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Template Instructions:   

This template offers instructions, sample language, boilerplate language, and hyperlinks written in 12-point Arial font and distinguished by color, brackets, and italics as shown below:  

· Instructions for using this template are written in purple bracketed text and describe how to complete this document. Remember to delete instructions from the final version of this plan.

· Important Note: Standard boilerplate and sample language has been developed for this plan and should be viewed as guidelines to help you assemble a governance structure meeting your program’s needs. This standard language is written in black font and may be modified or additional information may be added at the discretion of program management.    
· Hyperlinks are written in blue underlined text. To return to the original document after accessing a hyperlink, click on the back arrow in your browser’s toolbar. The “File Download” dialog box will open. Click on “Open” to return to this document. 
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1 Introduction

[During the Initiation phase program management should begin discussions with the sponsors and key stakeholders regarding governance responsibilities, expectations and roles. The Governance Plan is created during the Initiation phase of the program and then may be modified or further developed based on lessons learned and further discovery of specific program needs.]
Per the Project Management Institute (PMI) Standard for Program Management: “governance is defined as the process of developing, communicating, implementing, monitoring, and assuring the policies, procedures, organization structures, and practices associated with a given program. Governance is oversight and control. The following are examples of governance oversight functions:

· Monitoring program outcomes and ensuring accepted good practices are followed; and

· Monitoring measures that focus on strategic alignment; investment appraisal; monitoring and controlling risk opportunities and threats acceptable to the organization; and ensuring expected benefits are in line with the original business plan.
Program governance oversight involves execution of the governance plan through the supporting governance goals, structure and framework. It ensures that governance is in place and feedback is received to improve the components and the program.”

1.1 Purpose

This document describes the Governance Plan for the <Program Name> Program. The purpose of the Governance Plan is to describe the specific roles and responsibilities of program management and its stakeholders, focusing primarily on authority level and decision-making structures. 
This plan is for the governance of a program – not a project.  Per the PMI publication “The Standard for Program Management” a program is: “a group of related projects managed in a coordinated way to obtain benefits and control not available from managing them individually. Each component project will have their own separate Governance Plan which focuses on project level decision-making which would, as appropriate, make reference to the program level governance plan.
1.2 Scope

This Governance Plan identifies the key governance roles and responsibilities for the program. In addition to documenting the stakeholders involved in managing the program, the plan covers who, by role, is responsible for approving program and project documents, establishing contracts in support of the projects, approving contractor deliverables, and making the final decision to accept deliverables and products. 

This document is meant to clarify and expand upon responsibilities established in the Project Charter, Partnership Agreements, Interagency Agreements (IAA), and Memoranda of Understanding (MOU) with sponsors, business partners, and the user community.
1.3 References

1.3.1 Best Practices Website

For guidance on the Office of Systems Integration (OSI), project management methodologies refer to the OSI Best Practices website (BPWeb) (http://www.bestpractices.osi.ca.gov). The materials are available through the “By Function-Phase” link.

1.3.2 External References
The Standard for Program Management (Second Edition), Project Management Institute, 2008
1.3.3 Project Document Repository 

Refer to the repository located at <path or server> for all program-specific documentation. Indicate the location of the program’s electronic document repository as well as the program’s hardcopy library. 

1.4 Acronyms  

[List only acronyms applicable to this document, if the list becomes longer than one page, move the acronym list to the Appendix.]
	APD
	Advance Planning Document

	BCP
	Budget Change Proposal

	BPWeb
	Best Practices Website 

	CWDA
	California Welfare Directors Association

	CHHS
CIC
	California Health & Human Services Agency
Customer Impact Committee

	CIO
	Chief Information Officer

	DGS
	Department of General Services

	EAC
	Executive Advisory Committee

	ESC
	Executive Steering Committee

	FSR
	Feasibility Study Report

	IAA
	Interagency Agreement

	IAPD
	Implementation Advance Planning Document

	IPOC
	Independent Project Oversight Consultant

	IT
	Information Technology

	ITPP
	Information Technology Procurement Plan

	LAO
	Legislative Analyst’s Office

	MOU
	Memorandum of Understanding

	OSI
	Office of Systems Integration

	PAPD
	Planning Advance Planning Document

	PMO
	Project Management Office

	RFP
	Request for Proposal

	SPI
	Supplementary Premise Information

	SPR
TA

TAC
	Special Project Report
California Technology Agency

Technical Advisory Committee


1.5 Document Maintenance

This document will be reviewed annually and updated as needed. This document contains a revision history log. When changes occur, the version number will be updated to the next increment and the date, owner making the change, and change description will be recorded in the revision history log of the document. 
2 Program Governance 

Governance spans the entire program life cycle and assists in managing risks, stakeholders, benefits, resources, and quality. Per PMI “the governance structure ensures the program’s goals and objective are aligned with the strategic goals and objective of the enterprise(s) for which the program is being developed. Programs by their nature, may overlap a number of enterprises, with one or more being customers, performing organizations, suppliers, or stakeholders. The governance framework ensures that important interfaces are managed carefully to minimize program and inter-component conflicts.”
Effective governance ensures strategic alignment, the realization of promised service and benefits, stakeholders are communicated with and kept aware of progress and issues; appropriate tools and processes are used in the program; decisions are made rationally and with justification; and the responsibilities and accountabilities are clearly defined and applied. All of this is done within the policies and standards of the partner organizations and is measured to ensure compliance.
2.1 Program and Project Governance

Governance may be defined as the use of institutions, statues of authority, and collaboration to allocate resources and coordinate or control activity within a project, program, or portfolio.

In order to establish a governance framework it is important to distinguish between project, program, and portfolio management. According to PMI: 

A project is defined as “a temporary endeavor undertaken to create a unique product, service, or result”.

A program is defined as “comprised of multiple related projects that are initiated during the program’s life cycle and are managed in a coordinated fashion”.
The development of a program governance framework begins with analysis of the business need and program scope, identification of project components and corresponding partnering organizations, risk assessment, estimated length of program development and implementation, estimated resource requirements, and stakeholder considerations. The above considerations will help produce a program charter. Once approved, the program charter provides the basis to progress to the development of the program’s full business case (via FSR(s)), detailed program plans, and component project charters. 
During development of the program charter and in anticipation of its approval, a major focus becomes establishing a formal common understanding of how the program will be governed and managed. This is the time to draft a Governance Plan, an Issue and Escalation Process, and formal agreements among program management, the sponsors and partner departments and agencies as to how they will work together to successfully deliver program benefits in the most efficient and effective manner. 

2.2 Interaction between Program and Project Management
During the program’s life cycle, the Program Director oversees and provides direction and guidance to the Project Directors of the component projects. The Program Director coordinates efforts between projects but does not manage them. Essential program management responsibilities include the identification, monitoring, and control of the interdependencies between projects; dealing with escalated issues among the projects; and tracking the progress of each project in the context of the master program schedule.

The integrative nature of program management involves coordinating the processes across all the projects. This applies through the PMI Process Groups of Initiating, Planning, Execution, Monitoring and Controlling, and Closing, and involves managing processes at a higher level than what is project managed. An example of this type of integration is the management of issues and risks requiring resolution at the program level because they involve multiple projects or otherwise cross project boundaries and therefore cannot be addressed at the project level.

The interactions between a program and its component projects tend to be iterative and cyclical. During the early phases of initiating and planning, information flows from the program to the project, and then flows from the project to the program in the later phases. Early in the life cycle, the program guides and directs the projects on desired goals and benefits. The program level influences the project management approach within it. Later in the life cycle, the projects report to the program on project status, risks, changes, cost, issues and other information affecting the program. An example is schedule development, where a detailed review of the overall project schedule is needed to validate information at the program master schedule level.

Program management and leadership provide vision, mission, objectives, strategies and priorities, and overarching governance. Program management makes decisions on changes, issues, and risks which transcend project scope. Program management advises projects of impacts from changes in other portfolios, programs, or projects.

Project management provides project management with performance reports, change requests with program or cross-project impacts, and escalated issues and risks.

Figure 2-1 illustrates the information flow between program and project management.
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Figure 2-1 – Program and Project Management Interaction

2.3 Program Management Elements
The state Program Director and management team are responsible for the management of the program and are therefore responsible for the development and approval of all program management plans, processes and procedures. The following subsections briefly describe program governance processes and activities within knowledge areas identified by the PMI Standard for Program Management.
2.3.1 Integration Management

This area includes the processes and activities needed to identify, define, combine, unify and coordinate multiple projects and coordinate various program management processes and activities. Some of the integrative activities performed by the project management team include:

· Transform the program’s strategic directives and business case into a program management plan and an initial program roadmap;

· Identify, define, and document critical success factors;

· Develop and manage the governance structure;

· Monitor, correct, forecast, and report program progress, issues, and risks, and;

· Analyze earned value management reports;

· Analyze project performance reports;

· Make Go/No Go decisions associated with key program and project milestones.

Issue and Escalation Process

As part of governance, a critical overarching process is issue management and a formal escalation process to achieve issue resolution. The program is responsible for overseeing and managing program-wide or cross-project issues identified by the projects or other program stakeholders. The purpose of the issue process is to ensure unanticipated issues, action items and tasks are assigned to a specific person for action and are tracked to resolution.

Please see the <Program> Issue and Escalation Process for further details on how issues are managed and escalated.

Deliverables Management (for Governance)

The following tables summarize who is responsible for the review and approval of program governance deliverables throughout the entire program lifecycle:

Program Initiation - Governance Deliverables

	Work Product
	Review
	Approve

	Select and Appoint the Program Director
	· Program Sponsors

· Partner Departments
	· Program Sponsors

	Program Charter
	· Program Management Team 

· Program Director

· Program Sponsors

· Partner Departments
	· Program Director

· Project Sponsors

· Partner Departments

· Program Director

	Governance Plan
	· Program Management Team

· Program Director

· Program Sponsors

· Partner Departments

· Project Directors
	· Program Director

· Project Directors

· Program Sponsors

· Partner Departments

 

	Issue and Escalation Process
	· Program Management Team

· Project Sponsors

· Partner Departments

· Program Director

· Project Directors

· ESC
	· Program Director

· Program Sponsors

· Partner Departments

· Project Directors

· ESC

	Memoranda of Understanding between Program and Sponsors/Partners
	· Program Director

· Project Sponsors

· Partner Departments

· Project Directors

· ESC
	· Project Sponsors

· Partner Departments

· Program Director

· ESC


Program Setup - Governance Deliverables

	Work Product
	Review
	Approve

	Program Plans

· Program Management Plan

· Scope Management Plan 

· Communication Plan

· Schedule Management Plan

· Cost Management Plan

· Staff Management Plan

· Quality Management Plan

· Risk Management Plan

· Contract Management Plan

· Governance Plan

· Implementation Plan

· Interface Management Plan
	· Program Management Team

· Prime Sponsor Budget Office (Cost Management Plan)
· Independent Oversight Consultant (IPOC)

· User Community Representatives (Implementation Plan)


	· Program Director

· Program Sponsors

· Project Directors



	Stakeholder Management Plan
	· Program Management Team

· Project Sponsors

· Partner Departments

· Program Director

· Project Directors

· CIC


	· Program Director

· Program Sponsors

· Partner Departments



	Change Management Process
	· Program Management Team

· Project Sponsors

· Partner Departments

Program Director
	· Program Director

· Program Sponsors

· Partner Departments

	IT Acquisition Plans and ITPP
	· Program Procurement team

· Project Procurement team

	· Program Director

· Project Directors



	Program-wide Procurements
	· Program Management Team

· Program Acquisitions Office

· Prime Sponsor Budget Office

· DGS (for RFPs)

· Program Sponsors
	· Program Director

· Program Procurement Chief

· Program Budget Officer

· Program Sponsors

· DGS (for RFPs)

	Budget documents
	· Project Fiscal Services

· Program Fiscal Services

· Program Director

· Project Directors

· Program Sponsor Budget Office (s)
	· Program Director

· Project Sponsor

· ESC

· Program Chief Fiscal Officer

·  Agency(ies)

· DOF

	APD, Annual APD, and “As Needed” APD
	· Program Team

· Program Budget Office

· Program Directors

· Project Sponsors

· Program Director


	· Program Director

· ESC

· Project Sponsors

· Agency

· DOF

· Federal Partners (if applicable)

	Program Schedule
	· Program Management Team

· Program Director

· Project Management Team

· Project Director

· Project Sponsor

· Partner Departments

· User Community Representatives


	· Project Directors

· Program Director

· Project Sponsors

· Partner Departments

· ESC

· User Community Representatives

	Program Cost Baseline
	· Program Fiscal Services

· Sponsor Budget Office (s)

· 
	· Program Fiscal Officer

· Program Director

· Program Sponsors

· Sponsor Budget Office

· ESC

	Lessons Learned (program)
	· Program Management Team

· User Community Representatives

· Project Sponsor(s)

· Partner Departments
	· Program Director

· Project Directors


Delivery of Program Benefits - Governance Deliverables

	Work Product
	Review
	Approve

	Program-wide Contract Deliverables
	· Program Management Team


	· Program Director

· Program Sponsors

	Program Implementation Plan
	· Program Management Team

· Project Representatives

· CIC
	· Program Director

· Project Directors

· CIC

· ESC



	Go/ No Go Decision Points for Projects and Program
	· Project Director

· Program Director

· User Community Representatives


	· ESC (program)

· Program Director

· Project Director

· User Community Representatives

	Service Level Agreements
	· Project Team 

· Program Management Team

· CIC

· TAC

· User Community Representatives
	· Program Director

· Project Directors

· User Community Representatives

	Quality Metrics
	· Project Team 

· Program Management Team

· User Community Representatives
	· Project Directors

· Program Director



	Performance Reports
	· <Project Name> Project Team 

· Program Management Team

· Project Directors

· Program Director 
	· Program Director

· ESC

	Program Plan Updates
	· Project Management Team

· Independent Oversight Consultant (IPOC)
	· Program Director

· Program Sponsors

· Project Directors



	Change Request (program)
	· Program Change Control Board

· User Community Representatives

· Program Management Team

· Project Representatives
	· Program Change Control Board

· Program Director

	Lessons Learned (program)
	· Program Management Team

· User Community Representatives

· Project Sponsor(s)

· Partner Departments
	· Program Director

· Project Directors


Program Closure - Governance Deliverables

	Work Product
	Review
	Approve

	Product Acceptance
	· <Project Name> Project Team 

· Program Management Team

· User Community Representatives

	· Program Director

· Project Directors

· User Community Representatives

	Program Final Report
	· Program Management Team

· Program Fiscal Services, if applicable
	· Program Director

· Project Directors

· ESC

	Contract Closures
	· Program Management Team


	· Program Director



	Contract Evaluations
	· Program Management Team


	· Program Director



	Transition to M&O Plan
	· Program Management Team

· Partner Departments

· Project Representatives

· CIC


	· Program Director

· Project Directors

· ESC

· User Community Representatives




2.3.2 Scope Management

Program Scope Management includes monitoring and guiding project design efforts so they are compliant with overall program architecture standards and fully facilitate all interface and data sharing requirements. Another example is the coordination of cross-project testing to fully test interface among their respective systems or program components.

An important aspect of scope control is the program (and projects’) change management processes. Program change management governs project changes which could affect the overall program’s benefit delivery or has cross-project implications.   Change requests (or requirements) impacting a project’s scope, duration, quality, or costs should be examined to determine whether the change request must be escalated to a program-level Change Control Board for consideration. 

2.3.3 Time Management

Program Time Management involves processes for scheduling the defined program components and entities necessary to produce the final program deliverables. It includes determining the order in which the individual components are executed, the critical path for the program, and the milestones to be measured to keep the overall program on track and within the defined constraints. Major processes include developing the program schedule and monitoring and controlling the program schedule.

2.3.4 Quality Management

Program Quality Management includes all the activities of determining quality policies, objectives, and responsibilities between the program and the projects to ensure the customer’s needs are satisfied. Major processes include developing a program-level Quality Management plan, managing the independent validation and verification effort, managing the independent program oversight provider, and performing quality assurance with respect to program standards, and managing continuous process improvement. 

2.3.5 Risk Management

Program Risk Management is another critical program management area. Program risk is an event, or series of event or conditions that, if they occur, may affect the success criteria of the program. Positive risks are often referred to as opportunities and negative risks as threats. These risks arise from the program components and their interactions with each other, from technical complexity, schedule and/or cost constraints, and with the broader environment in which the program is managed. The main processes are developing the risk management plan, identifying risks, analyzing risks, planning risk responses, and monitoring and controlling risks.

2.3.6 Financial Management

Program Financial Management includes all the processes involved in identifying the program’s financial sources and resources, integrating the budgets of the individual projects, developing the overall program budget, and controlling costs throughout the life cycle of projects and the program. The main processes include establishing the program financial framework, developing the financial plan, estimating program costs, developing the budget, and monitoring and controlling expenditures.

Program and Project Funding

[Please provide program and project-specific information regarding the funding process.  The funding process may include federal funding, state funding, and possibly other sources including private. The state must determine how funding will be appropriated and managed for the program and across component projects. It is recommended that the Project Budget Office provide the required coordination among multiple state entities].

State Funding

The Program Budget Office (PBO) is responsible for preparing and submitting all reports, approval and funding documents, and budget information required by state control agencies. The PBO coordinates project budget document preparation with the budget section personnel of all sponsor departments and participating state agencies to ensure all estimated project needs and support are taken into account and adequately addressed.  In addition, the PBO is responsible for tracking <Program Name> costs and expenditures.  The sponsor departments are responsible for developing the cost allocation plan, attending budget reviews, and paying program costs.

The principal funding document for State budget changes is the Budget Change Proposal (BCP) or the Supplementary Premise Information (SPI). The PBO works with the state agencies providing funding to prepare BCPs or SPIs. The PBO reviews, edits, and then submits the BCP and/or SPI on behalf of the program as a complete package.   BCPs or SPIs are prepared for the Governor’s Budget and May Revision (if needed). 

Federal Funding

The PBO is responsible for preparing and submitting all reports, approval and funding documents, and budget information. As with state funding, the Program Budget Office shall coordinate project budget document preparation with the budget section personnel of all sponsor departments to ensure all estimated project needs and support are taken into account and adequately addressed.

County/Local Office Funding

[If the program is not participating in county/local office funding, this section may be marked as not applicable or omitted.]
The PBO is responsible for approving payment and tracking of all applicable county claims related to the program.  The <Project Sponsors> are responsible for payment of approved expenditures. 

Expenditure Tracking

The PBO is responsible for tracking expenditures to the source of funding that was provided for the expenditure whether federal, state, county or other.  The Program Director (or designee) or Project Director (or designee) is responsible for approving payment of all invoices once they are submitted, evaluated as complete, and justified.  All invoices are submitted through the PBO for processing.

2.3.7 Stakeholder Management

Program Stakeholder Management identifies how the program will affect stakeholders and then develops a communication strategy to engage the affected stakeholders, manage their expectations, and manage acceptance of the program’s product, services, and/or results. The main processes are developing a Stakeholder Management Plan, identifying stakeholders, engaging stakeholders, and managing stakeholder expectations.

2.4 Interagency Agreements (IAA)

[Discuss any interagency agreements such as those with a data center or service providers.] 
3 Participants

[There are various organizations that are considered stakeholders of the program. Not all of the stakeholders will participate in governance decisions and activities, but they will be affected by the decisions and activities.  
This section should reflect the actual list of stakeholders and organizations involved in the program, particularly as they relate to level of authority and decision-making. Avoid listing specific names, as this will lead to frequent maintenance updates to the plan. Do not list staff roles and responsibilities, as they are described in the program’s Staff Management Plan.

For each applicable organization, summarize their role and responsibilities for Governance. Indicate their level of authority and whom they defer to in case of a dispute. Identify the specific decisions they are empowered to make.]
2.1 Program Management Organization
2.1.1 Program Executive Steering Committee

The Executive Steering Committee consists of: 

· <List members here>

The membership of the Executive Steering Committee (ESC) reflects the partnership among the <Insert Number> departments. Each partner department identifies its Steering Committee member. The ESC will create its own bylaws which will include how the chairperson is selected and the term of their service. 
The Executive Steering Committee is responsible for:  

· Oversight of progress on State strategic goals and any strategy modifications;

· Reviewing  executive level project status updates including project issues and risks with Statewide impact;

· Monitoring achievement of major program milestones

· Directing State resources to accomplish strategic goals. 

· Participating in the selection and approval of the Program Director. (see the Staffing Management Plan for more information)

· Reviewing and making decisions regarding issues and risks which are escalated to the Committee.

· Assigning authority to the Program Director and Program Management Office

· Providing statewide leadership and support for the program

· Supporting  the program and component projects by communicating the vision and working to reduce barriers and mitigating risk

· Facilitating the interdepartmental collaboration of a statewide system.

· Providing issue resolution across agencies

· Review and approve the overall program procurement strategy

· Evaluate statewide policy changes

· Receiving periodic briefings from the Project Directors and the Program Director regarding program and project progress, resource needs, issues, risks, funding and expenditures.

· Recommended program closure and transition to ongoing maintenance and operations.
The Executive Steering Committee meets <frequency>.  
2.1.2 Program Director
This is the person who provides the external-facing leadership and advocacy for the project management organization. The role of the Program Director is separate and distinct from that of the Project Directors. 

The Program Director is responsible for:

· Leading and directing the Project Management Office.

· Setting up and managing the program, ensuring that it is performing according to plan and that the program goals remain aligned to the overall strategic objectives of the organization. 
· Providing guidance and support to all Project Directors within the program

· Conveying to all project the important relationship of each project to the larger program and organizational goals and objectives. 
· Serves as the point of issue and risk escalation for the Project Directors. 
· Approving risk mitigation strategy and actions for program and cross-project risks. 
· Approving all deliverables associated with major milestones for the projects and the program.

· Making decisions and providing direction or, as deemed necessary, escalating issues to the ESC.
· Serving on the Executive Steering Committee as a voting member 
· Reporting project achievements, issues, risks, and status to the ESC. 
· Acting as a spokesperson responsible for sharing program strategy, benefits, direction, status, and recommendations to stakeholders and the public.

3.1.3 Project Director

This is the person who is given overall authority to plan, execute, monitor and control a project which is part of the <Program Name> program. The Project Director is responsible for: 

· Overseeing and directing the activities of state and contractor personnel assigned to the project. 
· Making decisions regarding issues escalated by project personnel or key stakeholders and, as deemed necessary, escalating issues and risks to the Program Director.
· Promoting the program vision and mission within the project’s context.

· Providing project leadership. 

· Providing project reports to the Program Director and the ESC

· Approving final project deliverables

· Approving risk mitigation strategy and action

· Providing a centralized structure to coordinate and manage the project, its staff resources, teams, activities, facilities, communication, and outreach using structured project management methodologies including OSI Best Practices

· Ensuring overall project process and deliverable quality 

· Delivery of the solution and/or services
· Ensuring the solution implemented addresses the project and associated program objectives

· Serving as the central point of communication and coordination for the project

· Ensuring timely communication with the program management and key external stakeholders

· Directing the activities of state and vendor personnel assigned to the project

· Monitoring the planning, execution, and control of all activities necessary to support the implementation of a statewide enterprise <Insert project type) system

· Providing leadership to state staff assigned to manage the multidisciplinary project teams including business process teams, technology teams, acquisition teams, change management teams, project administration teams, and training teams

· Directing the development of project documentation required by control agencies

3.1.4 Program Management Team

Per PMI, the program management team in conjunction with major stakeholders, establishes the key governance principles and ensures the correct structure is in place to encourage effective and appropriate governance. The Program Management Team (PMT) is responsible for:

· Verifying program governance approaches are being followed. 
· Developing and updating all project management related documents.
· Providing project management guidance and support to all the subordinate projects.

· Providing support to the Program Director

· Developing and maintaining the Master Program Plan

· Developing and maintaining the Master Schedule

· Program-level issue management

· Program-level risk management

· Preparing reports for the ESC and other stakeholders

· Managing the program-level change management process

2.1.5 Program Change Control Board

The Program Change Control Board (PCCB) represents the interests of program and project management by ensuring that a structured process is used to consider proposed changes and incorporate them into program and project schedules. The CCB requests that impact analysis of proposed changes be performed, review change requests, make decisions, and communicate decisions made to affected groups and individuals. The PCCB scope of authority is over change requests which are program-wide, across multiple projects, or, even though specific to a project, impacts the program’s critical path. The PCCB includes the Program Director and representatives of the sponsors and partner departments.
3.1.6 Program Procurement Unit
The Program Procurement Unit works with the Sponsors in developing all procurement documents. The Procurement Manager consults with the Department of General Services (DGS) and provides procurement strategy recommendations to the program’s senior management and the ESC.  The Procurement Unit is responsible for submitting all procurement documents, as required, to Agency (ies), DGS, and other control agencies.

3.1.7 Program Budget Office 

The Program Budget Office (PBO) is responsible for reviewing the budget documents prepared by the projects and managing their progress and approval through the State Fiscal process. As such, the PBO has the authority to review and request corrections or revisions to funding documents. The PBO also coordinates budget actions and updates with the budget units of sponsors and department program partners with shared fiscal responsibility.   

3.2 Program Sponsors: 

The <Organization Name> and <Organization Name>… are the Program Sponsors. The Program Sponsors set the program vision and policy, interpret federal policy and regulations, and develop state regulations pertaining to the programs to be included in the scope. < Organization Names > are responsible for ensuring program requirements are clearly communicated so that they will be properly incorporated into, and supported by, the developed system or solution. The < Organization Name > is the point of contact for federal and state agencies and the State Legislature regarding program policy issues.

The following are the key participants from each sponsor organization:

3.2.1 Program Sponsor Executive
The Program Sponsor is a crucial element in the success of any program or project, and their involvement and support are required across the entire program life cycle. The Program Sponsors has overall authority for the program. Each sponsor helps to establish and reinforce the vision and direction for the program, provides policy leadership, assists in removing barriers and supports change management initiatives, participates in the Executive Steering Committee, and provides staff support to the Executive Steering Committee as needed. The sponsors champion statewide support for the program and provide external advocacy in a variety of venues.  The sponsors pursue funding and resources. The sponsor departments often interpret federal requirements and regulations and correspondingly develop state regulations pertaining to the program. The Sponsors serve as the point of contact for state control agencies, the Legislature, the LAO, and federal partner agencies.
3.2.2 Sponsor Legal Department

The legal representative provides legal opinions upon request in areas of solicitation documents, contracts, contract amendments, work authorizations, contracting questions, conflict of interests, discovery issues, communication documents, and general issues potentially impacting the project. 
2.2.3 Sponsor Program Support Team
The Sponsor Program Support Team consists of sponsor department personnel whose activities include supporting the project by:
· Providing clarification of policy and regulations

· Reviewing and providing input on key deliverables and  acceptance criteria

· Identifying risks and issues, participating in approval of risk mitigation strategy and actions

· Escalating issues within the established project framework for issue resolution and escalations

2.2.4 Sponsor IT Division

The Sponsor’s IT Division, depending on the scope of the project, may have technical subject matter expertise which may be leveraged to participate in the Technical Advisory Committee and assist project technical resources in the design of solutions.

2.3 Customers

[Insert project-specific information here. Typically user stakeholders provide input to the project teams and management based on business and/or policy expertise; participate in joint application requirements sessions; participate in user acceptance testing; help the program and projects understand the impact of the proposed system/solution of upon end user business processes; participate in the development of Service Level Agreements between the projects, program, and the user community; and provides user input as part of a Go/No Go decision by the program to implement all or part of a program. The key customers typically include the following:]
2.3.1 User Organizations 

2.3.1.1 County/Local Offices 

2.3.2 Public Clients
2.4 State Control Agencies

Control agencies approve project funding and some work products.  They also monitor programs and projects to ensure they adhere to state standards. The following subsections briefly describe the roles and responsibilities of state control agencies.
2.4.1 Department of Finance

Department of Finance (DOF) is responsible for approving the proposed annual funding for the project as part of the Governor’s Budget for each state fiscal year. Budget –related documents subject to DOF approval are Budget Change Proposals (BCPs), Supplementary Premise Information (SPI), and the Planning and Implementation Advanced Planning Documents (PAPD and IAPD) which are submitted to DOF. 

2.4.2 Department of General Services

The Department of General Services (DGS) Procurement Division (PD) is the central purchasing authority for all State departments and local government agencies. DGS administers and determines delegated purchasing authority, manages leveraged procurements, statewide contracts, and a wide variety of purchasing options for goods and services. The Procurement Division's (PD) One Time Acquisitions (OTA) Unit conducts procurements on behalf of State departments for purchases that exceed a department's delegated purchasing authority. For such procurements, DGS works with the department and project staff to develop Request for Proposals (RFPs). DGS has the authority to approve the Information Technology Procurement Plan (ITPP), RFP, evaluation plan, vendor selection report, Contract, and Contract amendments.  The DGS also has authority to resolve procurement legal issues. 
2.4.3 California Technology Agency
With the establishment of the Office of the State Chief Information

Officer (OCIO) effective January 1, 2008, responsibilities for IT policy and IT project reporting and oversight transitioned from the Department of Finance (Finance) to the OCIO. Effective January 1, 2011 the OCIO became the California Technology Agency (TA).
The TA is a cabinet-level agency, responsible for establishing and enforcing information technology (IT) strategic plans, policies, standards and enterprise architecture, and the IT project review, approval, and oversight program.
Since the TA is now responsible for IT project approval and oversight, all IT project-related documents, excluding Control Section 11.00 and 11.10 legislative notifications, are now submitted to the TA. Submissions to TA include Feasibility Study Reports (FSRs), Special Project Reports (SPRs), equivalent federal documents, FSR-Reporting Exemption Requests (RERs), Post Implementation Evaluation Reports (PIERs), Independent Project Oversight Reports (IPORs), IT Capital Plans, and IT Acquisition Plans.

The TA also provides project oversight standards for security, risk, and project management.  The TA’s Office of Information Security (OIS) is the primary state government authority in ensuring the confidentiality, integrity, and availability of state systems and applications, and ensuring the protection of state information. The office represents the State to federal, state, and local government entities, higher education, private industry, and others on security-related matters. The OIS also provide project oversight standards for risk management and disaster recovery.
2.5 Other State Stakeholders

The following are other key state stakeholders in program governance.
3.5.1 California Health and Human Services Agency (CHHS)

CHHS is responsible for California’s health and human services programs. CHHS Agency staff review and approve planning, budget, and procurement documents. The agency also advises departments on budget, policy, legal and external affairs issues. Indicate here whether an Agency executive will serve on the Executive Steering Committee.
3.5.2 <Reserve for 2nd Agency- if applicable>

In the event the program spans multiple agencies, use this and additional subsections as necessary to briefly describe the scope of their responsibility and their involvement in the program’s governance. 
3.5.3 Governor’s Office

The California Governor has the power to execute Executive Orders that affects the program.   Also, the Governor has the ultimate approval of the program’s annual budget.
3.5.4 Legislature

The California Legislature has the authority to create legislation that may affect the program’s scope and funding if signed by the Governor.  

3.5.5 Legislative Analyst’s Office

The Legislative Analyst’s Office (LAO) provides fiscal and policy advice to the Legislature that may affect the program.  The LAO serves as the “eyes and ears” for the Legislature to ensure that the executive branch is implementing legislative policy in a cost efficient and effective manner. 

3.6 Federal Stakeholder(s) : < Organization Name >
 [If there is no federal stakeholder, leave the title as “Federal Stakeholder” and indicate there is no federal stakeholder.]
The following are the federal participants.

3.7 Prime Contractor 

[Discuss the primary contacts and participants from the prime’s organization (typically the Prime’s Project Manager and Executive Management). Indicate if they participate in the Executive Committee, Change Control Board, and supporting committees.] 

The prime contractors’ roles are defined as providing the necessary inputs to allow the decision-makers to make a decision, at all authoritative levels. However, for issues related to the contractual requirements and performance, all contracts must adhere to the issue resolution and escalation processes specified in their respective contracts. 

3.8 Advocates and Advisory Groups

[If there are advocacy or advisory groups involved in the program, indicate the title of the group and the nature of their involvement. If they do not exert any authority over the program or influence the program, they do not need to be listed. An example is the California Welfare Directors Association (CWDA) which is a strong advocacy group in the area of health and human services programs and their clients.]
3.8.1 Customer Impact Committee

[The purpose of this section is to describe the composition and role in governance of a supporting committee which represents the interests of the customer and has expertise regarding business rules, processes, and change management.]  
The Customer Impact Committee (CIC) is comprised of representatives of the

departments sponsoring the <Program Name> program and customer organization representatives. The CIC is also supported by the project development and implementation managers and the Prime Contractor’s Application Manager.  The CIC will provide a formal mechanism for customers and partner departments to express their views, concerns, and receive information from the <Program Name> program team. Membership should include department CIOs, Deputy Directors for Administration, or equivalent. The membership of the CIC should reflect the phase of the program. The CIC also serves as working group in support of the Executive Advisory Committee to help analyze issues and arrive at a recommendation.

The membership shall select a Chair who will also serve as a standing member of the Executive Advisory Committee and an advisory member of the Executive Steering Committee. The CIC membership determines the term of the appointment and the appointment rotates. 

The CIC may bring forth significant project concerns, as needed, to the Program Director and may escalate project issues/concerns to the Executive Advisory Committee (EAC).
The CIC advises the EAC of concerns with potential impact to stakeholders/departments of the program or a project’s approach, schedule, plans, and activities.
The CIC ensures departmental support and readiness for implementation. Also, the CIC assists in project planning, requirements, development, and implementation activities. The CIC also provides clarification on policy rules and approves policy changes.
3.8.2  Technical Advisory Committee

[The purpose of this section is to describe the composition and role in governance of a supporting committee which brings together project and external technical subject matter experts to address technical challenges and develop technical solutions.]  
The Technical Advisory Committee (TAC) is comprised of <Insert Name of technology> technical development and implementation experts from inside and outside of the project. Representation should include:

· California departments that have implemented similar projects

· The System Architect of each project, 

· The Technical Support Manager of each project,
· The customer’s Technical Support Manager

· The Office of Technology Services representative

· The TA Enterprise Architect (optional)

· Representatives of private sector organizations with attributes similar to California

· xxxx software and system integration providers/vendors (if applicable)

The TAC provides a formal mechanism for a collaborative partnership among technical experts from the project, project partners, project customers, and experts from the private and public sector to explore solutions to the technical challenges of the project. The TAC also serves as a working group in support of the Executive Advisory Committee to help analyze issues and arrive at a recommended approached or solutions.

The membership shall select a Chair who will also serve as a standing member of the Executive Advisory Committee and an advisory member of the Executive Steering Committee. The TAC membership determines the term of the appointment and the appointment rotates. 

The TAC may bring forth significant project concerns, as needed, to the Program Director and may escalate project issues/concerns to the Executive Advisory Committee (EAC). The TAC also advises and provides reports to the EAC as requested.

The TAC, as requested, may provide advice to each project’s technical group and assist in project planning, design, and configuration activities.

3.8.3 Executive Advisory Committee

[The purpose of this section is to describe the composition and role in governance of a committee which directly supports the Executive Steering Committee by bringing together executives from all key stakeholder groups to collaborate, advise, and help govern the program. Members are executive who have the authority and ability to bring resources together to perform analysis, propose solutions, provide guidance, and manage issue and risks. The committee provides guidance and recommendations to the ESC.]
The Executive Advisory Committee (EAC) is comprised of representatives of the CIC, TAC, each business partner, the prime contractor, and possibly external subject matter experts. EAC members are high-level executives of all key stakeholder groups with the ability and authority to acquire resources to support the EAC and to make decisions on behalf of their organizations. The EAC serves as a working group under the direction of the ESC which, when requested, gathers information, pursues policy clarification or development, conducts analyses, provides presentations, and offers recommendations for issues that are before the ESC for a decision or direction. 

The EAC also:

· Sets long term goals and strategies in support of the strategic direction and vision established by the ESC;

· Set priorities for funding, program changes, and technology initiatives

· Ensures the availability of funds;

· Ensures consistency and coordination across the component projects in support of the Program Director;

· Resolves issues raised from the Customer Impact and Technology Advisory Committees;

· Provides guidance and direction on leveraging technology;

· Provide guidance and direction on policy changes; and

· Assists the ESC in managing fiscal and political issues.
3.9 Unions 

[If there are unions or labor organizations involved in the project, indicate the title of the group and the nature of their involvement. If they do not exert any authority over the project or influence the project, they do not need to be listed.

If the project does not have any unions or labor organizations involved in the project, this section may be marked as not applicable.]
3.10 Interfacing Organizations

[List any other organizations with which the system will interface, including any other data center or service provider. Discuss whom they report to and the type of agreement that has been established between them and the program organization (e.g., MOU, IAA, Contract, etc.) Indicate who controls which interfaces and how changes to interfaces are coordinated and approved (e.g., by a change control board or working group, by a particular organization, etc.)

Additional sections may be added to address other types of stakeholders and external participants, as necessary.] 

4. PLAN APPROVAL and Maintenance
4.1 Plan Change Procedures

The <Name> Governance Plan is a “living document” maintained by the Program Management Office (PMO). The PMO reviews and updates the Governance Plan on a semi-annual basis. Program Document Management and Change Control procedures are adhered to during the update process and the Program Charter is under version control at all times. Updated versions are submitted to the Program Library and available to all program staff. The program library is found on the network at the following location:

4.2 Plan Acceptance

[This section provides for the identification by name, title, and signature of the individuals agreeing to authorize expenditure of organizational resources to accomplish program activities. At a minimum, the Governance Plan must be signed by the Program Director, and the standing members of the Executive Steering Committee (which includes all the Executive Sponsors).]
_____________________________________

____
_______________

<Name of Sponsor’s Chief Executive>, <Title>



Date

<Name of Sponsor Organization>


_____________________________________

____________________

<Name of Sponsor’s Chief Executive>, <Title>



Date

<Name of Sponsor Organization>


_____________________________________

____________________

<Name of Sponsor’s Chief Executive>, <Title>



Date

<Name of Sponsor Organization>


_____________________________________

___________________

< Name>, Program Director





Date

<Program Name>

_____________________________________

____________________

<Name>, Project Director






Date  

<Partner State Agency Organization>

_____________________________________

____________________

<Name>, Project Director






Date  

<Partner State Agency Organization>

_____________________________________

____________________

<Name>, Project Director






Date  

<Partner State Agency Organization>
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