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The goal of IT:

Increase business
value
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The power of IT:

Improve the flow of
work

Make better decisions
Increase transparency
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IT Projects are

(insert an adjective)
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Difficult
Complex Stressful

IT Projects are ...................

Critical Challenging

Expensive Essential
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Projects run over # More and

time and budget, more
new business demand for
priorities emerge new projects

Projects begin without
understanding the
basic business
problem and required
changes

Project scope
and
requirements
increase

[
{’:' BUILDING ON SUCCESS 2018




10/22/2018

Projects run over - More and

time and budget, more
new business demand for
priorities emerge new projects

. -

Projects begin without

Project scope understanding the

and ; core business
requirements problem and required
increase

changes
i
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Common results

Projects:
» Take too long or don'’t finish
» Don't realize significant
business value (for investment)
» Opportunity cost
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Multiple Pain Points

Broad Solution

9 the
Requirements \

Requirements .
Requirements

Requirements

complex & loses focus
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Requirements Requirements
The technical solution becomes

Single Root Cause of Pain Points

(i

Specific Solution

The technical solution that is required to support
the business change becomes more clear
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Case Study:
On-line Application
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“Aha” moment
“A moment of sudden insight or discovery”

IT understands
business

problem and
needed change

Projec :
Requirements churn

Project Project is
speeds up completed
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Business must not jump to
technology as a solution by itself

Technology can only improve performance if it
solves a core problem and leverages the right
business changes
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Direction of the Solution

What's the constraint?

Understanding the core business problem and business changes
necessary to achieve the business goal

What to change?

New project engagement process between state agencies and DTS

1) The engagement process is focused on the business goals, problems and
required changes with high level technical recommendations

2) The engagement process results in a “full kit” for project management
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Department of Technology Services
(DTS)

Legislation consolidated all existing IT resources and
services info one department to:

*Reduce costs
*Increase service levels to state agencies
*More closely align IT with business needs
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Innovation Timeline

[
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PHASES
Requirements & . Construction or . Testin Post
Planning Configuration 9 Implementation
#Activitles #Activities #Activities
* Identity Potential » Fund tha Project * Satup Initial « Collaboration with = Full System Testing « Check Operation of
Projects Work « Initial Resourcing Application Customars for = Final System Testing System
+ Prioritize Projacts/ Activities Architecture Feadback « Final Acceptance « Submit Tickets for
Work « Requiremants « Design Initial User « Develop/configure Testing System Issues
» Conduct Feasibility Gathering Interfaces + Working Software + Finalize « Monitor System
» Select Engaged + Configure the + Configure the + Tasting (Unit Level) Documentation
Project Sponsar Environmant Envirormant + Meet Functional and | | + Training Plan / Roll
~ Order of Magnitude + Project pul into Time + Source Control, Norv-Functional Out Plan
Estimates Entry System Subjactive Code Requiremants + Praparation and
+ Customer « Better Estimation Analysis, Code « Adhere to State Planning for
Introduction to Applied Reviews Plannad Davelopment Production
soLC « Stanaard Standards Depioyment
+ Show and Tell of Architecture Needs Activitias
Existing Systems/ {by Dev Team)
Projects
- ITPian

MINIMUM DOCUMENTATION

Agreement (SOW or other)

- IT Plan
(SEE EXAMPLES) . 24

Assessment
(SEE EXAMPLES) ‘

[ Roadmap
| (SEE EXAMPLES) .

524 Security Documentation

« Curmlative Flow .

* Roadmap

XAMPLES)

+ QA Sign Of
(SEE EXAMPLES)

Project Close-O

ut Report???

ct Clossout

Re
(SEE EXAMPLES)
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How technology is often implemented:

PRIORITIZATION

DEVELOPMENT

FULL KIT BUSINESS

ANALYSIS

How technology should be implemented:

PRIORITIZATION

DEVELOPMENT

Project engagement process

o) e (@ e [0 cwos

Overall business goal

What questions need to
be answered?

Current challenges
Type of project
Priority

Stakeholders/resources

Business
measures/objectives

Process flow

Core business
problem/constraint

Required business
change/change matrix

Recommended IT solution
(custom, COTS)

Internal or contract
development

Basic IT requirements

Recommended
project plan

Resource capacity

Portfolio priority

Documentation

Hand-off to project
manager or contract
process
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Benefit: Benefit: Benefit:
“Full Kit”, Strong foundation is established for True partnership Success of project is significantly
managing the true requirements and required change and agreement increased since requirements are clearly
on “go no go” established and churn is reduced
Details:
1. Business sponsor is identified/engaged Details:
2. Business problem and performance measures The business
are identified must have a
3. Best technical solution is identified defined portfolio
4. Business commits to making necessary business management
changes to fully leverage technology structure/process
5. Resources (both IT and business) are identified
and have capacity

Change is complicated......

Make the change and you will
gain me...

Make the change and
you will lose me...

Make the
change and you
will risk me...

Don't make the change

and you will face me...
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Change matrix — how to cause the change

=

Example: enterprise solution

Leverage proven functionality,
cheaper licensing, broader user
community

Don’t have to re-engineer business
processes, just stay the same

Need to change current business  Build technical debt, poor business
practices and procedures performance
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Why is this different?

I - P - I -

True business case

E
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Proofs of concept

m Project results Value realized

1 Business change only No needed $
. . Focused

2 Clarified business goal/problem requirements

3 Business change + technical solution Cariaiize

solution/less $

4 Business change + technical solution Climsitee) gellien

less $
5 Business alignment around multiple Focused
data/information needs requirements

E
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Proof of concept - initial feedback

The process was straightforward and helpful
The process mapped a clear path forward

Too often decisions are made without stakeholder feedback, the process
brought in multiple perspectives on the business problem

This process gets you to a decision point faster

There was no feeling of pre-conceived solutions, it was an open process
The evaluation required a time commitment, but was done efficiently
The up-front evaluation will speed up the overall project completion

e
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Criteria for success

The engagement process requires commitment and a strong partnership
The process must be fast and efficient

The engagement process should focus management time and attention
on critical projects

There must be agreement on “go no go” decisions

Projects not requiring a high level of analysis (maintenance, contract
renewals, small spends) require less administrative overhead and time
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Next Steps
Finalize
. Implement Gather Deploy
design and full oi . i
29 & pilot feedback/im Go/No-Go across
tralgté?;tlal [} effort [} prove [} [} enterprise

Meeting time, scope and budget
constraints are important, but true
success is measured by an increase in
business value
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Your job is
the goal you pursue,

not what you do.

Thank You!
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