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ExecutiveSummary

Authority for the Project

The Review of Information Management/ Infonnation Technology (Ilvi/IT) Planning and
GovernanceProcessesin the HumanResourcesBranch(HRB), PublicWorks and Government
ServicesCanada(PWGSC)wasundertakenaspartoftheapproved1999-2000Audit andReview
BranchAnnualPlan.

Objectives

The objectivesof the projectwereto review and assessthe effectivenessandtimelinessof the
IM/IT planningandgovernanceprocessesin theHumanResourcesBranch(HRB).

Scope

Thescopeofthe reviewincludedthe JMIJT planningand governanceprocessesin the HRB as
well asrelatedinterfaceswith the DepartmentalJMIIT planning and governancestructure. In
addition, the Departmentaland HRB businessplanningprocesseswere consideredwithin the
contextoftheReview’sobjectives. All organizationalsectorswithin theHRB andGTIS aswell
asother organizationsthat have an impact on the HRB IMIJT planningand governancewere

includedwithin the scopeofthereview.

Background

TheHRBmakesextensiveuseof technologyto facilitate andsupporthumanresource
managementatPublicWorksandGovernmentServicesCanada(PWGSC). Thereareseveral
existinghumanresourcemanagementcorporatesystemsincluding theHumanResources
ManagementSystem(HRMS), WinOrg, theIntegratedTraining System(ITS), theLeave
InformationManagementSystem(LIMS) andtheHRB Intranetsite.

TheHRBManagementCommitteeestablishedtheBranchInformaticsSub-Committee(BISC) in
February1999. TheBISC hasseveralIM/IT relatedresponsibilitiesincludingthedevelopment
ofanIM/IT vision andstrategicplanforthe HRB. TheBISC membershiphasbroad
representationfrom theHRB andalsoincludesrepresentationfromtheGovernment
TelecommunicationsandInformaticsServices(GTIS) Branch.

In additionto beinga serviceprovider,theGTIS Branchis consideredapartnerbytheHRB asit
providestechnicalsupportservicesto assisttheHRB in managingandoperatingits IT systems.

PublicWorksandGovernmentServicesCanada 1
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Key Findings

As theHRB is undertakingtheestablishmentofanewmanagementcontrolframeworkfor IM/IT
the Reviewdid not examine, in detail, the resultsof previousplanningcycles. The Review
focusedon recentandplannedmanagementinitiatives to determinetheir potentialto contribute
to theeffectivenessandtimelinessoftheIM/IT planningandgovernancein theHRB.

HRB TWIT Strategy

TheHRB hastakenstepsto articulateits IM/IT strategyandprioritiesby producingdocuments
suchastheHRB IIvt’IT Prioritiesfor theNextThree Years,theHRIntranet Vision1998andby
providing input to the PWGSCInformation ManagementPlan (IMP) 1998-2000. The HRB
IMIIT PlanningandGovernanceProcessReviewWorkshopparticipantsindicated,however,that
aclearerstatementofvision relatingto theHRB IM/IT strategiesis neededto guidethe Branch.
Furthermore,the currentdocumentationof theHRB Ilvi/IT prioritiesdoesnot providea complete
descriptionof the HRB businessobjectivesand how the Branch intends to support those
requirementsthroughthe useof technology. Thereis limited information on existing systems
andinfrastructureaswell asthe implicationsof futuretechnologicaldirections. The potential
consequencesofthe identifiedbusinessdrivers arenot describedandlinked to therelatedIM/IT
solutions. Thechallengesthatmaybe facedby the HRB in providingthedesiredIM/IT service
arenot describedincluding theintegrationof the intranetvision. Finally, thereis no integrated
high level implementationplanidentifying anddescribingthestepsto be takenandtheresources
requiredoverthenextseveralyears.

The HRB hasseveralcomponentsof a IM/IT strategicplan, however, there is currently no
comprehensiveIM/IT vision and strategydocument to provide stakeholderswith a clear
descriptionof the future businesstechnologyneedsand guidanceon howto provide for those
requirements. Developmentand acceptanceof a comprehensiveIMIIT vision and strategy
would increasethe likelihood that the HRB businessneedswill be adequatelysupportedby its
technologyinvestment.

HRB TWIT Planning and GovernanceFramework

The HRB hasrecentlystrengthenedthe managementof IM/IT from a Branchperspectiveby
establishingtheBranchInformaticsSub-Committee(BISC) with currentrepresentationfrom the
HR Directorates,the HR ServiceCentres,and GTIS. There is plannedrepresentationfrom
RegionalHRDirectorates.TheBISCwhich is chairedby theDirector,ServiceDevelopmentand
Client Relations,HRB reportsto theAssistantDeputyMinister HRB ManagementCommittee.
Although the mandateof the DISC is described,its approvalauthority levels arenot clearly
stated.

BeyondtheDISC mandate,the rolesandresponsibilitiesrelatedto theHRB IM/IT planningand
governancearenotcompletelydefined.

PublicWorksandGovernmentServicesCanada 2
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The HRB managementcontrol frameworkfor IM/IT is not yet developed.Not yet definedare
documentedplanning,performancetracking/monitoring/reportingprocessesaswell asevaluation
processes. Project screening,ranking and assessmentcriteria as well as Branch wide
managementmechanismsfor monitoringandreportingonprojectsandimplementedsystemsare
notin place.

The Chair, DISC has indicated the intention to include the definition of the HRB IM/IT
managementprocessesaspartoftheDISCwork-planfor thisyear.

Duringtheconductof interviewsandtheworkshopwith HRBandGTIS, it wasclearthatthereis
apositiveworkingrelationshipbetweenHRB and GTIS.

Documentedplanning/monitoringprocesses,authority levels and assessmentcriteria would
reduce risk by contributing to consistent, timely and effective decision making. The
establishmentof a formal post implementationreview andevaluationmechanismwould ensure
that “lessonslearned” information is usedto ensurethe continued effectivenessof the IM/IT
managementprocess.

Recommendations

It is recommendedthat:

1. theAssistantDeputyMinister, HumanResourcesBranch ensuresthat a comprehensive
HRBIM/IT StrategicPlan, includinga clear statementofvision, is developedto provide
stakeholders with a description of the plannedIM/IT solutions expectedto meetHR
businessoblectives.

2. the Assistant Deputy Minister, Human ResourcesBranch ensures that the roles!
responsibilitiesand authority levelsfor all entities/participantsin the managementof
IM/IT in theHRBaredefinedandmadeavailableto all stakeholders.

3. the AssistantDeputy Minister, HumanResourcesBranch ensuresthat the HRB IM/IT
PlanningandGovernanceprocessesandproceduresaredevelopedandformalizedin the
keyareasofplanning,tracking/oversightandevaluation.

PublicWorksandGovernmentServicesCanada 3
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1 Introduction

1.1 Authority for theProject

The Review of Information Management/ Information Technology (IM/IT) Planning and
GovernanceProcessesin the HumanResourcesBranch(HRB), Public Works and Government
ServicesCanada(PWGSC)wasundertakenaspartofthe approved1999-2000Audit andReview
BranchAnnualPlan.

1.2 Objectives

Theobjectivesof the project wereto reviewand assessthe effectivenessandtimelinessof the

IMIIT planningandgovernanceprocessesin theHumanResourcesBranch(HRB).

1.3 Scope

The scopeof the reviewincludedthe IM/IT planningandgovernanceprocessesin the HRB as
well asrelatedinterfaceswith the DepartmentalIM/IT planning and governancestructure.In
addition, the Departmentaland HRB businessplanningprocesseswere consideredwithin the
contextof theReview’sobjectives. All organizationalsectorswithin theHRB andGTIS aswell
as otherorganizationsthat have an impact on the HRB IM/IT planningand governancewere
includedwithin thescopeofthereview.

1.4 Approach and Methodology

Thereviewincludedinterviewsofkeypersonnel,reviewofdocumentationanda selfassessment
workshop involving HRB and GovernmentTelecommunicationsand Informatics Services
(GTIS) personnelto examinetheIM/IT planningand governanceframeworkusedby theHRBto
manageits Ilvi/IT investment.

The self-assessmentworkshopwas conductedusing key participantsinvolved in the planning
andmanagementofIM/IT in theHRB. Thepurposeoftheworkshopwasto identify issuesand
barriersto effectivemanagementof IM/IT in the HRB andto collect informationregardingthe
HRJ3IMIIT managementcontrolframework. TheevolvingHRB IM/IT planningandgovernance
processeswere comparedto the TreasuryBoard Secretariat (TBS) EnhancedManagement
Framework (EMF) for Information Technology. The workshop results as summarizedin
AppendicesA andB weresentto all participantsfor validation.

Theapproachusedin this reviewdid not includeaPreliminarySurveyReport.

Thereviewapproachwasconsistentwith theTreasuryBoardManual on InternalAudit.

PublicWorks andGovernmentServicesCanada 4
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1.5 Background

TheHumanResourcesBranch(HRB) makesextensiveuseof technologyto facilitateand
supporthumanresourcemanagementatPublicWorksandGovernmentServicesCanada
(PWGSC). Thereareseveralexistinghumanresourcemanagementcorporatesystemsincluding
theHumanResourcesManagementSystem(HRJVIS),WinOrg, theIntegratedTraining System
(ITS), theLeaveInformationManagementSystem(LIMS) andtheHRB Intranetsite.

TheHRB ManagementCommitteeestablishedtheBranchInformaticsSub-Committee(BISC) in
February1999. TheDISC mandateincludesresponsibilityfor developmentofaTM/IT strategic
plan/vision,approvalofspecificTM/IT initiatives,allocationofTM/IT fundingandapprovalof
theII\4/IT capitalplanfor HRB. TheCommitteemembershiphasbroadrepresentationfrom the
HRB andalsoincludesrepresentationfrom theGovernmentTelecommunicationsand
InformaticsServices(GTIS) Branch. Thefirst meetingoftheBISC wasin April 1999.

SeveralTM/IT initiativeswereidentifiedin theFebruary1999HRB IM/IT Prioritiesfor theNext
ThreeYears. Thesepriorities included:

• ReplacementoftheHumanResourcesManagementSystem(HRMS) *

• UseoftheIntegratedTraining System(ITS)
• ImprovedintegrityofHR data
• OptimalaccessanduseofHR informationby line managers,employees

andHRpractitionersthroughvarioustools including theIntranet
• Developmentofa strongGTIS / HRBpartnership

TheFebruary1999 HRB IM/ITPrioritiesfor theNextThreeYearsdocumentrecognizedthe
UniversalClassificationStandard(UCS) implementation,La Rel~ve,PWGSCplansand
prioritiesaswell astheHRB BusinessPartneringModel asmajorbusinessdriversfor TM/IT in
theHRB.

In additionto beinga serviceprovider,theGTIS Branchis. consideredapartnerby theHRB asit
providestechnicalsupportservicesto assisttheHRB in managingand operatingits IT systems.

* In the 1stquarter 1999theADMj HRBandthePWGSCInformationManagementCommittee

(IMC) approvedaproposalto movetheHRMSto a newtechnologyplatform.

PublicWorksandGovernmentServicesCanada 5
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2 Findings, Conclusionsand Recommendations

As theHRB is undertakingtheestablishmentofanewmanagementcontrolframeworkfor IM/IT
the Reviewdid not examine,in detail, the resultsof previousplanning cycles. The Review
focusedon recentand plannedmanagementinitiatives to determinetheirpotentialto contribute
to the effectivenessand timelinessof the IM/IT planningand governancein the HRB. The
following presentsthe Audit and ReviewBranch’sfindings, conclusionsand recommendations
in thatregard:

2.1 HRB TM/IT Vision and Strategy

Thereis currentlyno comprehen~ivestrategicIM/IT vision andplanfor the HRB. TheBranch,
however,hastakenstepsto articulateits IM/IT strategyandprioritiesby producingdocuments
suchasthe February1999 HRB IM!IT Priorities for the Next 3 Years,the 1998 HR Intranet
Vision andby providinginputto thePWGSCInformationManagementPlan(IMP) 1998-2000.

The HRB IM!IT Priorities for the Next 3 Yearsdocumentbriefly outlines the HRB business
context,businessdrivers (e.g., La Rekve,UCS), desiredoutcomesand key IM/IT priorities.
The HRB IMIIT Planning and GovernanceProcessReview workshopparticipantsindicated,
however, that a clearerstatementof vision relating to the HRB IM/IT strategiesis neededto
guidetheBranch. Furthermore,the currentdocumentationoftheHRB IM/IT priorities doesnot
providea completedescriptionof the HRB businessobjectivesand howthe Branchintendsto
meetthoserequirements.Thereis limited informationon existing systemsandinfrastructureas
well asthe implicationsof future technologicaldirections. The potential consequencesof the
identified businessdrivers arenot describedand linked to the relatedIM/IT solutions. The
challengesthat may be faced by the HRB in providing the desired IM/IT service are not
described,including the integrationof the intranetvision. Finally, thereis no integratedhigh
level implementationplan identif~ring and describingthe stepsto be takenand the resources
requiredover thenext severalyears.

Conclusion

Although the HRB hasseveralrelatedcomponents,thereis currently no comprehensiveIM/IT
vision and strategydocumentto provide stakeholderswith a clear descriptionof the future
business technology needs and guidance on how to provide for those requirements.
Developmentand acceptanceof a comprehensiveIMIIT vision andstrategywould increasethe
likelihood that the HRB businessneeds will be adequatelysupported by its technology
investment.

PublicWorksandGovernmentServicesCanada 6
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Recommendation:

It is recommendedthat:

theAssistantDeputyMinister, HumanResourcesBranch ensuresthat a comprehensive
HRBIM/IT StrategicPlan, includinga clear statementofvision, is developedtoprovide
stakeholderswith a description of the planned IM/IT solutionsexpectedto meetHR
businessobjectives.

2.2 HRB IMIIT Planning and GovernanceFramework

2.2.1 HRB IMIIT GovernanceStructure

TheHRB establishedtheBranchInformaticsSub-Committee(BISC) in February1999.
TheBISC hascurrentrepresentationfrom the HR Directorates,the HR ServiceCentres
andGTIS. Thereis plannedrepresentationfrom RegionalHR Directorates.TheBISC,
which is chairedby theDirector,ServiceDevelopmentandClientRelations,HRB reports
to theAssistantDeputyMinister,HRBManagementCommittee.

Themandateofthe BISC is documentedin theHumanResourcesGovernanceStructure,
however,its approvalauthoritylevelsarenotclearlystated.

Beyondthe statementof mandatefor the BISC, the roles and responsibilitiesof the
entities/participantsinvolved in themanagementofIM/IT in theHRB arenot completely
defined.

Conclusion

TheHRB hasstrengthenedthemanagementof IM/IT from a Branchperspectivewith the
formationoftheBISC. However,thedefinitionoftheroles/responsibilitiesandauthority
levels for all entities/participantsinvolved in the managementof IM/IT in the HRB is
required to ensure a common understandingamongst stakeholdersand effective
application.

PublicWorksandGovernmentServicesCanada 7
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Recommendation

It is recommendedthat:

2. theAssistantDeputyMinister, HumanResourcesBranch ensuresthat the roles/
responsibilitiesand authority levelsfor all entities/participantsinvolvedin the
managementof IM/IT in the HRB are defined and made available to all
stakeholders.

2.2.2 HRB TM/IT Planning and GovernanceProcesses

PrinciPles related to the planning, performancemonitoring/reporting,and evaluation
phasesselectedfrom the TBS IM/IT EMF InvestmentManagementProcessModel as
well as the relatedfindings, conclusions and recommendationsfrom the Revieware
presentedbelow:

2.2.2.1Planning

Principle - Selection of the right mix of TM/IT projects that best meet
businessneedsand priorities

.

The planning phaseentails the assessmentand prioritization of current and
proposedIM/IT projectsandthe creationoftheIM/IT projectsportfolio. In doing
so, the planning phasehelps ensurethat the organizationselectsthose IM/IT
projectsthat will bestsupportmissionneeds. As well, it ensuresthat a project’s
risksandreturnsareidentifiedandanalysedbeforespendinga significantamount
ofprojectfunds.

A critical elementof this phaseis that managementmakesprojectselectionand
prioritizationdecisionsbasedon a consistentsetofdecisioncriteriathat compare
costs,benefits,risksandpotentialreturnsofthevariousIM/IT projects.

Planning - Findings

The key review findings pertainingto the HRB IM/IT investmentmanagement
planningprocessesareasfollows:

• Although the HRB hashistorically participatedin the annual GTIS driven
operationalplanning processwhich identified its annualIM/IT maintenance
and project initiatives therewas no formally definedHRB IM/IT planning
processdesignedto assistinmeetingHRB businessneeds.

• Businesscasesfor proposedIMIIT initiatives were submittedto the HRB
ManagementCommittee(BMC) for approval.

PublicWorksandGovernmentServicesCanada
Audit andReviewBranch
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• Projectswerescreenedandrankedalthoughtheprocessandcriteriausedwere
notdocumented.

• The IM/IT planningand approvalof specific IM/IT initiativesand allocation
ofIM/IT fundingarenowincludedin themandateofthenewlyformedBISC.

• The BISC hasnot yet definedthe BranchIM/IT planningprocessincluding
project screeninginformationrequirementsrequiredby the DISC to support
Branchdecisionmaking andits assessmentcriteria.

• The HRB IM/IT Planningand GovernanceReviewWorkshopparticipants
were in agreementthat a formal planning methodologywas requiredalong
with a better understandingof the interfaces between the HR]3 and
DepartmentalIM/IT planningandapprovalprocesses.

2.2.2.2Tracking & Oversight

Principle - Controls are establishedto ensurethat the selectedprojects and
ongoingsystemsare likely to deliver the projected benefitson a timely basis

.

The tracking and oversightphaseentails the periodic progressmonitoring of
projectsand ongoing systemsagainsttheirprojectedcost, scheduledmilestones,
promised benefits and continued business relevance. These reviews are
performedat critical project milestonesor periodically in the caseQf ongoing
systems.

Tracking & Oversight - Findings

Thekey findings pertainingto the HRB IM/IT investmentmanagementtracking
andoversightprocessesareasfollows:

• The HRB doesnot have a formal Branch oversightprocessto monitor and
review IM/IT projects at prescribedmilestonesand existing systemson a
regularbasis.

• Workshopparticipantsindicatedthat monitoring hasbeenconductedby the
BMC for larger projects where the impact from exceedingfunding and
missingdeadlinescouldbe significant.

• The AMS, GTIS hasprovidedmonitoringandprojectstatusreportingto HRB
regarding systems such as HIRMS and LIMS, however, the data and
information requiredfor managementreyiew and assessmentof project and
systemperformancehasnotbeenspecifiedby theHRB.

• Although the role and responsibilityfor IM/IT project and ongoing system
performanceandtrackingis notspecifically includedin theBISCmandate,the
HRB IM/IT Planningand GovernanceReviewWorkshopparticipantsnoted
thatBISC shouldformalizetheprocesses.

PublicWorks andGovernmentServicesCanada
Audit andReviewBranch
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2.2.2.3Evaluation

Principle - Projects and ongoing systemsare assessedto determine if the
TM/IT investmentmanagementprocessis effective

.

The evaluationphaseprovidesa mechanismfor continuallyimproving theJIM/IT
investmentprocess. The aim of this phaseis to measure,analyseand record
resultsto determinethe extentto which eachprojecthasmet its scheduledgoals
and fulfilled its projected contribution to the organization’s mission within
forecastcost. Theprimary tool in this phaseis the PostImplementationReview
(PIR),which normally is conductedoncea projectis complete.A PIR canassess
whethera project’s proposedbenefitswere achievedon time and can provide
useful informationregardingtheperformanceofthe TM/IT managementprocess.
The TM/IT investmentframeworkis an evolving framework, therefore“lessons
learned”from PIRsshouldfeedbackinto theprocess.

Evaluation - Findings

Thekeyfindingspertainingto theHRB TM/IT investmentmanagementevaluation
processeswereasfollows:

• TheHRB doesnothaveadefinedpostimplementationreviewprocess.
• The HRB TM/IT Planningand GovernanceReviewWorkshopParticipants

indicatedthat GTIS currently conducts somesurveyson HRB systemsand
thatfeedbackis collectedthrough“helpdesks”.
Thereareplansto conducta surveyon compensationservicesin the autumn
1999.

Conclusion

The HRB TM/IT managementcontrol framework is not yet developed. Among the
managementelements required to be documentedare the planning, performance
monitoring/reportingprocessesaswell as the evaluationprocesses.Projectscreening,
rankingandassessmentcriteriahavenot beendefined. TheChair,DISChasindicatedthe
intentionto includethedefinition oftheHRB IIvt,’IT managementprocessesaspartofthe
DISCwork-planforthis year.

Documentedplanning/monitoringprocesses,authority levels and assessmentcriteria
would reducerisk by contributingto consistent,timely and effectivedecisionmaking.
The establishmentof a formal post implementationreview and evaluationmechanism
would ensure that “lessons learned’.’ information is used to ensurethe continued
effectivenessoftheTM/IT managementprocess.

PublicWorksandGovernmentServicesCanada 10
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Recommendation

It is recommendedthat:

3. the AssistantDeputyMinister, HumanResourcesBranch ensuresthat the HRB
IM/IT Planning and Governanceprocessesandproceduresare developedand
formalizedin thekeyareasofplanning,tracking/oversightandevaluation.

PublicWorksandGovernmentServicesCanada
AuditandReviewBranch
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Appendix A
Prioritization

Workshop Results - Issues Identification and

The following issues, concernsand barriers which have or may have an impact on the
effectivenessofthe IM/IT PlanningandGovernancein HRB wereraisedby participantsduring
theworkshopheldon June15, 1999. Eachparticipantwasthenaskedto identify, by voting, the
top five issuesaccordingto their assessmentof importance. Theresultsaretabulatedbelowin
orderof ranking.

IssueIdentified Votes

1. Lack ofadefinedmethodology(1 vote),which would include:
• processreview beforeautomation; (10 votes)
• businesscasediscipline(cost/benefitanalysis); (7 votes)
• anaiysisofhorizontal integrationwith othersystems;(6 votes)
• needsanalysis; (5 votes)
• escalationprocess;(1 vote)
• systematicpost-evaluationof systems

30

2. Lack of vision relating to HRB IM/IT Strategies is

3. Governance process is not clear (1 vote), including:
• who initiates, monitors business needs? (9 votes)
• who makes decisions? based on what? (1 vote)
• decisions being validated?
• who does what?
• communication of decisions (3votes)

14

4. Process for establishing priorities is unclear 12

5. Timeliness of decision making process 6

6. Availability of data for decision making 1

PublicWorksandGovernmentServicesCanada
Audit andReviewBranch
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Appendix B Workshop Results- Strengths

The following strengths that contribute to the effectivenessof the IM/IT Planning and
Governancein the HRB wereidentified by participantsduring the workshopheld on June15,
1999:

Strengths Identified by Workshop Participants

I Analyses (business cases) have been prepared for major projects (e.g., LIMS, ITS and HRMS) (1.1.1)

2 Good relationship with GTIS.

3 Roles and responsibilities (some) are defined (including those of the Branch IM/IT Sub-committee) (1.1.1)

4 HRB contributes to the annual IT planning process through submissions to GTIS (1.1.1)

5 Informal processes have been in place to assess and approve projects, formerly done by BMC (1.1.2)

6 Analysis of HRMS needs, options and costs was formally documented (may form the model for future
projects) (1.1.2)

7 Establishmentof BISC will provide some focus and structure to planning, monitoring and evaluating IT
projects in the Branch (1.1.3)

8 Review schedules have been identified for larger IT projects (e.g., Intranet project) (1.1.4)

9 AMS has done some project monitoring on behalf of the Branch. (2.1.1)

10 Informal monitoring of large projects is taking place. (2.1.2)

11 Plans are in place to identify lessons learned for the ITS project (2.1.4)

12 BISC plans to define several processes this Fall for planning, monitoring and tracking IT projects.

PublicWorks andGovernmentServicesCanada
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