owners, to
effectively understand the business value provided by lobReady Active™ to the Network
Providers or its relationship to the proposed AAMS scope and specification. There was early
engagement with the Network Providers. This engagement was stopped for an extended
period and when restarted it appears not to have focussed on the actual functions AAMS
was expect to deliver. Had this detail been suitably exposed Network Providers early in the
DET engagement it is reasonahle to expect that the Praviders existing capabilities would
have been raised, likely in terms of possible AAMS impact.

As deployed to each Network Provider, JobReady is designed to be an end-to-end
Apprenticeship opportunity, establishment and lifecycle management workflow toolset. It is
facused on the successful establishment of individual apprenticeships as a revenue outcome
far the Network Provider. AAMS, based as it is on an off the shelf Customer Relationship
Management product (that did not originally include the workflows needed for
apprenticeship management), is by nature less customised to each Providers business and is
a significantly less mature solution. AAMS however requires its own werkflows to be
conducted and completed by Network Providers in order to produce key products that are
already completed in JobReady Active. This will involve duplicated effort.

JobReady includes a business rules engine to automate the determination of eligibility along
with a number of other labour saving capabilities. This did not appear to be fully understood
by the DET Business owners at the time of our interviews and was only recently discovered
by the AAMS team and raised again during the embedding exercise. The rules engine is a
key component of the origin AAMS business case and was used to support much of the
perceived new value to providers, covering what was thought to be a significant shortfall in
Provider capability. This supports the view that the value proposition for the Network
Providers claimed in the original AAMS business case was largely untested and is, in the light
of recent DET discoveries, highly unlikely to be realised.

Today JobReady Active™ takes a one-way data feed directly from the existing DET
apprenticeship system, TYIMS. It is understood that the AAMS scope does not propose to
change this other than replacing TYIMS with AAMS as the originating data source. A bi-
directional exchange of work products does not appear to have been formally considered.

AAMS wilt provide 2 number of new capabilities to DET beyond those found in TYIMS today.
These capabilities listed below include tools to support a much more effective, evidence-
based approach to policy change, reporting and supplier management. To this extent AAMS
is of significant value to DET.

3.4 Intended Scope of AAMS

What was originally intended: The expectation set for AAMS through the original Business
Case.

Early planning for AAMS sought to develop a design that would apply automation to relieve
the burden of complex manual processes that were involved with the administration of
apprenticeship contracts. This was based an the expectation that:

¢ digitising forms;

¢ reducing manual transcription; and

# applying process governance and automation across the end-to end registration process

will significantly reduce the eight-week process from initial contract lodgement to approval,
improve the completion rate for apprenticeships and accurately trigger Commonwealth
payments’,

AAMS Functional specificction - September 2015

The intent of the system was explained with reference to a series of current pain points and
the outline of project goals. The solution would reduce manual handling, address problems
with usability and provide a base of data to assess trends and make business decisions
about program directions and policy. The project goals confirm that the intent was to
include functions and automation that deliver a complete workflow solution. The goals and
requirements in Section 4 of the specification include the following:

s "increased level of functionality to replace currently manual tasks"

* ABMS = Funclional Specification 2015, Saction 4, page 27-28
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"a CRM based management system”
"on the functionality which eliminates paper and with a near
real-time workflow"

"a policy rufes engine to simplify and de-risk the initial
development and ongoing maintenance of business rules”

The benefits list on page 29 emphasises reduced effort for

providers;

"reduced sign-up data entry"

‘redyced..., cloims processing effort”

And other aspects of the requirements also support this deeper

functionality:

o "management of customer information"

e ‘“online 'sign-up' of apprenticeships"

e ‘“on the spot assessment of eligibility for incentives, claims and
pavments"

o "electronically submit claims online"

® "CRM saftware”

@ "case management"

e ‘"external onfine forms"

e "business automation (forms and workflow)

s "real time tracking of Training Contracts”

e "email alert and reminder capabilities”

o "CRM is the core business for AAMS users [providers], managing

The CRM Platform Architecture diagram at Figure 1 in the AAMS Specification shows
back-end integration to other applications but the scope of these other applications but this

employers, apprentices, training contracts, incentives, milestones, claims, payments,

debts and other key manogeable entities”,

integration is not explored elsewhere.

Observatlons

AAME Functional Map
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The scope of AAMS functionality presents an end-to-end business process

Our current investigation confirms that, in absence of more detailed knowledge the most

appropriate avenue to drive the desired efficiency was considered to be within the AAMS
system. Using this approach, the solution appears to have sufficient scope and functionality

to be a viable replacement for Job Ready. This was also the expectation of providers and
that view was reinforced by comments made during site visits. Even a casual read of the

AAMS Functional specifications would also support this view because the business

functionality outlined, and the extensive range of use cases presented later in the
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Observations

specification, demonstrates an intent to build an end-te-end system - not just a TYIMS
replacement.

The Figure 2 diagram in the AAMS Functional Specification has no integration with Job
Ready or a generic third party application for information or data exchange. This assumes
that the process for administering apprenticeships under AAMS does not rely on another
workflow product and can complete its tasks independently’. What has been defined in
that diagram is a one-way data feed that provides resuits from AAMS into JobReady, which
is equivalent to the information flow from TYIMS today.

Falicy and Regulation

v P
| JobReady |
7
1 Aams |
i Microsoft Dynamics |

End-to-End

Broad concept of AAMS Functional Specification and its extension into the apprenticeship market’

Findings

# NEC have developed and delivered a comprehensive functional and technical
specification for AAMS including a number of agreed changes to the functional scope
based on DET requests. This represents the DET baseline scope.

# This scope does not appear to have been circulated outside the AAMS Project to
Business Owners, key corporate governance stakeholders and customers.

¢ The proposed scope for AAMS presents a complete end-to-end workflow.,

o The specification is required to describe the actyal functional scope that is to be
achieved. This understanding enables key stakeholders and customers to establish the

2 AAMS — Functional Specification, p37
* Diagram concept taken from NAAA submission to the Department July 2017

tevel of business change requirements, operational impact and benefit realisation
expectations.

# The specification forms a basis for negotiated change.

Impact

» The Functional Specification confirms that the intended scope of AAMS would deliver an
end-to-end solution.

» The lack of a more thorough investigation of the functionality and processes of the
Network Providers business systems meant that the misunderstanding about possible
efficiency gains were not challenged earlier.

o The divergent views about the functional scope and its relationship to the Network
Providers business needs has been the raot cause of the gap that exists today.

3.5 Perceptions and expectations of AAMS
What was promised: The expectation set for AAMS by the Department to its stakeholders.

This review found no conscious actions to exclude input from the network, but there was a
sense of responsibility by the Department in determining the structure and content of both
policy and how it would be effected on the ground. This may have been a factor in the
nature of engagement with Network Providers in validating plans and approach rather than
directly engaging then in working through their business model and processes.

Findings

# At a Network Provider engagement during a national planning and awareness visit the
Department appears to have made open ended statements to the effect that “AAMS
will replace the JobReady™” 3rd Party Application {TPA). Although not stated in any
written communications, this public statement appears to have been retained by the
Network Providers as the Departments intent.

® Poor angoing engagement with the providers on the actual business functions to be
delivered by AAMS, appears to have unintentionally maintained this view.
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Impact

® The Network Providers, faced with a prescribed fee reduction, may have forecast a
reduction in the costs associated with retaining their TPAs. This misunderstanding of
the intended scope of AAMS may have material financial impact on the Network
Providers.

3.6 Scope of AAMS at go-live

What will be huilt and delivered at go-live: Delivery of what was defined and agreed within
the AAMS Functional Specification plus approved Change Records.

NEC have stated that the AAMS application service will be delivered to the agreed
specification by the commencement date for User Acceptance Testing, with the exception
of;

+ Disaster Recovery
¢ Application security certification

¢+ Gateway security certification

This position appears to be the consensus view within the AAMS Implementation Team and
NEC Leadership.

Successful completion of UAT with a well-contained residual defects list will deliver the

functions set cut in the AAMS Functional Specification. But the quality of outcome is

greatly dependent on two factors:

o Limitations that have been imposed by the choice of CRM product because actions
and workflows are constrained by the inherent screen designs and constructs within
the product; and

= design, data and process decisions that do not reflect how Network Providers work or
they intreduce complexities that may be counter-productive,

For these reasons, confirmed in feedback from Network Providers, the current AAMS
design and functionality will need be as effective as planned in delivering productivity
improvements and may in fact be disruptive to the Department’s objectives in
administering apprenticeships.

Observations

Findings

e Achievement of the full specification for go-five is contingent on the management of any
issues arising from UAT.

® It appears that the AAMS specification was developed without the involvement of the
Network Providers.

® There has not been effective engagement amongst DET Business owners, the AAMS
Project and Key external customers, on 2 commen understanding of what business
functions AAMS will deliver.

Impact

® AAMS functionality has significant errors and will have a negative impact on Netwark
Providers operations at go-live, if proceeding in its current farm.

¢ The current lack of a tested Business Continuity capability and an appropriately
credentialed security certification for the application and key ICT infrastructure,
represents an unquantified risk to approval of go-live on Nov 6, 2017.

¢ Significant expectation mismatch amongst stakeholders and customers will impact
change readiness and sustain an elevated risk of reputational damage.

3.7 Third Part Application capabilities not covered by AAMS

During a recent testing and embedding exercise, the Network Provider community
identified the following key business functions delivered by their 3rd Party Applications and
not included in the proposed release of AAMS. A table outlining these functions Is included
in the appendix to this report.

3.8 Network Provider feedback

What is desired by customers: The customers preferred outcome.

The National Australian Apprenticeship Association collated its member feedback from the
recent embedding and testing exercise into a report provided in final draft form to this
review.
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The NAAA report is broadly in agreement with many of the findings of this review and also
highlights a number of significant shortcomings in AAMS that make its Network Provider
workflows, cumbersome, Inefficient and a resource impact to Provider throughput. Under
their current agreement Network Providers must use the AAMS system.

The report has been provided to DET separately but some key language used includes:
Critical failures of accuracy, poor functionality, hard to use, less efficient, not finished,
known bugs, change management challenges and few improvements. These reflect
seriously on an assessment of whether to proceed to implementation based on the
software in this form.

The NAAA also highlighted both in their repart and during interview, a strong willingness to
collaborate with the DET and support any credible plan for success, including any further
submissions for funding to complete the recommended integration enhancements.

The NAAA report also identifies a particular motivational context: “Its fair to say that
Network Providers were asked to bid to reduce their prices during the peak of Inflated
expectations and now find themselves In the trough of disillusionment after the
embedding process”,

This Is largely referring to the engagement with DET but is at a time when there is a
downward change in the national apprenticeship participation rate and also a TYIMS to
AAMS provider fee reduction of 10%. This reduction makes it commercially essential for the
Network Providers to make material productivity gains.

Findings

& Although AAMS has a number of additionai features beyond the TYIMS system it
replaces, including a Business Rules Engine for eligibility determination and some
business process automation, much of this capability may already exist within the 3rd
Party Applications and may not be aligned to the business workflows of the Network
Providers.

® Providers are continiously pursuing ongoing reductions in their end-to-end cost of
processing Apprenticeship workflows whilst looking for appartunities to significantly
increase the number of apprenticeships successfully completed.

Impact

= Additional capabilities provided by AAMS to imprave internal DET functions are unlikely
to be of materizlly significant benefit to Network Providers as they duplicate existing
mature Provider procesess and include many design and operational errors.

e Misalignment of AAMS operational value with customer requirements and expectations,

together with an inefficient AAMS user experience, will likely lead to a continuation of

the current operating model where Network Providers keep their business processes

within their 3rd party applications, essentially bypassing the majority of AAMS

functions.,

3.9 Challenges to Success

The proposed AAMS implementation will need to address the following incomplete or
unresolved issues for the implementation to be successful:

Readiness Challenges

o Defects: At the time of the review there were in excess of 500 AAMS defects still
unresolved. Some were blocking @ number of use cases, suggesting that once resolved
these newly release use cases may identify further defects, as exp[ected during an initial
testing process. However the defect resolution trajectiory is encouraging.

= Readiness for transition - elements missing, not confirmed or In doubt regarding
transition preparation

+  Clear scope of impact for DET internal business processes,

¢ Clear scope of impact for Network Providers business processes.

+ Agreed and planned process remediation.

+  Handling of In-flight workflows at time of transition, change freeze window.
# Residual risk determination and acceptance

¢ Understanding the remaining risk once the proposed architecture is fully
implemented, tested and accepted in advance of go-live.

¢  Adopting Government and industry best practice. including NP endorsement of
the go-live transition plan.
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= AAMS Delivery Acceptance Plan. Confirming that the scope commissioned by DET has
been built, is fit for purpose and free from defect. This is above an beyond the UAT Plan
and must cover alt aspects of delivery under the contract with NEC.

e Security certification of ICT infrastructure, application and operational processes.
Including ASD certification of hosted infrastructure, application and gateway.

e Disaster Recovery

+ DR Capability and business continuity preparation, implementation and testing of
interfaces to external systems and all other environment readiness elements.

+  Business Continuity plan for AAMS aligned to DET obligations through commercial
agreements with Network Praviders. The Business Cantinuity plan should be clear
about how this process has been tested and signed off.

#  The business Continuity strategy should be cognisant of the impact on employers
and the Network Providers of any extended outage. As the providers operate on a
fee-for-service basis any extended outage of AAMS may have a commercial impact
for Network Providers in relation to their contracted service defivery
respansibilities.
= Data Migration plan should ensure the one-way transition of the point of business

record from TYIMS to AAMS with a 200% fault evident process. i.e. no undetectable data

corruption in transit. All current and historical data should be migrated in accordance

with the relevant Australian Government Records Management obligations.

¢ Data Hyglene: Where at all possible duplicate and evidently inaccurate data
should be purged prior to migration or dealt with in an agreed manner. Audit
trails to establish data accuracy may be problematic post-migration.

+ Definition of acceptance including test plan. An agreed position on what are the
criteria for defining acceptance and who formally confirms acceptance based on
what evidence,

+ Nomination of the stakeholder with authority to declare successful relocation of
Point-of-Business Record {P8R).
+  Roll-back or fail-forward criteria, thresholds and plan. (if it is understood that

TYIMS and AAMS cannot parallel run, then a retrograde migration may not be
possible)

Observations

Transition Monagement
# Organisational Change

¢  Establish change baseline: What will providers start, stop or change in their
methods and obligations to with DET?

+  Training of DET users nationally - a significant undertaking across a large user base
with many providers.

*  Training support for Network Providers: NPs will do their own training and need
support at the boundary of their business and DET.

¢ DR and business continuity preparation, implementation and testing of interfaces
to external systems and all other environment readiness elements.

The ucceptance of the UAT outcomes - and mmanagement of the gaps that may emerge
& Definition of Acceptance: Who approves the User Acceptance Testing outcome as
sufficiently fit for go-live?
¢ Acceptable defects: Definition of non-performance threshald which would prevent
AAMS go-live.

¢  Whatis the plan and criteria for final acceptance?

Mobility
¢ Issues with Intellidox and InfinityGo functionality that is important for WA and NT users.
How will this be resolved?

Gateway accreditaticn

® Resolve either through acceptance of the risks with the proposed NEC gateway or
seeking a different outcome. This decision alone could be the most importasnt
determinant of whether the AAMS system can go live in November.
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Observations

4 Recommendations

The Department is encauraged to consider the long term benefits of Option 3 below:

Explanation

A lot has to go right in order to go live on

6 November 2017. Whilst the defect repair
trajectory is in the right direction, some
functionality is yet to be seen and there is limited
time to correct issues that emerge. Thereisa
realistic concern about the number and impact of
residual defects. And there are questions about
preparations such as training, data migration,
security, infrastructure et.al, that have not been
explored. Wetwork Provider feedback points to:

+ the rules engine making errors in eligibility;
¢ Training Contract Assessment warkflows
exceeding the 10 day KP|;
+ inability to undertake manual assessments;
+ employers needing to complete three claim
forms where one is needed now.
Some of these may have their origin in design
decisions or constraints within the product. Each
will be damaging, but system problems that
create adverse impacts for employers will pose
the greater risk that there would be a public airing
of dissatisfaction with AAMS.

Option 1 - Go-live as planned on 6 November 2017

Possible Impacts

¢ Potential reputational damage if the
additional work imposed on
employers and providers by the
current design is viewed as counter-
productive,

# Negative impact on Network

Providers efficiency because of the
requirement to service two
workflows.

+ Erosion of the business case and a

threat to promised cost savings if
the efficiencies aren’t realised.

¢ Unknown impact from the

remediation of any defects found
during the course of UAT.

Option 2 - Allow 2-way information flow with AAMS

Explanation

This s effectively the same as Option 1, but with a
process to implement a bi-directional data
exchange with the Provider's systems using an
APl. The Department can establish the interface
and specify the data elements that are required.
it will not, by this action alone, resolve the
duplication of processes or design issues, but it
would provide an avenue for data exchange that
would enable the Department to build its
information base for program monitoring and
palicy formulation. Some functions within AAAMS
may be modified if the ingest of data will be more
efficient that completing a process in AAMS.
Providers will also be able to feed information into
their systems to facilitate their processes.

Possible Impacts

¢ Continued duplication of effort and
the consequential negative impact
on Network Providers efficiency
because of the requirement to
service two workflows.

4 Erosion of the business case and
threat to promised cost savings if
the efficiencies aren’t realised.

¢ Unknown impact from the
remediation of any defects found
during the course of UAT.

+ Additional development cost for
developing an API for AAMS to
accept external completed work
products.
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Option 3 - Adjust AAMS design to remove duplication and accept NP data

Explanation

| Build a remediation plan that is focused on
creating a solution where the Department’s
objectives are met whilst supporting the
value-add that the Praviders deliver. The extent
to which the existing workflows and processes in
AAMS are preserved or allowed to be conducted
in the Provider’s systems should be defined
through a collaborative design process. The
elements of AAMS that support the Department’s
information gathering, program monitoring and
payment processing and palicy support should be
preserved, The solution should aim to deliver the
efficiency goals of AAMS whilst supporting the
Providers in carrying out their original outsourced
business process responsibilities.

Several considerations will be needed in these
adjusted plans:

+ Adelay to the project is likely to be at least
six months but the actual duration will be
determined by the scope of work agreed
through the collaborate design process in
September.

+ How much of the workflow and process steps
in the respective systems will be retained
must be decided by the joint process, but it
should be focused on efficiency and the
broad objectives that AAMS has set.

¢ The commercial impact on the existing
contract with NEC must be considered, but
the Department will need to be satisfied that
additional project work is contained to only
the future changes.

Possible Impacts

+ Delay to the implementation of

AAMS, using the time allocated for
UAT to assess the best way forward.
Collaboration with Network
Providers on interactive modelling
of AAMS in the context of the NP’s
existing tools and business
processes, Aim to harvest efficiency
from exiting Network Provider
investments, Configure AAMS to
accept completed work products
from NPs,

A revised plan that deliver the
aptimum balance between the
functionality of AAMS and the
Provider's systems.

Having the Netwark Providers fully
engaged and supporting the
commeon goal.

Limits negative impact on Network
Providers efficiency and any
possible friction from the 10% fee
cut.

A yet-to-be-determined cost of
refactoring AAMS to align its
workflows and accept external
completed work products.

Some redesign to addrass duplicate
elements in AAMS.

A continued DET/NEC burn-rate for
project costs to fund the proposed
work on AAMS,

This appreach is the most likely to
be endorsed by Network Providers.

Observations

Apprenticeship market

Policy and Reqgulation

| Network Providers | Department

] AAMs |

Complementary solutions senvicing their respactive responsibiliies

[ quReady

Concept view of Option 3 — working in coliaboration with NP systems

4.1 Action Plan for Success

The following timeline incorporates a recommended change in the scope and goals for the
User Acceptance Testing exercise. Key to this is the introduction of collaborative co-design
to define the enhancements that should facilitate the ability for AAMS NP workflows to
become optional with the new capability to accept externally provided completed work
products at the appropriate juncture within AAMS.
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Observations

Repurpose UAT window

»  Convert planned UAT to AAMS
Delivery Acceptance and

Opportunity search Collaborative Review

+ Vdddetesoed [

completion for AAMS so far Expose full scope of AAMS to NPs and DET SMEs
= Identify residual defects and proposed actions Enhance ! Change / Test Cycle

= dentify opportunities and requirements for Y ST

complementary solution design = |mplement change list and undertake development
= Agree on specifications for receiving extemally = Prepare festing plans
generated completed work products from NPs = Continuous NP engagement

Commercial Negotiation

= Develop propesal to use operational funding to design and implement 3" party integration enhancements.
= Agree the extent of AAMS workflows to be used and how this will be framed commercially.

= Settle and commercial aspects of accepting completed extemal work products from Network Providers.

= AAMS sustainment planning and costing

»  Participants: DET, NEC and Network Providers.

Integration Plan Agreed use case tesfing
= - - - = IE———
= Lock down Iist of work products and data to be = Godive assurance

extemally supplied and how the systems will interact, = Godive adiness acceptance

= Specify bi-direction APl requirements,
= Determine change plan for AAMS.

= Full scale transition planning

Aug 1, 2017
g Godive

Gate

Conceptual view of activities and sequencing to execute Option 3
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Attachment A = Functionality Gaps

Business Function

Auto generate a sign-up
task

Current TPA Function

Ability to automatically create and assign a Sign-up Task; and capture details about the Sign-up Meeting. The standard apprenticeships
business process is: Lead {Opportunity) -> Sign-up Task/Meeting -> Training Centract.

Attachments

AAMS Scope Gap

AAMS has Leads and Training Contracts but it is missing
Sign-up Tasks/Meetings. Because of this, NPs must use
TPA for the full business process lifecycle.

Eligibllity Advice Letters

Ability to automatically generate and send Eligibility Advice Letters to the emplayer and apprentice after the Training Contract is created.
Once the Training Contract is created in TPA, a business rules engine automatically calculates eligibility; formats this into a user-friendly
email template; and automatically sends the email to the employer and apprentice.

Training Contracts can be created in AAMS and although

the business rules engine calculates eligibility, there is no
automated feature to generate and send Eligibility Advice
Letters.

Comment templates and
bulk creation

Ability to create templates for Comments and to bulk create many Comments based on these pre-defined templates. Many different
Comments are stored against various entities {Training Contracts, apprentices, employers, ete.). In TPA, NPs can set up pre-defined
templates for a Comment. They can then bulk add Comments to large numbers of records automatically, based on a template.

Comments can be added against entities in AAMS,
however there is no feature to bulk create many
Commaents; nor specify templates for Commenis,

Task templates and bulk
creation

Ability to create templates for Tasks and to bulk create many Tasks basad on these pre-defined templates. Many different Tasks are created
and assigned to NP staff. In TPA, NPs can set up pre-defined templates for a Task. They can then bulk create and assign large numbers of
Tasks to staff members,

Tasks can be created in AAMS, however there is no
feature to bulk create many Tasks; nor specify templates
far Tasks.

Workflow Roles

There are & number of standard NP staff roles that look after an employer & apprentice undertaking an apprenticeship. This includes roles
such as Field Officer, Mentor and Account Manager. in TPA, NPs can automaticaily assign particular staff members to these roles so that
entities such as Training Contract, apprentices and employers are automatically assigned ta staff members in these various roles.

In AAMS, records can be assigned to staff members, But
this is a generic assigning to a particular person, %t does
not capture the specific rofes such as Field Officer or
Mentor to assign work.

Algorithmic Workflow
Rale Assignment

Ability to automatically assign records to partieular roles based on algorithms, For example, as saon as a Training Contract is created in TPA,
the system looks at the Workplace Postcode {physical address) and automatically assigns the Training Contract record to a particular NP
staff member, based on the postcodes for which that person is responsible. A dashboard natification and email are also automatically sent
to the NP staff member alerting them.

AAMS has no automatic assigning of records. It also has no
notifications that can be sent to users alerting them of
work assigned to them.

Scheduled Automating
Messaging

NPs are required to make regular contact with the employer and apprentice throughout the apprenticeship. In TPA, NPs have setup a
schedule of automated SMSs which are sent to the employer and apprentice NPs can customise the schedule of when SMSs are sent and
customise the message of each SMS. These happen automatically with no user involvement.

AAMS does not have this function.

Interactive Dialogue

Ability to receive responses to email and SMS communications. In TPA, employers and apprentices can respond to emails and SMSs. These
communications return to the NP to continue the conversation.

All emails and SMSs sent from AAMS are ‘no-reply’,
meaning the NP cannot have a two-way conversation with
employers and apprentices.

Business Workflow Status

Custom statuses for Training Contracts and claims. In TRA, NPs can customise the statuses and status flows of TCs and Claims to track them

[n AAMS, only Commonwealth statuses are stored.

REVIEW OF AAMS IMPLEMENTATION “




Attachments

Business Function Current TPA Function AAMS Scope Gap
throughout their lifecycles and to manage them within their internal business processes. Statuses needed and used by NPs are not present,
10 Tagging Custom tags against Employer and Apprentice. In TPA, NPs can customise and add tags to employers and apprentices. They can alsa search AAMS does not have this function.

and report on these tags,

11 Confidential Comments Ability to store confidential Comments against employers and apprentices, which are highly sensitive and can only be viewed by explicitly AAMS does not have this function.
specified people.

12 State Training Authority TPA caters for State Training Autharity (STA} requirements. Each STA (8 different states and territories) have their own specific jurisdictional ~ AAMS does not cater for STA forms.
Compliance requirements. This includes numerous forms that need to be filled out and signed by the emplayer and apprentice when entering into a
Training Contract. TPA automatically pre-fills infermation into these STA forms and prints them out for NPs.

_ REVIEW OF AAMS IMPLEMENTATION



6 Attachment B — List of materials reviewed

]

1

2

Document

AAMS embedding Process, Network Provider Feedback

AAMS Scope

Projects Assured Review (xd)
Criginal Request for Tender
Benefits Realisation Plan

Project Management Plan

2™ Pass Business Case

NEC contract + Deed of variation
Schedule 2 - Statement of Word
Cperational Acceptance Test Plan
Stakeholder Management Plan
Project Schedule

Program Sponsorship Group Minutes
Program Sponsorship Group papers
Skills and Governance Board papers

Milestone Summary

Description

Feedback prepared by the National Australian Apprenticeship Association
Detailed AAMS application scope provided by NEC

The maost recent (4 out of 5} external project assurance reviews

RFT for application develapment

NEC Project plan

New Project Proposal funding request

SOW schedule from NEC contract

Early draft of test plan

Vanious minutes from PSG

Submisslons and reports to PSG

Defect list and test case resolutions

Attachments

Version [ Date
26-July-2017

Dated May-2017
Latest April-2017
October-2014
17-June-2016
(07-September-2015
22-April-2013

V2.4, 28-May-2015

22-lanuary-2016
11-November-2016
Current
23-May-2017
26-June-2017
26-July-2017

12-July-2017
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Executive Summary

The purpose of this report is to identify and highlight the functionality and capability gaps that exist
between systems currently used by Network Providers (NP}, National Office (NO), State Training
Authorities {STAs} and State Contract Managers (SCMs) and AAMS.

This report is structured in two parts

Part A - ldentification and review of capability gaps in AAMS: This part assesses the
capability gap between current systems and AAMS. This part outlines what functionality will
need to be developed to deliver a solution that will meet the needs of its users.

Part B - Alternative next step option to deliver an end-to-end solution: This part assesses
the viability of using JobReady to deliver the solution to meet Departmental and user
requirements.

The Part A key findings contained within this report include:

1.

AAMS — CAPABILITY GAP REPORT

To close the gap between current systems and AAMS, 70 requirements will need to be
designed, built and tested. This equates to ~1440 days of development effort to address.

To close the gap, it will cost ~$6.18 m. This is based on a rough order of magnitude costing
estimate. This includes existing change requests pending approval $1.54M, new change
request assessed and validated $2.76M and DET sustainment costs $1.87M. This price does
not include 11 change requests that require further clarification and assessment before they
can be costed.

Initial estimates indicate the AAMS system including the revised scope of works can go live
in Q4 2018. Further assessment is still required to understand change request
interdependencies, system impacts, resourcing requirements and timings for decisions that
will affect the schedule.

The technical assessment conducted by NEC identified only two requirements that cannot
be implemented and one that could be partially implemented. This equates to 95% of
assessed gaps being closed. Further assessment by NEC and the Department is still required
on 11 requirements that have the potential to affect the viability of the solution.

The modification to the look and feel of the user-interface can only be partially implemented
due to the limitation of the CRM product. This requirement was listed as very high and of
critical importance by the NPs. This may affect user acceptance of the solution.

The primary areas of concern raised by NPs included; bulk action functionalities and
workflow steps missing in AAMS.

AAMS was determined to be largely adequate and fit-for-purpose by SCMs and STAs. They
identified no critical issues that would prevent AAMS from being implemented in its current
form for their organisations.



The Part B key findings contained within this report include:

1. Itis technically viable to integrate AAMS and JobReady, with no critical technical issues
identified that would impact the implementation of this solution.

2. To integrate AAMS with JobReady three options are available that include:

a. Option 1- AAMS retains the integration and connectivity to all state and federal
government services, and SCM capability while Network Providers will perform all
functions in JobReady/

b. Option 2 - AAMS retains the integration and connectivity to all state and federal
government services, while Network Providers and SCM will perform all functions in
lobReady

c. Option 3 - AAMS is discontinued and all Network Provider, SCM and National Office
functions would be undertaken in JobReady.

3. Under Option 1 and 2, the NEC contract would not be discontinued. The contract would be varied to
support the reduced support and maintenance scope.

4. Initial estimates indicate that JobReady can go live in Q4 2018 for Option 1. This assumes a
contract can be executed in March 18 and includes 6 months for development.

AAMS — CAPABILITY GAP REPORT [ 3
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1 Purpose

The purpose of this report is to identify and highlight the functionality and capability gaps that exist
between systems currently used by NPs, STAs and 5CMs and AAMS.

The report addresses;

¢ How big the gap is between AAMS and current systems

*  What inefficiencies will AAMS introduce if the gap is not closed
e How much will it cost to close the gap

s  When the gap can be closed

®  Will closing the gap produce a system that is fit for purpose

2 Why does a gap exist between current systems and user
expectations?

NEC and the Department are building the AAMS solution based on requirements and specifications
developed in 2014. The 2014 requirements are based on specifications developed and validated by
the Department. Users of the system had limited involvement in the development and review of the
requirements. Since 2014, 3rd party systems {(JobReady) available to the apprenticeship sector have
matured and have kept pace with the evolving requirements of the apprenticeship community. This
has resulted in a functionality and capability gap between current systems and AAMS.

The user’s expectations on AAMS are that it will deliver an end-to-end management system that
minimises their use of JobReady and maximises the efficiency of their existing processes. This
expectation was gained through the 2014 AASN RFT {Request for Tender), where NPs were required
to quote on an AAMS and a TYIMS price. NPs would then revert to the AAMS pricing structure when
it was implemented and TYIMS was decommissioned.

The description provided within the tender outlined that AAMS would be an end-to-end
management system. Additionally, the AASN RFT went to market prior to the AAMS RFT going to
market. It was identified during the embedding exercise in 2017 by the NP community that the
Department was building a solution to replace TYIMS and the capability being built would not
provide the expected and required end-to-end system.

3 How were the gaps identified?

In October 2017, the AAMS Project Team conducted a series of workshops with subject matter
experts from across the NPs, NO, STAs, SCMs to identify gaps in capability between currently used
systems (JobReady/TYIMS) and AAMS. The workshop structure, scope and objectives are outlined in
Appendix A.

AAMS — CAPABILITY GAP REPORT



4 How s a gap defined?
A gap in capability is defined as either:

¢ A function that exists in JobReady/TYIMS but does not exist in AAMS; or
* Afunction that exists in both JobReady/TYIMS and AAMS, but the function is markedly less
efficient or effective to use in AAMS compared to JobReady/TYIMS.

5 What are the AAMS key issues identified by users?

As part of the workshops, each stakeholder group were asked what their primary concerns were
should AAMS be implemented in its current form. The key concerns and issues raised by each
stakeholder group included;

5.1 Netwark Providers

Issue 1 - Bulk action functionalities not available in AAMS that will result in significant inefficiencies
being introduced to business processes. These are a series of functions available in JobReady which
Network Providers currently use to quickly process large volumes of data. They include:

¢ Bulk creation of Comments

e Bulk creation of Tasks

e Bulk creation of Appointments

o  Bulk creation of Emails/SMSs

e  Bulk assignment of records to officers
¢  Bulk editing of records

¢ Bulk pre-population of STA forms

These functions are used frequently by NPs and enable hundreds of records to be processed in a
single action. Without these functions in AAMS, NPs would be required to process/update individual
records one at a time, significantly increasing time and resources required to process data.

Issue 2 - Workflow steps are missing in AAMS that will result in NPs being unable to sufficiently
manage all required business activities. Within NP business activities, there are several workflow
steps which are conducted within JobReady. These include workflows for:

* Leads

o Gateway

¢ Training Contracts (including pre-population of STA forms)
# Eligibility assessment

e Claims.

These steps are critical in allowing NPs to comprehensively manage apprenticeships activity
throughout the complete apprenticeships lifecycle.
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Issue 3 - Usability of the user-interface was raised as a primary area of concern for activities
including navigation, finding desired data, entering data and updating data. The user interface
experience was quoted by NPs as being significantly slower in AAMS when compared to performing
the same actions in JobReady/TYIMS. The user interface was identified as being a key functional
issue that has the potential to introduce significant inefficiencies.

Issue 4 - Version control and audit history of records are not stored or presented in @ manner easily
available to users. The ability to easily analyse and review historical data in a record at any given
point in time was identified as being critical to NP operations. This issue cannot be resolved due to
the way AAMS has been designed.

5.2 State Training Authorities

No critical issues were identified. While several gaps have been identified for State Training
Authorities, they are minor in severity. No major gaps have been identified and the functionality
available to State Training Authorities through AAMS is determined to be largely adequate and fit-
for-purpose.

5.3 State Contract Managers

No critical issues were Identified. While several gaps have been identified for SCMs, they are minor
in severity. No major gaps have been identified and the functionality available to SCM through AAMS
is determined to be largely adequate and fit-for-purpose.

The SCM agreed with the findings and prioritisation of the issues, risks and requirements identified
by the NPs.
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6 How big is the gap between AAMS and current systems?

To close the gap between current systems and AAMS, 70 requirements will need to be designed,
built and tested. This equates to ~1440 days of development effort to address.

Table 1 below provides a summary level understanding on the gap that exists between
JobReady/TYIMS and AAMS. These requirements were reviewed and assessed as part of the
workshops.

CRs assessed

Category SCM/ND STA NP
Requirements to progress
Very High ‘ 10 9 10
High 39 8 27 39
Low .9 1 6 g
Medium 12 2 8 12
Total 70 11 50 70
Requirements not progressing / further assessment require
Implemented in AAMS 6 2 5 6
Not to proceed / deleted 5 5 5
On hold pending DET discussion 3 1 3 3
Total 14 3 13 14
Grand Total 84 l 14 63 84 —l

Table 1 Requirements prioritisation — Workshap outcomes

*Individual requirements are applicable to one or more stokeholder groups.
SCM reviewed all change requests and agreed with the findings by the NPs and STA.

Requirements prioritisation rating key

s Very High - Required hefore go-live

* High - Required before go live or within 3 months after go-live
*  Medium - Required within 6 months after go-live

* Low — Required within 12 months after go live

AAMS — CAPABILITY GAP REPORT .



7 What inefficiencies will AAMS introduce if the gap is not closed?

Table 2 below is a sampling of selected change request items that have quantifiable data to measure the inefficiencies that will be introduced should the
change request items not be implemented in AAMS. The quantifiable data is sourced from TIYMS and is based on actuals from FY16-17. For the purpose of
this analysis it is assumed the volumes will remain relative when AAMS s introduced.

CR Description

Add Tunctionaiity enabling Network Provider Users to be
allocated to geographical regions (postcodes) for the purpose
of work task allocation.

lmpact

WIthout the automation of this function, Network Providers will
be required to manually assign a record to an identified officer,
one record at a time.

inefficiencies introduced

193,335 individual records
will need to be manually
assigned.

115

Remove the application forms and incorporate the required
user-input fields from these forms into their equivalent claim
forms for the following incentives:

- Declared Drought Area Commencement Incentive.

- Mature Aged Worker Commencement Incentive.

- Australian School-based Apprenticeship Commencement
Incentive.

- Australian School-based Apprenticeship Retention Incentive.

These four application forms do not currently exist. Introducing
these new forms in AAMS will require Network Providers,
Employers and Apprentices to process more forms in order to
receive claim payments.

16,330 forms will need to
be manually processed.

149

Add bulk functionality for CR 119 {change of employer /
change of ownership).

Without the automation of this function, Network Providers will
be required to manually process each Training Contract, one
record at a time.

9,721 training contracts will
need to be processed
individually

150

Functionality to support automatic sending of eligibility
advice letters.

Without the automation of this function, Network Providers will
be required to manually send out eligibility advice letters for
each Training Contract, one record at a time.

193,335 - advice letters will
need to be processed
individually.

151

Functionality to support setting up templates for Tasks and
subsequent bulk creation of Tasks based on the templates.

Without the automation of this function, Network Providers will
be required to manually create and assign Tasks, one Task at a
time.

225,060 tasks would need to
be created and assigned

152

Allow Network Providers to create, edit and manage
templates for Comments. Network Providers will use this to
easily and efficiently create large numbers of Comments
against particular identified records.

Without the automation of this function, Network Providers will
be required to manually create Comments against identified
records, one Comment at a time.

525,140 tasks would need io
be created and assigned

Table 2 identified inefficlencles




8 Can the gap be closed?

The technical assessment conducted by NEC identified that all requirements with the exception of
two can be implemented and one that can be partially implemented. This equates to 95% of
assessed gaps being closed. Further assessment is still required on 11 change request items.

The requirement that can be partially implemented is the modification to the usability of the user-
interface. This requirement was listed as very high and of critical importance by the NPs.

Technical assessment summary outcome

_-_EC_a:i_lEL_-;_Lf_r_y-' Volume
Further clarification on reguirements needed 11
Can be partially implemented 1
Technically not feasible to implement 2
Can be implemented in full 56
Total Requirements 70

Table 3 Outcomes of technical assessment



9 How much will it cost to close the gap?

NEC, in partnership with the Department, cenducted a ROM (Rough Order of Magnitude) cost

assessment to determine the costs to deliver the identified requirements. The cost assessment also

includes existing change requests as well as the DET sustainment costs to deliver the solution.

As the gap analysis progresses, NEC and the Department will conduct a detailed cost assessment on
the requirements. The detailed cost assessment will then be used as part of the contract variation
process. it is expected the cost variance will not exceed plus and/or minus 20% of the ROM figures.

Existing Change Requests

Change request 4 including gateway 1.54M
New Change Requests

small 0.08M
medium 0.92M
large 0.61M
significant 1.15M
DET Costs

AAMS Branch Sustainment 1.87M
Grand Total | 6.18M |

Table 4 Cost assessment

Costing Notes:

11 Change Requests require further clarification and will still need to be assessed and priced. This
could potentially result in an additional cost of ~1M.

DET costs include sustaining the AAMS Branch in its current form from November 2017 to
September 2018. This is based on Branch costs being ~150k per month over 11 months.
Additional resources may be required.

NEC costs include analysis/ design, development/ rework and test writing/execution for each
requirement. A 35% overhead charge has been included in NEC pricing. This is to cover project
management, administrative, risk and contingency related costs.

NEC Pricing prioritisation rating key

Small Effort -Up to 5 business days - $7,253 per change request
Medium Effort -Up to 20 business days -$28,431 per change request
Large Effort -Up to 40 business days- $56,862 per change request
Significant Effort - Up to 60 business days - $85,292 per change request
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10 When can the gap be closed?
The Department, in collaboration with NEC, has developed an initial roadmap that incorporates the revised scope of work. The roadmap outlines the
phased approach that will be used to implement the revised requirements,

Further assessment is still required to understand change request interdependencies, system impacts, resourcing requirements and timings for decisions
that will affect the schedule. This schedule is to be used as an indication of the go live date until a detailed assessment is completed.

Draft for discussion purposes - Inferim Roadmap, pending defailed assessment

Salufion - Remdining Bulld

Controctad
Go Live

Gateway Change Request

New Change Requests

Planning and Implementation

Figure 1 - Roadmap to deliver revised scope of work



11 Are there any timing Considerations for a decision?

NEC is targeting to complete their contractual scope of work in December 2017. If a decision is
delayed beyond this point and NEC completes their contractual obligations, they will transition to an
operational support workforce. The NEC project team will then be disbanded resulting in a loss in
capability, skills and knowledge on the AAMS platform. Should a decision be made to continue with
NEC and bridge the gap in capability post December, this will significantly impact the schedule. NEC
will then be required to develop new capability and knowledge on AAMS to deliver the new change
requests.

12 Will closing the gap produce a system that is fit for
purpose?

As per NEC's analysis, the majority of change request items can be implemented in AAMS, with two
change request items not being technically possible to implement and one that can be partially
implemented. These three items are:

Descrigtion Status
132 | Ability to add custom Tags to the Employer and Apprentice entities. | Not technically
158 | Modify the data structure of Employers from Employer -> Workplaces; possibie to
to Employer -> Businesses -> Workplaces. implement
170 | Modify the user-interface of CRM to improve usability. Partially possible
to implement

Each of these items will lead to inefficiencies if not implemented, however the item of most concern
to end-users, particularly Network Providers, is item 170. Due to the high volume of records
processed daily and the time-consuming nature of data entry performed by Network Providers, the
user-interface experience of AAMS is subpar compared to the user-interface of JobReady and TYIMS.
Conseguently, it will take more time for end-users to navigate, find records, create records and edit
records in AAMS.

The technical reason why item 170 cannot be implemented is due to the Commercial-Off-The-Shelf
(COTS) nature of AAMS. AAMS uses the Microsoft Dynamics CRM product, which has limitations on
how much it can be customised to meet end-users’ requirements. JobReady and TYIMS are not COTS
products but are instead ‘bespoke’ products, meaning there is full flexibility in how much JobReady
and TYIMS can be customised.

With the user-interface being such a critical component of the system and directly affecting how
efficiently end-users can utilise the system, the inability to implement item 170 means that even if
all other change request items are successfully implemented, AAMS will still be less efficient than
JobReady and TYIMS.



13 Additional considerations to closing the gap in AAMS

The majority of change request items are not for the Commonwealth’s needs. In other words, they
are not directly required to administer the Australian Apprenticeships Incentives Programme (AAIP)
and the Australian Apprenticeship Support Network (AASN). Rather, the majority of change request
items are to cater for the internal business practices of Network Providers. Due to the nature of the
current AASN round, there are 11 different Network Providers; which are private organisations
competing with one another for market share. In future AASN rounds, the number of Network
Providers may likely change and the companies selected as Network Providers may also likely
change.

If these change request items are implemented in AAMS, the Commonwealth will be directly
supporting the internal business practices of private companies, which may change over time. It
must be noted however, that the Commonwealth is already indirectly funding the internal business
practices of Network Providers, through costs paid by Network Providers to JobReady. JobReady
licenses their product to Network Providers who use it to cater for their internal business practices.

Consideration should be given to whether it is appropriate and desirable for the Commonwealth to
directly support the internal business practices of Network Providers, which may likely change over
time especially across AASN rounds.

14 Next Steps

14.1 What are the next steps if the Department continue with NEC?

1. Seek endorsement from the user community that the proposed changes to AAMS will be
acceptable and utilised as intended

2. Request a firm fixed price from NEC based on the estimates already provided

3. Prepare a budget submission for the enhanced AAMS project development and
implementation

4. Prepare a contract variation between the department and NEC addressing the additional
functionality, milestones, deliverables and payment structure

5. Develop a ‘back from red’ plan in partnership with NEC and key stakeholders that lists the
strategies and methods the Project will use to get the project back on track and to remain on
track.

6. Revisit and refine, if required, existing strategies covering:

Change Management

Testing

Communications

Stakeholder Engagement

User Documentation

Training

User Acceptance Testing

Data Migration

Implementation

j-  Support
7. Communicate approach and timeframes to all stakeholders

mTm AN oo
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15 Appendix A - Methodology used to identify and assess the
gap

The Department met with each stakeholder separately to explain the process and purpose of the
gap analysis. The analysis was conducted with a series of workshops in collaboration with subject
matter experts from across the NPs, STAs and SCM:s to identify gaps in capability between currently
used systems (JobReady/TYIMS) and AAMS.

Three workshop sessions were conducted with NP, SCM/NO and one with the STAs. The workshop
sessions were individually tailored to each stakeholder group and conducted separately. The
sessions included an overview of the system, a change request review and a capability gap
discussion.

1. Demonstration of system functionality - This workshop provided a tailored two-hour
demonstration of AAMS functions that were specific to each stakeholder group. This
provided the foundations to enable critical discussion on the capability gaps.

2. Change Requests review - The already known change requests compiled by the AAMS Team
over the previous two years (including the issues raised at the embedding exercise) were
reviewed. The reviewed change requests were specific to each stakeholder group. This
enabled each change request to be prioritised and assessed.

3. Feedback and capability gap discussion - The purpose of this workshop was to determine
where additional capability gaps exist between current system functionality provided by
JobReady/TYIMS and AAMS (the requirements not yet known to the AAMS Team).

The workshops have enabled the Department to complete a capability gap assessment that clearly
identifies the mandatory requirements that will enable employers, apprentices and network
providers to maintain the current level of service that is provided through the existing systems.

16 Attachments
16.1 Change Request Register

This attachment provides an overview of each change request, its priority rating and
assessment outcomes.

AAMSnalﬂanges
Register - OWG - M
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1 Purpose

The purpose of Part B of this report is to assess the viability and options of integrating AAMS and
JobReady. The report addresses:

If it technically possible to integrate the systems;
What gaps exist between AAMS/TYIMS and JobReady;
The integration options available;

The total costs to integrate the systems; and

How long it will take to integrate the systems

17 Is it technically viable to integrate JobReady and AAMS?

Initial assessments conducted in partnership between JobReady and the Department indicate that it
is technically viable to integrate AAMS and lobReady, with no critical technical issues identified.

Development work will be required to be undertaken in both JobReady and AAMS in order to
integrate the two systems. This work can broadly be broken into two categories:

A. Establish web service connection between lobReady and AAMS.

NEC is required to redesign AAMS to be able to send data to, and accept data from,
JobReady. JobReady is then required to build a web service to connect to AAMS. This web
service connection must be established under all of the three options outlined in this paper.

Build functionality in JobReady to take over functions in AAMS.

JobReady is required to build new functionality as well as modify existing functionality within
JobReady to cater for functions that will no longer be performed in AAMS. The following
tables outline all of the functions that will be performed in JobReady; whether the function
already exists in JobReady; and whether JobReady will be required to undertake any
development.
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18 What integration options are available?

To integrate AAMS with JobReady three options are under consideration, These include;

Cption Description JobReady Functionality AAMS Functionality

Optiont— | ¢  AAMS retains the integration and connectivity | Training
Partial to all state and federal government services Leads Gateway Training Contract Debts Special Claims Contracts
Integration including SAP, ATO, DHS and STAs. transfers
* SCM capabifity will be retained in AAMS. Fee for service  Claims Payments Reporting
*  Network Providers will perform all functions in
IR Reporting CRM SAP ATO STA DHS
Option 2 ® AAMS retains the integration and connectivity Leads Gateway Training Contract
. : Reparting
Partial to all state and federal government services Fee for service  Claims Pavments
Integration including SAP, ATQ, DHS and STAs. Renortin CRM 4
¢ SCM required capability to be provided by g &
JobReady. B Training Contracts | SAP ATO STA DHS
¢ Network Providers will perform all functions in | Debts Special Claims o o
JR.
Option 3 ® AAMS is discontinued and all Network Leads Gateway Training Contract
Full Provider, SCM and National Office functions Fee for service  Claims Payments
Integration would be undertaken in JobReady. Reporting CRM
Traini
Debts Special Claims R EORlracts
transfers
SAP ATO STA DHS
SCM Capability
integration and connectivity to all state and federal
government services




19 How much effort is required to make the necessary
change to JobReady

The following table outlines the level of effort required for JobReady to integrate their application
with AAMS. This table does not include NEC effort to redesign AAMS.

Option 1 DOption 2 Option 3

Category Effort Duration (Oty] [Oty) (O]
Small 5 Business days

Medium 20 Business days 2 4 6
Large 40 business days

Significant 60 business days 7 9 9
Extra Significant 120 business days 8 4 6
Extra Significant x 2 240 business days 1 1 1
Total business days’ effort Required 1180 1340 1620




20 Costing Considerations?

To understand the cost impacts, a detailed financial analysis will need to be undertaken that has
input and invelvement from NEC and JobReady.

As part of the financial analysis considerations will need to include:

AAMS — CAPABILITY GAP REPORT

How the ongoing support and maintenance fees will be reduced with NEC to support the
reduced system scope

The resourcing effort required by DET to support the implementation of the revised scope
The costing for NEC to redesign AAMS to support the flow of infermation between the
systems.

The pricing benefits for how a single end to end solution will reduce the fee for service
charges as part of the AASN tender round in June 2019.

The costing for JobReady to complete the development work

The costing for JobReady to provide ongoing support and maintenance

How existing Network Provider JobReady licensing fees will be impacted.

The costing for NEC to implement the existing gateway change request



21 How long will it take?
The Department, in collaboration with IR, has developed an initial roadmap that identifies the key deliverables to implement Option 1. Further assessment
is still required to understand development requirements, commercial considerations, and timings for decisions that will impact the schedule. This schedule

is to be used as an indication of the go live date for Option 1 until a detailed assessment is completed.
Opfion 1 - Draft for discussion purposes - Interim Roadmap, pending defailed assessment

|:'| ""l II | J f"-

! F

DET Flanning and mplement ation
Go Live

NEC Work

JobReody




22 What considerations are there for using JobReady?

lssue

An original business requirement for AAMS was to maintain a
complete version history of all data and allow searching/reporting
on this data. Currently neither AAMS nor JobReady maintain a
complete version history; they both maintain partial version
histories (TYIMS has minimal if any version history).

With a full version history, users can view precisely what the data
in a record looked like at any given point in time in the past.
Without full version history, this ‘complete’ picture of data and
changes to it over time is not possible.

If having a partial version history is acceptable, no work in
JobReady or AAMS is required.

If having a complete version history is mandatory, work in
JobReady and AAMS is required.

JobReady already have an existing ‘module’, which maintains full
version history and this module would need to be applied to the
JobReady product. This is a medium development effort.

AAMS would require significant reengineering of the entire
system and this would be a significant development effort.

Option
1
X

Option
2

4

X

Option
3

X

JobReady has a mature Business Rules Engine {BRE), which has
been in use by Network Providers for several years. This BRE is
used to assess incentives eligibility. While this BRE performs an
automated assessment, the Network Provider is still required to
review, verify and if necessary amend the assessment.

An original business requirement for AAMS was to have a fully
automated eligibility assessment requiring no review by Network
Providers. AAMS'’s current BRE has been designed to do this;
however, it is still undergoing development and testing.

If JobReady takes over the Claims function, their current BRE will
be used to perform eligibility assessments, requiring Network
Providers to review and verify assessments. This is not a fully
automated eligibility assessment, however Network Providers are
comfortable and used to working with this BRE.

AAMS has functionality, which sends SMSs to
Employers/Apprentices/RTOs for Claims lodgement. The cost of
sending these SMSs is absorbed by NEC.

JobReady also has functionality allowing ad hoc SMSs to be sent
{not specifically concerning Claims lodgement); however, these
costs are absorbed by the Network Providers.

If JobReady takes over the Claims function, SMSs for Claims
lodgement as well as ad hoc SMSs will be sent from JobReady.




The cost of these SMSs may need to be split so that Claims
lodgement SMSs are paid for by NEC and ad hoc SMSs will be paid
for by Network Providers.

23 Appendix A - What changes are required to JobReady

AFi
Establish web service connection Extra Extra Extra
between lobReady and AAMS Significant x 2 Significant x 2 Significant x 2
Architecture
Separation of Dept. and provider Extra Extra Extra
functionality Significant Significant Significant
Version control and user Medium Medium Medium
alignment
Data Migration and cleansing Significant Significant Extra
Significant
Function
1. Leads
2. Gateway Medium Medium Medium
3. Training Contracts Extra Extra Extra
Significant Significant Significant
4, Fee-For-Service Significant Significant Significant
5. Claims Extra Extra Extra
Significant Significant Significant
6. Payments Extra Extra Extra
Significant Significant Significant
6. Recommencements, Significant Significant Significant
Variations, Cancellations and
Completions
7. Reporting
8. CRM-based
SCM functions
9. Debts Significant Significant
10. Special Claims Medium Medium
11. Training Contract Transfers Medium Medium
12. SCM Access/Logins Significant Medium
Web services
13. Weh service to STAs Extra
Significant
14. Web service to SAP Extra
Significant
15. Web service to ATO Medium
16. Web service to DHS Medium
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