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Assurity recently had the privilege of hosting a panel
discussion, 'Develop a Winning Strategy for your Business
Transformation Project' over breakfast at The Wellington
Club, featuring three distinguished subject matter experts:
Peter Love, Justine Denize, and Russell Ewart. 

These experts bring extensive experience in project
management and have a proven track record of delivering
successful large-scale business transformation programs in
the public sector. Throughout the panel discussion, we delved
into various key points that shed light on effective strategies
and best practices in this domain, as highlighted in this guide.
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To achieve the balance of continuous innovation and delivery with the need to reduce Total Cost of Ownership
(TCO) and mitigate project risks, organisations can employ several effective strategies:

Understand the business context: It is crucial to clearly understand the organisation's business goals and
objectives. By aligning innovation initiatives with the overall business strategy, decision-makers can prioritise
innovation efforts that directly contribute to the organisation's success.

Differentiate between mandatory and discretionary costs: Identifying and categorising costs as mandatory or
discretionary help allocate resources efficiently. By focusing on reducing discretionary costs while fulfilling
essential obligations, organisations can optimise resource allocation and manage TCO effectively.

Prioritise with a backlog and clear process: Creating a backlog of innovation initiatives and establishing a
clear prioritisation process ensures that resources are allocated to the most valuable and impactful projects.
Prioritisation techniques like Weighted Shortest Job First (WSJF) help minimise project risks and ensure the
allocation of resources to high-value projects.

Identify and automate repeatable processes: Analysing processes and identifying areas for automation
improves efficiency and frees up resources for innovation. Automation reduces manual efforts, minimises errors,
and increases productivity, ultimately reducing TCO (Total Cost of Ownership) and enabling organisations to
focus on higher-value activities.

Embrace Agile methodologies: Agile methodologies, such as Scrum or Kanban, provide a flexible framework
for managing innovation, delivery, and risk mitigation. These methodologies promote iterative and incremental
development, enabling faster feedback loops and early risk detection while delivering value continuously.

Foster a culture of innovation and cost-consciousness: A supportive organisational culture that encourages
innovation and cost optimisation is crucial. By promoting a culture that values both innovation and cost
consciousness, organisations can foster an environment where employees seek innovative solutions mindful of
TCO.
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HOW CAN ORGANISATIONS BALANCE THE NEED FOR CONTINUOUS INNOVATION AND
DELIVERY WITH THE NEED TO REDUCE TOTAL COST OF OWNERSHIP (TCO) AND
MITIGATE PROJECT RISKS? 

WHAT ARE SOME STRATEGIES THAT HAVE WORKED WELL IN ACHIEVING THIS
BALANCE? 

(By Peter Love, Russell Ewart & Justine Denize)

conntinue next page...



Additionally, there are a few additional strategies worth considering:

Start with problem identification: Innovation should be driven by specific problem identification. By focusing on
innovative solutions that address these problems, organisations can channel their efforts effectively and achieve both
innovation and cost savings.

Focus on short-term returns: In time-bound projects, emphasising solutions with significant short-term returns helps
balance the need for innovation with timely delivery and immediate cost savings.

Strong leadership and an "all of life lens": Strong leadership is essential in guiding investment decisions and
project prioritisation. Taking an "all of life lens" approach involves considering the long-term impact of innovation
initiatives, ensuring they align with the organisation's strategic goals.

Emphasise high-value automation: Prioritising high-value automation streamlines tasks, reduces manual efforts,
and minimises human error. Organisations can leverage automation, particularly in Oracle Cloud implementations, to
streamline testing and improve efficiency.

Reduce patch upgrade testing: Minimising extensive business testing during patch upgrades through automation
and robust testing practices can significantly reduce costs over the system's lifetime. This approach enables faster
and more cost-effective patch upgrades, contributing to TCO reduction and risk mitigation.

By implementing these strategies, organisations can effectively balance continuous innovation and delivery with TCO
reduction and project risk mitigation, resulting in successful outcomes.
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HOW CAN AN EFFECTIVE QUALITY ASSURANCE STRATEGY PROMOTE INCLUSIVITY IN
THE DEVELOPMENT PROCESS AND REDUCE THE IMPACT OF CHANGES ON BUSINESS
OPERATIONS? 

WHAT ROLE DOES STAKEHOLDER ENGAGEMENT PLAY IN ENSURING EFFECTIVE
QUALITY ASSURANCE? 

Firstly, understanding the business's pain points is essential. By actively listening to the concerns and
challenges faced by the business, we can address their needs and promote inclusivity. This approach helps build
trust between the business and the project team, fostering a collaborative environment.

Engaging with all levels of the business is another key aspect. By involving individuals from the shop floor to
upper management, we gain diverse perspectives. These insights can uncover potential blind spots and lead to a
more comprehensive quality assurance strategy.

Developing clear success criteria in collaboration with the business is vital. Defining what "good enough"
looks like enables a shared understanding of expectations. This alignment helps ensure that the quality assurance
efforts are focused on delivering a fit-for-purpose solution that meets the business's requirements.

Shifting quality assurance as far left as possible is beneficial. This means involving the business in reviews of
the current state and future state business mapping before the development and test execution phases. By
incorporating their insights early on, we can concentrate efforts on relevant areas and deliver a solution that aligns
with their needs.

Frequent demos and walkthroughs are valuable. Seeking early and continuous feedback from the business as
the product is being developed allows for iterative improvements. This involvement also empowers the business to
contribute to the solution's direction and make decisions that support the desired outcomes.

An effective quality assurance strategy can play a crucial role in promoting inclusivity in the development process and
minimising the impact of changes on business operations. By considering the following points, we can foster inclusivity
and ensure stakeholder engagement for effective quality assurance:
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When it comes to delivering new systems, developing additional functionality, or addressing patches and
upgrade cycles, several best practices have proven to save organisations time and money. Effectively
prioritising these activities is crucial for maximising their impact on the bottom line. Here are key best
practices to consider:

Establish clear traceability: Maintaining clear traceability from problem statements to business
outcomes, requirements, and tests is essential. This ensures that every step of the process aligns with
the overarching business goals, preventing wasted efforts. By establishing a clear traceability path,
organisations can easily track progress and validate that desired outcomes are being achieved.

Foster consistent understanding: It is crucial to ensure that all stakeholders, from business leaders to
development teams, have a shared understanding of goals, requirements, and tests. This consistency
minimises misunderstandings, streamlines decision-making, and enables effective collaboration
throughout the project.

Implement a robust change control and prioritisation framework: Having a structured approach to
change control and prioritisation allows organisations to assess and prioritise system changes,
additional functionality, patches, and upgrades based on their impact and urgency. This ensures that
resources are allocated effectively and focuses on the most critical activities.

Maintain good governance: Establishing governance structures that focus on successful project
delivery and proactively identify and remove roadblocks is crucial. By ensuring necessary support and
resources are available and effectively managing risks, organisations can streamline processes and
achieve desired outcomes more efficiently.
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WHAT ARE THE KEY BEST PRACTICES FOR DELIVERING NEW SYSTEMS, DEVELOPING
AND DEPLOYING ADDITIONAL FUNCTIONALITY, OR ADDRESSING PATCHES AND
UPGRADE CYCLES THAT HAVE BEEN SHOWN TO SAVE ORGANISATIONS TIME AND
MONEY? 

HOW CAN ORGANISATIONS EFFECTIVELY PRIORITISE THESE ACTIVITIES TO MAXIMISE
THEIR IMPACT ON THE BOTTOM LINE? 

(By Peter Love and Russell Ewart) 

conntinue next page...



Ensure business decision-makers are well-informed about problem statements and approved
requirements to facilitate informed decisions.
Involve users early through user acceptance testing (UAT) and change/training sessions to
incorporate valuable input and ensure the solution meets their needs.
Conduct user experience (UX) testing to identify areas for improvement and enhance the overall
user experience.
Promote shared ownership of success among all stakeholders to foster inclusivity and
accountability.
Lower the barrier of entry for business people to facilitate their involvement in the quality assurance
process.
Foster strong relationships within the project/program ecosystem by taking a human-centric
approach, involving end-users and subject matter experts upfront, and engaging stakeholders at
various levels.

Define success and understand risk: Actively engaging business stakeholders ensures that
implemented systems and functionalities align with their needs and expectations. Understanding and
mitigating risks early on minimises potential impact on the bottom line and increases the likelihood of
successful outcomes.

Tailor approach to organisation's unique needs: Maintaining a clear and unwavering focus on the
organisation's specific requirements and challenges is critical. While utilising proven products or
methodologies can be part of the solution, defining success within the organisation's context allows
teams to effectively navigate delivery challenges.

Prioritise based on business impact: Aligning efforts with areas that have the greatest impact on the
bottom line is essential. By focusing on delivering functionalities that directly support business
objectives and priorities, organisations can optimise resources and maximise return on investment.

Additionally, consider the following practices:

By adopting these best practices, organisations can save time and money in their system delivery,
development, and deployment efforts. Clear traceability, consistent understanding, prioritisation
frameworks, good governance, business involvement, and a tailored approach all contribute to
maximising the impact on the bottom line.
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IN THE CONTEXT OF IMPLEMENTING NEW SYSTEMS, WHAT ARE THE MOST COMMON
CHALLENGES THAT ORGANISATIONS FACE, AND HOW CAN THESE BE MITIGATED
THROUGH EFFECTIVE PROJECT MANAGEMENT AND STAKEHOLDER ENGAGEMENT? 

HOW CAN ORGANISATIONS ENSURE THAT THEY ARE SELECTING THE RIGHT TECHNOLOGY
SOLUTIONS TO MEET THEIR BUSINESS NEEDS? 
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(By Peter Love)

When implementing new systems, organisations often encounter common challenges that can be mitigated through
effective project management and stakeholder engagement. Additionally, selecting the right technology solutions to
meet business needs is crucial. Here are some key considerations:

Understand your "north star" - Organisations should have a clear understanding of what they are trying to achieve
and what success looks like. Defining the desired outcomes and identifying negotiable aspects allows for better
decision-making throughout the project. This clarity serves as a guiding principle to keep the project on track.

Ensure clear and appropriate roles and responsibilities - It is important to define and allocate decision rights to the
right people. Separating governance from management/operational decisions helps streamline the decision-making
process. By clarifying roles and responsibilities, organisations can avoid confusion, improve accountability, and
facilitate efficient progress.

Determine the balance across the iron triangle - The iron triangle comprises time, budget, and scope. Organisations
must have open discussions to determine where contingencies lie. By proactively addressing these discussions during
calm periods, everyone involved will be prepared when issues arise. Having a clear understanding of trade-offs helps
manage expectations and allows for more effective decision-making during project execution.

Focus on change adoption - The success of the new system depends on users embracing and effectively utilising it.
It is essential to involve the business throughout the project journey, ensuring their participation in decision-making
processes. Collaboration and co-creation foster a sense of ownership and commitment. Organisations should strive to
work "with" the stakeholders rather than imposing changes "to" them. This approach promotes change adoption and
increases the chances of successful implementation.

conntinue next page...



Selecting the right technology - To ensure that the chosen technology solutions meet the business needs, several
factors should be considered. Understanding the required outcomes is critical in aligning technology solutions with the
desired goals. It is also important to consider any key design principles or enterprise architecture constraints, such as
the choice between Software as a Service (SaaS) and On-Premises solutions. Evaluating the total cost of ownership
(TCO) and available budget is essential to ensure feasibility. Finally, testing the market through requests for proposal
(RFPs), demos, and trials provides valuable insights into the suitability of different technology solutions.

Through effective project management and stakeholder engagement, organisations can address the challenges
associated with implementing new systems. By focusing on a shared understanding of goals, clear roles, and
responsibilities, managing the iron triangle, promoting change adoption, and selecting the right technology solutions,
organisations can increase the likelihood of successful implementations that meet their business needs.
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When embarking on a major transformation program, there are several crucial pieces of advice to
consider:

Understand your north star and focus on business engagement and organisational change
management - It is essential to have a clear understanding of your organisation's vision and goals. This
"north star" will guide the transformation program and ensure alignment across the organisation.
Additionally, effective business engagement and robust change management practices are vital to gain
buy-in, manage resistance, and ensure successful adoption of the changes. Celebrating milestones and
successes along the way helps to maintain momentum and keep morale high.

Foster a clear and shared understanding of success and risks - Establishing a shared
understanding of what success means for the transformation program is essential. Clearly define the
desired outcomes, metrics, and key performance indicators. This shared understanding helps align
stakeholders and ensures that everyone is working towards the same goals. Additionally, it is crucial to
identify and assess potential risks and develop mitigation strategies to proactively address them
throughout the program.

Values alignment with partners is key - Transformation programs are often complex and challenging
endeavors. Selecting partners who are aligned with your organisation's values is critical. When faced
with difficulties, knowing that your partners share your values ensures that you will work together
collaboratively, rather than pulling against each other. This alignment fosters a positive and productive
working relationship, contributing to the success of the transformation program.

By adhering to these pieces of advice, organisations can set themselves up for a successful major
transformation program. Understanding the north star, emphasising business engagement and change
management, establishing a shared understanding of success and risks, and ensuring values alignment
with partners contribute to a more cohesive and effective transformation journey.
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WHAT ADVICE WOULD YOU GIVE TO ANY ORGANISATION THAT'S ABOUT TO
EMBARK ON A MAJOR TRANSFORMATION PROGRAMME? 

(By Peter Love, Russell Ewart & Justine Denize)



HAVE YOU EXPERIENCED ANY PROJECT FAILURE BEFORE? IF YES, WHY DID
THE PROJECT FAIL? 
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(By Peter Love and Russell Ewart) 

When discussing project failure, it is important to define what constitutes failure. Is meeting time, cost,
and scope considered a success if the benefits are not fully realised? Additionally, should stopping a
project early be considered a failure if the business case is no longer viable or if a fit-for-purpose solution
cannot be found through the RFP process?

One example of project failure is the Novopay project. It was a perfect storm of issues resulting from a
misalignment of values between the vendor and the organisation. The project involved selecting a
product and customising it to meet specific needs. However, what significantly impacted the outcome
was the lack of real customer engagement until it reached a point of no return.

This experience has had a profound impact on my (Russell Ewart) professional development as an IT
professional. It highlighted the critical importance of genuine customer engagement throughout the
project lifecycle. Waiting until it's too late to involve the customer can lead to misaligned expectations,
inadequate customisation, and ultimately project failure.

Therefore, to mitigate the risk of project failure, it is crucial to define success beyond meeting time, cost,
and scope. Organisations should prioritise the realisation of benefits and regularly assess the alignment
of the project with the business case. Moreover, fostering strong values alignment with vendors and
engaging customers early on in the project can help avoid pitfalls and ensure that solutions are fit for
purpose.

By reevaluating our understanding of project failure and emphasising customer engagement from the
outset, organisations can increase the likelihood of project success and achieve desired outcomes.



HOW DO YOU SEE THE BALANCE OF INCREASINGLY DIVERSE CLIENT COMPLEXITY, ALONG
SIDE THE IDEA OF SIMPLIFICATION IN PURSUIT OF CLIENT EXPERIENCE? 
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(By Peter Love)

When considering the balance between increasingly diverse client complexity and the pursuit of simplification for
client experience, several key points come to mind:

Understand the business outcomes you're trying to achieve - It is essential to have a clear understanding of the
desired business outcomes. This understanding will guide decision-making and ensure that efforts are focused on
delivering value to clients.

Understand the culture and makeup of the business - Diverse clients bring unique cultures, preferences, and
needs. It is crucial to take the time to understand the specific characteristics of each client and tailor the approach
accordingly. By doing so, organisations can provide a more personalised and relevant client experience.

Understand the feasibility of any proposed delivery approach - While pursuing simplification, it is important to
assess the feasibility of the chosen delivery approach. Evaluate whether the proposed solution aligns with the
complexity and diversity of client needs. Finding the right balance between simplification and customisation ensures
that clients' unique requirements are met effectively.

Be prepared to have tough conversations - Managing diverse client complexity may require difficult conversations
to address conflicting priorities or challenges. It is essential to foster open and transparent communication with clients,
allowing for constructive dialogue and problem-solving.

Trust the intellectual property (IP) that has been acquired to enable delivery - Organisations often invest in tools,
technologies, and frameworks to streamline and simplify client experiences. Trust in the acquired IP and leverage it
appropriately to enhance the client experience while managing complexity.

Reflect on prior experience and lessons learned - Take the opportunity to learn from previous experiences and
apply those insights to the current situation. Reflecting on lessons learned enables continuous improvement and the
refinement of strategies for balancing complexity and simplification in the pursuit of an optimal client experience.

By considering these points, organisations can navigate the delicate balance between increasing client complexity
and simplification. Understanding business outcomes, cultural nuances, feasibility, and being prepared for challenging
conversations while leveraging acquired IP and drawing from past experiences will help organisations provide a
tailored and enhanced client experience while effectively managing complexity.



Russell Ewart
GM, Test & Assurance 
Assurity Consulting
Connect with Russell on Linkedin

Russell is an experienced Senior IT Delivery Lead with over 20 years of
experience, specialising in strategic quality change on large-scale
transformation programs in various industries. As Assurity's Testing &
Assurance Practice GM, he drives the strategic direction of
test/innovation nationally. Russell's impressive track record includes
designing and implementing a digital test strategy for Inland Revenue's
successful Business Transformation journey, resulting in the highest
quality release on the transformation journey during New Zealand's
Coronavirus lockdown.
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