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Executive Summary

The 75th Legislature of Texas passed Government Code Chapter 2054 stating each state agency must develop and implement its own internal quality assurance procedures. The Texas Department of Human Services Management Information Systems (DHS/MIS) had already begun this effort in the early 1990s and had in place a methodology based on Carnegie Mellon’s Software Engineering Institute (SEI) Capability Maturity Model (CMM). In 1999, the Texas Department of Information Resources (DIR) published Quality Assurance guidelines, also based on the CMM, for all Texas State agencies.

In the early 90s, the needs of Texans grew and funding was becoming inadequate. DHS automated systems continued to increase in complexity, and it was critical for the agency to find a means of continuing to provide quality services. DHS/MIS automated systems send, receive, and compare data among 150 internal systems and 77 other state, federal and private organizations, and are responsible for 57 state and federal programs. Our primary customers include the Texas Department of Human Services, Texas Department of Health, Texas Department of Protective and Regulatory Services, Texas Workforce Commission, Texas Department of Mental Health and Mental Retardation, and the state of Texas clients. DHS/MIS supports over 20,000 users with 804 networked offices statewide. DHS’ main system authorizes $36 million in benefits and payments daily and maintains data on 6 million people.

Carnegie Mellon’s SEI had developed the CMM, claiming that an organization which follows this methodology would be able to develop reliable and usable software that is delivered on time and within budget. This methodology requires a process infrastructure in order to sustain the process improvement program. In 1997, the Customer Centered Methodology (CCM) was developed by DHS based on SEI CMM and requirements set forth by the international standards IEEE Standards Collection, Software Engineering, 1994 Edition. However, this was implemented without a process infrastructure in place, resulting in implementation being sporadic and inconsistent throughout the organization. In 1999, DHS/MIS executive staff introduced a new business model to further aid the accomplishment of the above legislation. Based on the new business model, portions of DHS/MIS would be outsourced, further increasing the need to improve the portions of business kept in house.

The State Auditor’s Office (SAO) began looking for a way to help state agencies gain better control of their automated systems during the early 90s. A report titled “Texas State Agencies Lack Control of Automated Systems” was prepared, published, and submitted to the state legislature by SAO. The CMM was selected as the methodology best suited to state government use. SAO sought two agencies to participate in a proof-of-concept pilot to try out the CMM methodology. The pilot would determine if SEI models and processes can be used as a framework to improve an agency’s ability to deliver software development projects on time, within budget, and agreed-to functionality. Knowing the complexity and size of DHS systems as well as DHS/MIS efforts to improve, SAO asked DHS to participate in the pilot. DHS executive management quickly agreed, seeing an opportunity to accelerate already active internal process improvement initiatives and implement the missing process infrastructure. The Texas Comptroller of Pubic Accounts (CPA) also agreed to participate in the pilot. DIR agreed to oversee the work and function as the advising agency as DHS, CPA, and SAO began the SAO/CMM Pilot Process Improvement Project. Members from each agency formed the core team, working together to contract for services for assistance in implementing the CMM. CPA is currently in Phase V of this project. DHS is working with the vendor separately from this contract to complete Phase V along with other initiatives. 

State Planning and Management Initiatives

Project Description

Staff from four state agencies—SAO, DHS, CPA, and DIR—formed the SAO/CMM Pilot Process Improvement core team. The core team prepared a Request for Offer (RFO) in order for SAO to contract with a vendor knowledgeable of the SEI CMM. The objective of this project is to determine the degree to which the CMM framework can be beneficial to state agencies. 

DHS’ objectives were to 

· Establish a permanent program (process infrastructure) for increasing MIS’ capability to manage a more disciplined Process Improvement program as a means of delivering quality application systems during software development and maintenance, thus reducing risk while maintaining a more predictable schedule and reducing costs.

· Develop and install at least two top-priority CMM Key Process Areas (KPAs) in MIS by the end of the project.*

*
The CMM has five levels of maturity with number 1 being the lowest level. Level 2 is the “Repeatable” level where processes are documented, policies are published and enforced, and a Software Development Life Cycle (SDLC) is assumed within an organization. Objective 2 above refers to Level 2 of the CMM which contains six KPAs.
The project was divided into five phases. The information below describes the DHS effort.

Phase One: Planning

An organization “Readiness Assessment” was conducted among all levels of DHS/MIS staff with 47 staff participating. Eight staff participated in developing goals and strategies for reaching those goals. The DHS goals are:

 1.
To deliver automated business solutions that meet total agency quality requirements,* within the time frame, and within budget.

*DHS total quality requirements are an aggregate of business (program delivery) needs, agency strategic needs, and integrated IT environment needs. A true quality system provides overall best value for the state.
 2.
To consistently provide quantifiable, credible information to all levels of decision-makers both inside the agency and external to the agency.

 3.
To provide delivery of service metrics to decision makers to demonstrate technology impacts on performance.

 4.
To implement a strategic knowledge base (core competencies) program within DHS.

In addition to the above, the vendor CEO met with the DHS Deputy Commissioner to discuss the importance of executive sponsorship and support. There is a tremendous internal initial cost in staff resources (discussed in Phase 3 section) during the start up and implementation. Great risks are involved during the process of changing the way business is conducted, as well as the need to continue conducting business as usual during this transition. DHS leadership continues to be 100% behind this initiative with no reservations.

Phase Two: Training and Assessment

To determine the areas of weaknesses within DHS/MIS, a CMM Based Appraisal – Internal Process Improvement (CBA-IPI) was conducted. Nineteen staff attended a one-week training course on the CMM, with 18 continuing with another week of training on the CBA-IPI. DHS had 14 staff that worked with a CMM Lead Assessor and conducted assessments of three of DHS key projects on business critical systems. Executive and staff briefings were held before the assessments for staff who were involved in the projects being assessed. Project managers, leads, and practitioners were all interviewed by the assessors. Documentation as a result of work conducted on the three projects was examined as well to determine strengths and weaknesses within the organization. A Final Findings Briefing was held to disclose to executive and project staff strengths and weaknesses found within DHS as compared to the CMM.

Phase Three: Action Plan Development

An action plan was written to define what DHS must do in order to address the weaknesses found and bring them into compliance with the CMM Level 2. The vendor began to work with DHS’s System Delivery Process Group (SDPG) which is the governing body for the process infrastructure with the Quality Management Steering Group (QMSG) made up of all DHS/MIS Directors, who have final approval. 

NOTE: DHS provided 3,472 staff hours for phases 1, 2, and 3, which ended August 31, 2000.

Phase Four: Implementation of Selected Key Process Areas

It was determined by DHS to focus on the current SDLC which is described in the agency CCM, and three KPAs, Requirements Management, Project Planning, and Project Tracking and Oversight. These selections were made by considering the following factors: 

· DHS’s Software Quality Assurance (SQA) group within the MIS Quality Management Services is actively documenting the SQA functions;

· Sub-contract Management is currently strong within DHS; and

· Configuration Management is being addressed separately. This accounts for the six KPAs of the CMM level 2.

Process Action Teams (PATs) were formed for each area of focus. These teams were made up of staff from throughout the MIS organization as well as program customer staff to document the processes needed in order to be in compliance with the CMM. In most cases, staff are currently doing the work correctly. However, the process to do the work was not documented for others to follow; therefore, it was not repeatable. The teams were required to meet on a regular basis as well as conduct research and analysis outside of the meeting. Each team also developed procedures to support many of the processes being called out.

Upon completion of the PAT work, three active projects, similar to those assessed, were selected for pilot implementation of the new processes. Forty staff attended three days of training on the new processes to be implemented.

Currently, tailoring guidelines are being written with the project staff so that the processes will fill the needs of the projects.

NOTE: Since March 27, 2001, DHS has provided 2,859.3 staff hours towards Phase 4 training and implementation.

Phase Five: Interim Progress Evaluation

This phase called for a follow-up assessment of the pilot projects that are implementing the new processes in order to determine if weaknesses are being improved and if the organization is moving into compliance with the CMM level 2. DHS’s participation in the SAO project ended in March 2001 but is completing this phase as its own initiative. The reassessment will take place in July 2001 with results available in August 2001.

Significance to the improvement of the operation of government

The DHS continuous process improvement project will continue throughout the life of the organization in order to provide the best services possible for DHS customers which are the citizens and taxpayers of Texas. 

These benefits will help DHS/MIS to improve performance in areas such as:

· Technical project product delivery (timeliness and quality);

· Staff recruitment and retention;

· Coping with staff turnover;

· Providing IT services at lower cost;

· Coping with more complex technical systems; and

· Dealing with legislative mandates with short timeframes.

Known Benefits to Date

A complete process improvement infrastructure has been installed including process management governance bodies, process action support, repository application for storing process documents, and a set of process management procedures.

· DHS now has a growing set of processes that support the improved management of DHS/MIS projects and support MIS’ ability to plan and manage its Information Technology (IT) infrastructure using master processes and templates created by DIR as major input to our latest process materials.

· MIS staff have grown in expertise with CMM principles gained through participation in CMM project classes and process action teams.

· MIS staff have grown in expertise with CMM appraisal methods gained through training and participation in a CBA-IPI assessment.

· There has been a cultural shift towards a more process-oriented culture at both the management and practitioner level.

· A better working relationship is developing with MIS customers.

· Process specialists from the DHS/MIS Project Management Office (PMO) have been able to compare the internal PMO process development process to the vendor’s development process.

· The overall number of PMO PATs has been reduced by working with the vendor PATs to develop planned processes.


