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Category: State IT Management Initiatives

Executive Summary

Leadership and direction for information and communications technology policy in Minnesota is a broad, core responsibility of the State of Minnesota, Department of Administration’s Office of Technology, which has developed a unique and effective way to manage technology strategic planning, architecture and project management.  

Minnesota’s integrated strategy combines three key components:  Enterprise Architecture (EA), Strategic Information Resource Management Planning (SIRMP), and Project Management into one start-to-finish process called Office of Technology Enterprise Services.  The result is IT excellence.
Minnesota state agencies were completing systems unique to their business needs in 1999, without an enterprise focus, resulting in organized chaos.  Enterprise services in 2002, now reviews how all systems fit into the total picture of Minnesota state government.  Minnesota believes other states are focusing on architecture, planning or project management, Minnesota is unique in integrating all 3 to support one another.  It is an incomplete story without all three Enterprise Service components.
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a.) Description Over the last 8 years, the Office of Technology has evolved a strategy to provide broad technology leadership to the State of Minnesota.  Initial versions required state agencies to consider and address numerous critical success factors at different stages of a project without considering either the enterprise-wide implication or the next-step stages of project management.  More recently, the office has focused on the development and integration of three key processes.  EA provides the blueprint for state technology infrastructure.  SIRMP provides a standard planning methodology for state agencies.  Project Management institutionalizes an enterprise project management discipline.  The integration of these three processes is a critical feature.  Each process supports and feeds information to the others. 

b.) Significance Minnesota’s unique enterprise approach sets the direction to align agencies and their development and use of technology.  EA sets the direction for infrastructure development.  This effort is created, endorsed and guided by a review board of agency CIO’s.  SIRMP assists state agencies in developing technology strategies to support their business needs.  Each agency creates a strategic plan that identifies business and technology directions, assesses business and technology needs, and identifies projects to address these needs within established EA requirements.   Project Management assists agencies in completing projects within scope and budget by identifying best practices, establishing policies and guidelines, and providing oversight, training, coaching, and mentoring.  The integrated approach eliminates duplication and, from the inception of an idea, addresses statewide EA fit, best procurement strategies, effective management of a project to successful completion, and identification and consideration of ongoing costs, project enhancement, and eventual replacement.  Working in unison has taken years to evolve, but the effort is now institutionalized and is beginning to show benefits.

c.) Benefits There are two major benefits: 1) Process A consistent framework and process result in plans that are comparable across organizations; projects that are identified early and tracked to completion; a process that speeds approval (everyone knows what is expected); fewer projects falling through the cracks; web enabled database of plans, architecture compliance, and project tracking; opportunities for collaborative and shared projects; aggregation of purchases across the enterprise; an approval process for procurement of technology and services; trained project managers; 2) Value The approval process is greatly streamlined if a project is identified in the agency SIRMP as a priority, meets the architecture requirements, and is registered as a project for tracking and oversight purposes.  A multi-discipline team at OT reviews and approves projects, eliminating the one-step-forward-one-step-back approach to governmental systems approval.  Increased awareness of trends, ability to forecast, and basic inventory are now possible.

d.) ROI  Initial examples of return and payback include: an $89 million reduction in redundant or unnecessary projects proposed to the legislature;  aggregation of purchase on large database ($250,000), backup software ($70,000), within the first 6 months of 2002, beyond aggressive State of Minnesota discount. With more experience in aggregation of software, hardware and services, we will further leverage this purchasing power with annual purchases and expect to save a minimum of $2,000,000 per year.  The Enterprise Architecture work has saved $7,140,000 and $10,700,000 this year.  Collectively this is already estimated to be more than $96 million per year and is the tip of the iceberg.

A Breakdown of the State of Minnesota Enterprise Services Follows:

Strategic Information Resource Management Plan (SIRMP)

a.  Description: Strategic Information Resource Management Plan (SIRMP) is a process that originated with the critical success factors 8 years ago and evolved into one of the focus areas.  The current SIRMP process was developed in calendar year 2000 and further refined in 2002.  The process is the blending of strategic business planning and strategic technology planning.  A workshop setting is devised to help agencies to very quickly produce their plans that identify and develop a strategies in three areas:

The direction section addresses business intentions, agency values, functions, and services provided by each agency.  This section also identifies a vision for the agency that supports business needs with appropriate technology.
The assessment section provides business assessments of each service (efficiency/effectiveness) and an assessment of technology (business fit and technical condition).

The projects section is the resulting technology projects that support business needs.  The project list is then prioritized and aligned to identify those areas with high business value and low technology capabilities.  A business case is completed for each project.

b.  Significance: The SIRMP process provides a framework for all agencies to identify and report their business and technology needs.  A workshop approach allows agencies to quickly (one to four days) create a plan.  The traditional strategic planning process is too slow, (6 –9 months) and expensive.  In the rapidly changing IT environment this was unacceptable.

SIRMP plans are designed to work in concert with the EA and PM to be seamless planning tools.  Agencies create their plans to comply with the established architecture.  As projects get underway, the PMO tracks, monitors and provides oversight.  As agency SIRMP’s are completed and entered into the statewide, web-enabled, SIRMP database for analysis, new opportunities emerge.  For the first time the foundation of a statewide technology plan is possible.  Such a plan could help guide enterprise investment decisions and track process toward enterprise goals.  Much of the needed direction and vision are provided in the SIRMP process.

c.  Benefits:  Analysis of SIRMP data can provide aggregation of purchases (saving significant money and resources); identification of projects that will be undertaken within the next year (a linkage to project management); pooling of resources (identifying one or two solutions that fit the established architecture rather than 10 to 15, contributes to build one solution that can be reused by many agencies); ensuring the right projects are completed at the right time (eliminate redundant work and costly delays and identifying and encouraging collaboration among agencies);  SIRMP establishes that technology dollars are invested to support the most critical business needs.

d.  ROI:  One of the primary uses of SIRMP 2000 was to assist technology decision-making.  SIRMP 2000 was used to review and determine which technology projects would be included in the Governor’s budget to the Legislature.  Eighty-five projects ($192 million) were submitted for consideration and forty-three projects were included in the Governor’s budget ($103 million).  This represents a $89 million reduction in projects considered by the Legislature.  In 2002 the need is expected to be similar.

Enterprise Architecture
a) Description: Process started January of 2001 and the first iteration was completed Feb. 28th 2002.  Minnesota follows the META Group methodology.  The short cut version of implementing Enterprise Wide Technical Architecture with the idea of going back and doing the Enterprise Architecture was the path taken.  This state is now starting the Application Portfolio process with the Enterprise Information Architecture process to follow soon.  Further, the governance process of the Architecture is now in place.

b) Significance: Enterprise Architecture facilitates change in administrative and business processes and in the information systems that enable these processes.  EA fosters the alignment on business and IT goals, strategies, and investments.  The enterprise becomes technology agnostic and consistent decisions across the enterprise become possible.  There is an improvement in the quality of strategy development.  Practicality is the aim.
c) Benefits: E-government Services are deployed at a faster rate.  The principles and standards allow for an adaptive infrastructure.  Further, the architecture drives the introduction of new technologies.  Rapid implementation is the focus.

d) ROI: The cost benefit of Architecture to the State of Minnesota is between  $7,140,000 and $10,700,000.  This estimation was derived by using industry standards which state the savings are between 10 and 15 percent.  There is also a value on investment that has been listed in the previous points.
Additional point: The State of Minnesota has participated in the NASCIO Architecture Working Group and has contributed to the tool kit issued by the organization.
Enterprise Project Management Office (PMO)
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a) Description:  The Enterprise or Statewide Project Management Office (PMO) was established to “Enable excellence in the management of projects statewide.”  The PMO rounds out the State of Minnesota’s unique integrating of strategic planning, architecture and project management at a statewide, central level.

The PMO initiative started from discussions from key members of the Minnesota Legislature coupled with champions within the state representing enlightened management familiar with the significant achievements in project success when a PMO is introduced which lays out a common, statewide Project Management methodology, common templates and Project Management best practices.  The graphic above highlights the 5 areas of focus chosen by the State:  PRACTICES covering PM methodology, template and tools, ACADEMY: the specialized “best practices” PM training and state certification classes, CONSULTING: 1:1 coaching and mentoring, phase reviews and project reviews, OVERSIGHT: Metrics, statewide tracking and reporting, agency program and project reviews and INSTITUTIONALIZE: assisting agencies to set up their own PMO to integrate project management practices into agency processes and projects.

b) Significance: The Enterprise Project Management Office is intended to drive project management “best practices” and professionalism to every level of state government and projects.  Extensive industry research has shown that “Organizations that do not implement a Project Office will experience as much as a 50% failure rate in their project by the year 2004. Portfolio and program management is now the norm.“  Other research says,  “…IS organizations that establish enterprise standards for project management, including a project office with suitable governance will experience half the major project cost overruns, delays and cancellations than those that fail to do so.”  Our legislature is demanding that we “enable excellence in the management of our projects.”
c) Benefits: A statewide approach to Project Management best practices, reporting/tracking and oversight will have a significant impact on the cost of state projects best measured with on schedule, on budget and per original desired/funded scope.  Studies have shown the huge financial payoff and leverage of a statewide, common Project Management best practices methodology program, centrally developed and controlled, serving the practicing state communities of projects.

d) ROI:  This is one of the more difficult things to measure except by the improvement in project estimates and the increase in projects that come in on-time, on-schedule and successfully implement the original intended project business objectives.  Industry research states that we may expect a 20%-50% improvement in Project outcomes when applying the Project Management principles and best practices noted above.

The State of Minnesota firmly believes that with this approach, they have developed a unique and effective way to initiate and manage projects by centrally developing and integrating statewide strategic planning, Enterprise Architecture controls and an Enterprise Project Management Office.

Enterprise Services - Primary Disciplines





Guiding Principles


Focus on the enterprise (vs. system or project)


Focus on balancing strategy/planning, enterprise architecture, and enterprise Project Management.


Focus on business first, technology second


Focus on process
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