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Executive Summary

Statistics regarding national failure rates of information technology related projects are staggering. At the turn of the century research and advisory firms such as Gartner Inc., META Group, and the Standish Group reported ¾ of all government projects never deliver value or deliver what they intended to deliver.  Less than 20% of IT related projects are both on time and on budget. 

To protect the state’s investment in information technology, the state’s Chief Information Officer sought to establish an environment to improve the performance and success of IT initiatives and establish best practices that would lead to overall project performance improvements. But increasingly, the challenge Missouri was faced with was how to institutionalize common best practices that would lead to performance improvements. 
This challenge lead to the development of Missouri’s Project Oversight Program, which provides many important service components for protecting the state’s IT-related projects from becoming statistics such as those above.  Project oversight is designed to be a non-intrusive approach that doesn’t concentrate on finding fault, but rather project oversight is designed to work in the background and monitor the overall dependencies of any large project. The key components to any project’s success are to reduce project risks and ensure that the intended business result be completed on time and on budget.
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Description of project, including length of time in operation

The Missouri Project Oversight Program was initiated in June of 2001 as a pilot project in support of the Department of Mental Health’s new Customer Information Management Systems Project. This project was used as a proof of concept to help develop a project oversight methodology that was conducive to the state’s business and information technology environment.

The program’s pilot phase lasted for six months and resulted in a direction and acceptance that spawned a commitment by the information technology community to develop a statewide methodology that would be incorporated into the project management framework of all large, at-risk, IT projects performed by state government agencies. The statewide Missouri Project Oversight Program was initiated in February 2002 and has since incorporated many lessons learned over the three years of practice within the state agencies.

The Missouri Project Oversight Methodology is unique in its’ approach to IT project support. The program’s proactive method applies additional resources and support to the project teams in a positive, forward-looking manner. The program provides extensive project documentation and is designed with features focused on promoting project communication, goodwill and trust between all the project stakeholders including the agencies, the agency customers, and the commercial suppliers of development services and other resources. 

Today, version 2.0 of the Missouri Project Oversight Program can be found on the State of Missouri, Office of Information Technology’s Website at http://oit.mo.gov/business%20solutions/project%20oversight.html
Significance to the improvement of the operation of government

Cooperation

Although cooperation was not the primary objective of the oversight methodology, it has surfaced as one of the most overriding and noticeable features of the approach. Most state government projects involve either multiple agencies or departments for funding. The Missouri Project Oversight Program places a great deal of emphasis on identifying all project stakeholders and instituting relationship building processes to help garner support and trust between the many entities involved. This cooperative approach eases project tension and promotes candid project awareness that provides a sense of project well being. Cooperation in the federated state government environment is a critical success factor to most projects and as such is one of the Missouri’s Project Oversight Program’s strongest feature.

Communication

Communication processes are heavily embedded in the Missouri Project Oversight Program. A key component is managing expectations of all the stakeholders, which provides the basis for understanding, consideration, and ongoing orientation of the project’s progress, issues, and results. Through the use of various communication processes, the program stresses the importance of communication both horizontally among team members and vertically to business groups, executive management, key decision makers, and other interested parties. This is accomplished in several ways.

· The development of communication points within the Project Oversight Plan

· The implementation of an Oversight Committee and monthly Oversight Meetings

· The creation of an Oversight Project Model, a repository of project artifacts

· The use of several project oversight reports including

· The OPM Scorecard

· The Oversight Summary Report

· The Oversight Issues Report

· The Weekly Oversight Events Report

· The Statewide Oversight Roll Up Report (for the State Chief Information Officer)

The strong communication features within the Missouri Project Oversight Program ensure that all government entities are kept current and communicated with on an as-needed basis to ensure their roles within the project are supported. A significant improvement in intergovernmental operations has been realized on those projects that have been implementing Missouri’s Project Oversight Program.

Training

An additional area of improvement realized through utilization of Missouri’s Project Oversight Program has been the early identification of training needs both technical and managerial on active projects. In several cases during the oversight review and issue identification processes, shortcomings in project staff skills have been identified. This early identification of training needs triggered events to offset the risk associated with any lack of training. Early identification allows time for Just-In-Time training programs to be implemented. This has benefits both in terms of ongoing project success and employee morale on the project as new skills promote career development.

Documentation

Missouri’s Project Oversight Program provides for an exhaustive amount and level of project documentation. This historical record provides an audit trail of information concerning all important project decisions. The Oversight Project Model maintains a repository of project artifacts such as contracts, Requests for Proposal, responses to proposals, work orders, and project plans.  This information is kept in an organized and central location and is versioned on a month-to-month basis. This provides a snapshot of the project as it progresses and a method to trace to all decisions, changes, and requirements.

The many project reports identified earlier also provide extensive documentation of the project’s management and direction. The Oversight Summary Report is a monthly status report identifying project movement. The Oversight Issues Report is a monthly issues and resolution report keeping track of all critical issues related to project progress. And the Weekly Oversight Events Report provides details at the beginning of each week about items under review or expected during the current weeks activities.

This extensive level of project management documentation ensures accountability and trace ability for all major project decisions and allows for the recreations, evaluation, and refinement of all future decisions within the government framework.

Performance
Clearly one of the primary objectives of project oversight is to help enable projects to be completed on time and on budget. Most large IT projects are impacted at various times by items that may or may not be within the control of the project manager or managing agency. Examples would be technology change, procurement cycles, vendor acquisitions, and new laws or regulations. Early identification of project issues or problems helps avoid these pitfalls. The program’s project oversight manager monitors many more factors to project success than the traditional IT project manager can. This added level of support and vigilance has helped those projects under the purview of the program achieve very high levels of performance.  Missouri’s Project Oversight Program has improved project performance by allowing project managers to focus on the day-to-day necessities of the project while project oversight managers are able to steer the project managers clear of external issues that may create distractions and impede the progress of the task at hand.

Cost Savings/Cost Avoidance

The Missouri Project Oversight Program tracks milestones, evaluates plans, and monitors the overall project environment, both internal and external. Early identification of project pitfalls avoids expenditures on costly repairs, re-writes, and scope changes that so often plague IT projects. Milestone progress is often an indicator of the success of implementing the proposed technologies and the quality of the project requirements and project management. When a milestone begins to come into question, immediate action and plans for resolution are put into effect to avoid cost overruns. Project plans are evaluated for completeness and alignment with the overall stated goals and objectives for the project. Lack of plans or inadequate plans initiate an immediate reaction and corrective measures are enforced with vigor. As mentioned previously, a close monitoring of the external and internal environment related to the project team, agencies, stakeholders, and external concerns would also initiate actions to resolve the risk of cost overruns and promote cost savings.

One key benefit of implementing the statewide project oversight program is the ability of the centralized project oversight program to provide cross-project feedback and experience. Oftentimes projects suffer from similar problems and concerns. The oversight program, in its short history, has already helped other projects avoid problems that were similar in scope or nature to another projects. These lessons-learned are a great conduit for cost savings and avoidance.

Benefits realized by service recipients, taxpayers, agency or state


The state has realized many benefits through implementing the Missouri Project Oversight Program. The cost of performing project oversight (less than 4% of total project cost) is comparable to a very valuable insurance program. While the program does not guarantee project success, it does guarantee that the project receives the highest level of opportunity to meet the expectations of all parties involved to achieve it’s stated goals and objectives. Again the benefits realized through the Missouri Project Oversight Program include:

· Cooperation – promoted among the important business partners

· Communications – that manage all parties expectations

· Training – recognized early and at key points to ensure progress and continuity

· Documentation – providing projected, current, and past progress as well as an inventory of project artifacts

· Performance – of the technical team and project manager that minimizes distractions and focuses efforts

· Cost Savings – through leveraging statewide knowledge and experience providing refinements and improvements to collective state knowledge base

· Cost Avoidance – through proactive and early identification of potential problems and issues

The overall benefits are still being realized as the program continues. Projects are performing better. Agencies are working together better than ever before. Team building and team relationships among all team members both state and vendor are good and getting better. Involvement of the business stakeholders and supporting entities is good and a clear understanding of the projects progress, status, and directions have emerged. Missouri IT projects are benefiting greatly in times of economic stress when the State can ill afford cost overruns or contractual litigations.

Return on investment, short-term/long-term payback (include summary calculations). Projects must exhibit measurable operational benefit.

The Office of Information Technology manages the operation of the Missouri Project Oversight Program. Efforts are underway to quantitatively measure the value and benefit the program brings to government agencies and to the state. The objective is to demonstrate that utilization of the oversight process will help state agencies optimize resources, achieve the highest project performance and maximize returns from their IT investment. The goal is to measure the value the oversight program brings both in terms of resource management efficiencies and an agency’s ability to effectively deliver business value. The Office of Information Technology is working through this now trying to quantify value in terms that are meaningful to key decision makers. 

