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Business Process Analysis Consulting Workshop 
Work Sessions #3 and #4 Notes
	12/17/2007
1:30 PM – 5:00 PM

DOR Room 467 
	Attendees: Virginia Alster, Tim Avilla, Philip Harpster, Sean McSpaden, Pete Mallord, Matt Matson, Vickie Warner, Teri Watanabe, Darren Wellington, Gerry Woock

	12/18/2007
8:00 AM – 12:00 PM

DOR Room 470 
	Attendees: Virginia Alster, Tim Avilla, Sean McSpaden, Matt Matson, Vickie Warner, Teri Watanabe, Darren Wellington, Gerry Woock


High-Level Workflow

From a high level, the desired process steps are no different from the current process diagram; however, there are differences related to the activities within the process steps that need to be defined and revised.
A Project Planning step was added to the beginning of the workflow. In this step, the agency would engage in regular communication and coordination with EISPD.
Current IRR Process Workflow - Agency
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Desired IRR Process Workflow - Agency
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Overall Objectives of the Process Improvement

The focus of the version 1 improvements will be more narrowly defined.  Version 1 is not focused on completely re-engineering the process but rather is concerned with improving and streamlining the major steps within the current process to the greatest extent possible. Each of the eight opportunities identified will lead to dramatic improvements for the overall objectives:

1. Improve communication and awareness surrounding the IRR process.

2. Reduce or eliminate wait time.

Version 1 improvements are targeted for first quarter 2008 (1Q08).
Objective 1 — Identify When an Agency Should Develop an IRR
Solution: An agency should develop an IRR during project initiation/planning.
Project Management Body of Knowledge (PMBOK) terminology can be used. EISPD will provide definitions of the project lifecycle phases and clearly identify when the IRR should be developed (project initiation).
Agencies need to communicate their project list to EISPD through regular, scheduled interactions.
· This communication can include project activity (current and updates) and any endeavors with alternative funding.
· This communication and coordination can take many forms, such as a spreadsheet, e‑mails, an online/Web update, and meetings. The method of coordination can be determined agency by agency.

· The primary goal is to ensure that EISPD and the agency have a common understanding of the status of agency projects.
· Secondary goals include:

· Determine project resource demands for consultation and review.

· Achieve a project portfolio view.
· Identify when input is necessary from other organizations.
· Business case pre-work for IRR includes identifying when and how agencies should partner with SPO, SDC, ESO, GEO, EISPD.
· Determine QA requirements.
· Determine whether a project can move directly to procurement.
Notes

· Identify agency–EISPD activities before IRR.
· Coordination and awareness of a project “on the horizon”.

· Initial contact should occur when the IRR is drafted.
· Is there an agency project list that could be used to identify which projects have been approved and funded,what the level of funding is, when is the project scheduled to start and complete?
· Not constrained to LAB.

· Needs earlier involvement than the LAB.

· On-budget and off-budget cycles do not affect DHS projects as much.

· If a federal mandate, why is State CIO approval needed?

· Add a step into the project BEFORE an IRR is drafted.

· From a project perspective, the IRR and business case is a planning tool.

· Identify which IRRs should go through additional knowledge gathering steps.

· Need to know and assess alternatives (i.e., initial plan) before moving to the definitive plan.

· Is this a federally mandated project?
· Initiate regularly scheduled “project initiation” contact.
· It’s a coordination step to determine WHEN an agency should meet with EISPD and other SME’s during the development of an IRR/Business case.
· The goal is to acquire a list of active projects that will be pursued.

· May be quarterly.
· May be “regular” per agency.
· ODOT — Currently formulating a process to encompass communication and coordination.

· Farther behind on the DHS side.

· Concern was voiced at the initial mgmt meetings on this subject to avoid generating “another report.”

· Active project list should be updated and communicated by agency.

· Agencies should communicate plans to initiate a project to give EISPD and other SMEs enough lead time to be responsive rather than reactive.

· Exception requests for projects with unrealistic timeframes and agencies are unable to be handled within the normal process.

· Agencies will work with EISPD to create the process of obtaining an accurate project list with start dates, budgets, and finish dates.

· Perhaps a spreadsheet posted centrally (online, web update?).

· Consider the portfolio management perspective for EISPD. 

· We want to fix the process before automating with technology.

· Action item: EISPD documents on its website and reaches out to agencies to educate and collaborate regarding the IRR process.

· EISPD may need to establish a common project phasing framework where IRRs are consistently submitted in the initiation and/or planning stages of a project.
· Create guidelines within the project management framework for EISPD to receive information.
· Insert coordination piece. 
· Intention is not for agencies to create multiple IRRs during project implementation, but to encourage early engagement and then to track scope, budget and schedule touchpoints to make QA and other determinations over the life of the project.

· Need a common thread through one IRR with clearly identified touchpoints along the way to reconcile differences that may occur from assessment to close.

· Touchpoints need to be transparent and unobtrusive.

· Depending on the size and scope of the project, touch points may be different.

· These could be based on content or dollar value.

· Business case pre-work that is used to secure funding could benefit from EISPD’s input. Definitive plan could be another touch point.

Objective 2 Opportunities — Early Engagement of SDC and EISPD Program Leaders
Solution: An agency should engage SDC and EISPD Program Leaders during the project initiation/planning stage and while drafting the IRR.

· When an agency plans to initiate a project, EISPD can provide guidance through the following:

· Documentation to guide in IRR creation — checklist, FAQs, samples.
· Identifying when agencies should contact other enterprise program leaders.

· Examples: ESO on security projects, GEO on GIS projects.
· From a practical perspective, EISPD isn’t likely to mandate its early involvement due to staff size and possible delays (same issue with SDC).

· However, some early involvement may be necessary/helpful due to scope and size of project.

· Adjunct processes such as State Data Center and SPO processes may need to be accounted for in later version of re-engineering.

Objective 3 Opportunities — Define Streamlined Submission Process
Solution: The IRR/business case  should be viewed as a collaborative planning tool for the agency, EISPD, and other enterprise programs.
Project Planning > Draft IRR > Agency approval > Submission to EISPD  > EISPD Requests Additional Info > Review and Update IRR > State CIO Approval (version 2 improvements)
· Project Planning activities should include: 
· Agency–EISPD coordination/communication
· Agency interactions (SDC, SPO, SME involvement, etc.)
· Agency CIO review of project 
· Draft IRR activities should include:

· Interaction with EISPD, SDC, SPO

· Feasibility studies/ Opportunity evaluation
· Business case development

· Collaborative effort in completing the IRR
Agency Approval
Solution: Agency CIO support of a project should be obtained prior to IRR development. This is not formal approval of an IRR, but a touch point to ensure that the agency CIO supports the project and the information that will be gathered in the IRR.

· Agency CIO review of project should occur prior to/during the drafting of the IRR.
· This is a method of obtaining CIO support of project.
· EISPD’s purpose is to ensure that the agency CIO has reviewed the document up to this point and approves of the project moving forward.
· Can forestall direct submissions by divisions that have bypassed agency CIO in the past.

· Will need to look at wet signature/scanning vs. electronic signature.

· There’s an opportunity still for conditional approval or requests for additional modification, even if the “reviewed” IRR is not complete or ready for formal submission.

· This is a touch point that can be captured in a project header or perhaps a submittal page with the high-level project information and indication of agency CIO review that is included with the IRR.

· Include “agency CIO review” in the checklist, but not formal approval.

· Include language that the agency CIO is supportive of the project and indicates that the IRR can be developed and/or that EISPD should begin its review.

· Electronic form will help greatly with electronic attestations or signatures.
· Formal submission of the IRR needs to occur after interaction with EISPD.

· We need to balance a “rubber stamp” approach with repetitive review of all the work that’s been done.
· EISPD may not be involved with touch points while the agency is developing the business case, engaging in analysis, etc.

· Agencies may consider creating a single point of contact to obtain the project information and status.

Analyst Review — Does the SME (analyst) review continue to occur after submission to EISPD? Is there a need to have SME involvement earlier in the process?
· EISPD encourages SME involvement early in the process but will also likely have cause to contact these same SMEs and others the agency has indicated are a part of the project during the EISPD review process.

· EISPD is performing an oversight function and may ask different questions than the agency did during IRR/business case formulation.
· SME involvement will be early in the process to review the IRR within the project planning stage.

· SME review will still be used to give EISPD recommendations after submittal.

Additional Notes
· EISPD will provide guiding documentation to include a checklist for agency creating an IRR and EISPD review.
· The checklist could be a static webpage, linked document or could be contained within an e-form.
· The form should ask for the information; checklist is a check for inclusion.
· Identify criteria for addendums/updates to approved IRRs.
· Increased scope that may involve different service providers.
· Increased budget that exceeds thresholds.
· Change in schedule.
· Update IRR process (a version 2 or 3 process improvement endeavor).
· Project close – agency updates EISPD with a communication when a project is closed.
· Examine the relationships of the IRR to projects and the IRR to multiple contracts.
· Current process is based on procurement, not project implementation.
· Gain agreement on the level of cost info needed in the IRR.

· Align IRR with other EISPD reports (QA Assessment reports).

IRR Desired Process — Session #4

Objective 4 Opportunities — Define Process for Agencies to Know Receipt and Assignment of IRR
Solution: In a version 1 improvement, e-mail notification is the primary notification method for agencies to determine/become aware of the disposition of an IRR at designated points along the workflow:
· Submitted

· Request for additional info

· Requested SME input

· Analysis completed

· Sent to CIO for signature

· State CIO requests input

· EISPD coordinates with agency to obtain input

· Complete IRR

Notes
· Smaller agencies tend to have longer lag times.

· ODOT and DHS do not have the longer lag times, unless paper submission.

· The average wait time within the current process (as of 12/07) was 5 days from EISPD receipt to State CIO signature.  However, this included all submissions - <$75,000 and up to <=$1M.  Different wait times for different size projects.
· This is not a service-level agreement.

· In the future, this can be an expectation that EISPD can inform the agencies of an estimated turnaround time OR provide general timelines (e.g., shorter turnaround times when agency has partnered with EISPD and other enterprise program leaders).
· IRR receipt should be tracked once the necessary information is provided within that IRR.

· EISPD needs to develop standard notification processes.

· Define a process for both paper and electronic submittals.
· For example, standardized e-mail notification of receipt and assignment.

· Perhaps EISPD could e-mail the agency when an analyst is assigned to review the IRR after it has been received?
· It may be best to use the tools currently at EISPD and agency disposal, e.g., e-mail.

· Transmittal process to initiate workflow within EISPD can include:

· E-mail

· E-form

· Remedy 

Objective 5 Opportunities — Define Process for Agencies and EISPD to Know Status of IRR in the Review Process
Solution: Expand on current tracking spreadsheet and post in a centrally accessible location.

Notes
· Provide a common memo format that includes key checklist items.

· Identify and track where the IRR is in the process.
· Expand on existing tracking spreadsheet.

· Include a disposition column:

· Received.
· Conditional approval.
· More info requested.
· Include who needs to act on the IRR:
· Agency (for more information).
· EISPD (in review).
· Future: When requests for additional information are made, the date that the information was requested by EISPD and the date that the agency provided the information could be tracked.

· If IRR is with the agency for a predefined time (e.g., 3 weeks), EISPD should make contact with agency.

· Represents due diligence on the part of EISPD.

· Suggestion is to post it on the state intranet.
· 95% of employees may not know it.

· EISPD needs to educate and send link to agencies.

· Future: Provide a way for agencies to update status and make notes regarding the IRR.

· Could be an online method.
· There will be a different process for requests for more information.

· Address variability of distribution methods within a defined, consistent workflow.
· IRR revision: Agencies should identify two points of contact on the IRR.
· Primary and secondary contacts.

· This will alleviate lag time during requests for information and IRR status notification.

Approval/Denial Process
· Create IRR checklist for Memo Formulation.
· Define an organizational priority to act upon IRR. (Electronic process and workflow can help immensely here.)
· Don’t necessarily need online automation (although that may be best alternative). Even a defined/documented and followed manual process involving the tracking of IRRs through the process steps would be an improvement.
Objective 6 Opportunities — Define Process for Agencies and Other Organizations to Know IRR’s Final Disposition
Solution: Create a final disposition tracking spreadsheet and post in a centrally accessible location.

Notes
· EISPD and agencies want to have an understanding of whether an IRR was approved, denied, or conditionally approved and on what date.

· The common record can be provided to agency and other organizations.

· DAS control number/IRR number is included so that procurement can act upon it.

· EISPD needs to include a unique ID for a “pending number” to refer to while the IRR is in process.

· This could happen when agency CIO has acknowledged and EISPD contact is initiated.

· Keep the current IRR number assignment process intact so that the agency can still use a final number.

· Tracking number vs. IRR number.

· Action item: EISPD to provide a recommendation for assigning “pending” tracking numbers.
· Define a process for agencies to provide information about the disposition of a project.

· Possible solution: Create an IRR webpage with the ability for the agency to update key fields of information (actuals) with clear knowledge of what was proposed at the time of IRR approval.

· Define EISPD process for consistently communicating with agency.

Objective 7 Opportunities — Provide Access to Signed Documentation and to Create a Line of Sight to the IRR (combination of objectives 7 and 8 from prior sessions)
Solution: EISPD will make available the IRR documentation in a centrally accessible location for internal consumption.
· Action item: EISPD to define what an IRR “record” is and the documents contained within it.
· Have a consistent set of final documents kept by EISPD, submitted to agency, and for which access is provided (e.g., inside and external to the agency – DAS procurement).
· Memo given to CIO.
· IRR.
· Business case document (as required).
· Other documents (to be defined).
· Consistently package the key documentation and return to agency.

· Identify milestones within review process to be able to include final memo (Memo 1 or Memo 2 – after additional info has been received - or similar document as part of the final documentation with the IRR. No need to include detailed back and forth information between milestones…but need to summarize in some way. 

· Re-craft review process to formalize the method of obtaining feedback. 

· Official addendum to IRR could be created and then provided online.

· Provide an online method to look at IRRs and their documentation.
· Post via state intranet.

· We may not want to proactively post IRRs on the internet but instead may want to use the intranet for this purpose. 
· Future: Collaboration tools.

· Future: Method for IRRs to be refreshed or updated online.

· What documents does EISPD keep that are other Agencies’ documents?
Objective 8 Opportunities — Identify Metrics to Measure Outcome of New Process
Solution: See Version 1 metrics for the process steps between submission and approval below.
· Wait time for submission to approval. 
· Track the date the agency engages with EISPD so that impact of early collaboration can be measured.

· Processing time - IRR submission to State CIO signature.

· Categorized by agency.
· Provide an overall average
· Provide breakdown of average by category (<$75,000, >$75,000 - $250,000, >$250,000 to $1M, etc)
· Complexities of IRRs need to be taken into account.

· Track the overall dollar value for the entire project (not just contract), then break out the agency’s dollar value.

· Can look at percentages to hint at complexity.

· Can segment the projects that are in QA.

· Qualitative measures: 

· Collect the number of IRRs that need to have additional information provided.
· Track number of EISPD conditional approvals.

· Frequency by agency.

· Indicator as to agency preparedness.

· May be a flag for EISPD to further engage and educate agency.

· Track number of EISPD denials.

· Categorized by agency.

Other Activities
· Provide a baseline.

· Action item:  EISPD (Matt Matson) can provide metrics from 2005 to current to provide baseline benchmarks.

· Solicit process improvement feedback from agencies (6 months after Version 1 implementation):

· Survey agencies:

· Do you understand the IRR requirements?

· Are you notified when IRRs are received?

· Do you know when an IRR has been assigned to an ITIP analyst?

· Etc.

· Provide the metrics section, baseline method we plan to use:
· Do you have specific expectations about what the new process will be?

· Ask if agencies (participants) have expectations that have or have not been met with version 1 proposed solutions that have been identified.

· Action item: EISPD (Darren Wellington) to generate.
· Version 2 metrics will target the duration of each step in the new process.
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