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Steering Committee Governance

· Provide Oversight

· Actively participate in monthly meetings facilitated by the Project Leadership Team to address project status including scope, schedule and resources (i.e. staffing and budget).
· Act as Ambassador

· Represent and advocate for all state agencies.
· Support the Project Leadership Team filling the positions necessary to complete the implementation of the system.
· Ensure the project team receives adequate support from agencies 

· Support the project in the budgetary process and legislative oversight processes.
· Resolve Conflicts

· Resolve disputes between the project leadership and agencies and among agencies regarding configuration decisions.

· Determine if agency-specific requests for enhancements should be implemented and who should pay for said enhancements.

· Provide input into proposed changes in policies or regulations resulting from business process re-design.
· Approve Decisions

· Approve changes to project scope and/or budget in excess of $250,000.

· Make consensus decisions on pending project scope issues based on analysis and recommendations by the Project Leadership Team such as: 

· Pursuing the AR pilot and which agencies should participate in the AR pilot;

· Pursuing the optional labor distribution solution;

· Retaining or de-commissioning Treasury systems and the set-off system.

OBJECTIVE:

Determine how the Steering Committee will govern using hypothetical (but potentially real world) Steering Committee issues expected to be encountered during the 1st year.
RECOMMENDED APPROACH (i.e. normal analytical decision making process):
· FMS Management Team frames the decision

· Develop alternatives

· Develop decision criteria (impact on scope, cost, schedule, risk, agencies)

· Analyzes alternatives vs. criteria
· If appropriate, would the Steering Committee want the FMS Management Team to bring forward a recommendation?

· FMS Management Team presents decision making framework to Steering Committee at monthly meeting or may call special meeting if time sensitive.  (Can decisions be made via email?  What type of decisions?  Is this practical?)
· Steering Committee makes decision (or requests additional information)

· Ground rules for decision making need to be defined, i.e.,

· Consensus

· Majority

· Super-majority

POTENTIAL CATEGORIES OF STEERING COMMITTEE ISSUES:
1. Agency-specific Change Requests

An agency decides it would like to interface the FMS purchasing process with an internal application (Correctional Industries, Secretary of State, etc.).  To do this the Contractor requests a $50K change order for each system.  This change will not impact the schedule.  
Who will pay what (the agencies or the Project and what percentages)?

2. Disagreements between Programmatic Agencies and Central Agencies
The large agencies would like de-centralized security administration.  Smaller agencies would like it managed centrally since they do not have the staff to administer security.  A&R or DISC would like security managed centrally.  
How should security be managed?
3. Disagreements re Business Process Standardization
Agencies would like to configure the requisition-to-PO process differently, i.e. different levels and numbers of approvals for different dollar amounts for different agencies.  This will require much more effort (man-hours) than the Contractor claims was assumed in their bid.  Options are:

A)  Standardize the process across agencies and configure accordingly; or
B)  Permit each agency (or groups of agencies) to standardize the process and configure accordingly.
The Contractor estimates the man-hours required for each option and estimates $500K for Option A and $300K for Option B.  

Which option will the Steering Committee select?

4. Maintaining an Existing Central Agency System

SOKI is a well-known, well-liked application for receipting revenue, entering JVs and executing inter-fund transfers.  The FMS can perform these functions with minor modifications but is not as user-friendly or as Kansas-specific as SOKI.  Maintaining SOKI will place an external system in the middle of business processes that are performed within the FMS.  Re-writing SOKI (due to chart of accounts) and interfacing security is estimated to cost $300K and will probably increase on-going upgrade costs, but these costs are difficult to quantify.

Should SOKI be modified and retained or de-commissioned?

5. AR/Billing Implementation

In a previous decision the Steering Committee decided to implement AR/billing on a pilot basis with Lottery and KCC.  The pilot was successful.  Since the Contractor has the Subject Matter Experts on-board and was requested to provide a fixed-price change order estimate for configuring AR/billing for the remaining six agencies that do billing.  The effort will not impact other areas of the project but will increase project costs by $450K.  The project budget can support this request.

Should AR/billing be rolled out to the remaining agencies and should the project pay all, part or none?
6. Trade-off of Scope

The winning bid is over the expected budget.  An element of project scope must be deferred.  The Steering Committee must decide which of following 3 elements to include or to exclude:  data warehouse, AR/billing pilot, central solution for labor distribution solution.  Options are:  raise agency fees and include all three or select two of the three.

How is this decision made?

Steering Committee Governance

Recommended Process to Resolve Conflicts and Make Decisions
1. The Project Management Team frames the decision:

· States the issue and provides the business case for why a scope change is requested
· Develops decision criteria (impact on scope, cost, funding source, schedule, risk, IT/DISC, agency operations, statutes and central or agency policies)
· Analyzes the request and provides alternatives if applicable
· Provides pros and cons for the request, alternatives and recommendation
· Develops recommendation

· Presents recommendation to affected agency(s)

· Incorporates agency feedback

2. The Project Management Team presents recommendation and basis for recommendation to the Steering Committee at monthly meeting.   

Note:  Prior to monthly meeting an information packet will be sent to Steering Committee members.  This packet will contain: 

a) project status (scope, schedule, cost) 

b) pending Steering Committee decisions/recommendations and supporting analysis

c) a log of lower level decisions made by the Project Management Team since the last Steering Committee meeting

3. The Steering Committee will discuss the merits of the recommendation and the basis for the recommendation.

4. The Steering Committee strives to reach a consensus-based decision; if additional information is needed or additional alternatives are proposed, the Project Management Team will go back to Step #1.

5. If a consensus-based decision cannot be reached, the decision will be elevated to the Executive Sponsors for a decision.

A definitive set of rules for what type of issues should be brought before the Steering Committee will evolve.  

The Project Management Team will use its judgment to:

· Resolve issues that are at a lower level than Steering Committee concerns and document these issues/decisions in the monthly informational packet described above.  If the Steering Committee believes specific issues should be decided by the Steering Committee, it will be noted so that in the future this type of issue will be brought forward for deliberation.

· Err on the side of conservatism.  Bring issues that may be considered significant to the Steering Committee.  If the Steering Committee believes the specific issue/decision does not need to be elevated to the Steering Committee, it will be noted by the Project Management Team so that in the future this type of issue will not be brought forward for deliberation.
By using this approach, the “decision rights” of the Project Management Team, the Steering Committee and the Executive Sponsors will evolve and will be defined as issues are encountered and resolved.
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