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EXECUTIVE SUMMARY 

 
The State of Wisconsin has developed a new approach to information technology 
(IT) management based on increased interagency collaboration, standardized 
project frameworks, regular reporting to the appropriate legislative groups, and a 
focus on effective communication among all entities involved in a project.  The 
new approach, drafted in consultation with the state IT Directors’ Council (ITDC), 
consists of four fundamental components: 
 

• Improving IT planning; 
• Establishing standards for IT project planning and management; 
• Improving project monitoring; and 
• Establishing collaborative organizational structures for IT management. 

 
Improving IT Planning 
 

• State agencies will use a standard template to submit IT plans. 
• Agency plans will include a list of all IT projects and also identify “high-

profile” projects, which are those costing $1 million-plus or are otherwise 
considered vital by the agency. 

• The Department of Administration (DOA) will maintain a Web site with all 
agency plans and a list of all the high-profile projects. 

• The ITDC will work together to produce the biennial, statewide IT strategic 
plan due in September 2008. 

 
Establishing Standards for IT Project Planning and Management 
 

• Project planning, reporting and monitoring must adhere to ITDC-adopted 
standards. 

• Specific roles of the project manager, agency IT organization, business 
areas, DOA and vendors will be defined for all projects. 

• Significant stakeholders will be identified in the communication plan. 
• Required project documentation will be kept current and stored in a folder 

specific to the project at the agency in order to facilitate monitoring 
efforts. 

• Agencies will follow standard procedures for determining whether available 
off-the-shelf software can provide solutions. 

• If master-lease financing is used, established policies and procedures will 
be followed. 

• A change control process, with oversight by a Change Control Board, is 
required to document all changes in project scope, cost and completion 
schedule. 
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Improving Project Monitoring 
 

• All high-profile IT projects will be monitored through an independent 
validation and verification (IV&V) process.  IV&V reviews will include 
assessment of financial status, adherence to standard project 
management principles, adoption of IT industry technical standards, and 
satisfaction of business goals. 

• The IV&V process will be conducted by a combination of state staff and 
contractors. 

• IV&V reports and recommendations will go to the management team of 
the project being reviewed, the ITDC Steering Team, the agency 
Secretary’s Office, the DOA Secretary’s Office, the IT Management Board 
(see below), the Joint Legislative Audit Committee, and any other 
committees designated by the Legislature. 

 
Establishing Collaborative Organizational Structures for IT Management 
 

• Enhanced collaboration and information sharing between agencies, DOA, 
the ITDC, the IT Management Board and legislative committees will 
improve the transparency of IT project planning and management.  Timely 
recognition of problems then becomes much more likely. 

• The IT Management Board is authorized to advise DOA in the 
management of the state’s IT assets and to monitor progress on IT 
activities.  The board’s membership includes the co-chairs of the Joint 
Committee on Information Policy and Technology and the Governor or his 
designee. 

• The State Chief Information Officer, an appointed position within DOA, has 
a key role in ensuring that this collaboration and information sharing takes 
place, and that project management standards are being consistently 
communicated and applied. 

 
This report to the Joint Legislative Audit Committee also includes status updates 
on projects highlighted in recommendations from the Legislative Audit Bureau’s 
April 2007 Review of Information Technology Projects. 
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INTRODUCTION 
 

The State of Wisconsin has developed a new approach to information technology 
(IT) management based on increased interagency collaboration, standardized 
project frameworks, regular reporting to the appropriate legislative bodies, and a 
focus on effective communication among all entities involved in a project.  The 
current environment for IT project management contains inconsistencies in how 
the efforts are initiated, governed, monitored and documented.  The result has 
been an inconsistency in delivery and difficulty in assessing whether a project is 
proceeding on a satisfactory trajectory.  The implementation of a more 
standardized, open environment will result in more support available to projects 
and earlier corrections when required. 
 
This proposed approach for bringing consistency and rigor to IT management was 
drafted in consultation with the Wisconsin IT Directors’ Council (ITDC) – composed 
primarily of IT directors and chief information officers (CIOs) from state agencies – 
and endorsed by the ITDC Executive Committee.  Lasting improvements in IT 
management can be achieved when agencies have opportunities for meaningful 
input and a stake in the collective product.  In addressing these challenges, IT 
directors focused on a fundamental premise: What makes good business sense for 
the enterprise and can help agencies achieve their business objectives?  The 
approach they adopted entails considerable effort and collaboration, but its net 
effect will leverage expertise across agencies and maximize an IT project’s chances 
to deliver the intended business benefits.  The approach demands a new level of 
interagency responsibility and information sharing, but because it was generated 
collaboratively and relies on continuing collaboration, the Department of 
Administration (DOA) believes it can succeed, and is confident it is the right 
formula for effective and productive IT management. 
 
This report breaks down the new approach to IT management into four 
fundamental components: 
 

• Improving IT planning; 
• Establishing standards for IT project planning and management; 
• Improving project monitoring; and 
• Establishing collaborative organizational structures for IT management. 

 
The report’s final section presents status reports on individual IT projects 
requested by the Joint Legislative Audit Committee in its May 2 hearing, with 
detailed reports from the agencies provided in Appendix A. 
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IMPROVING INFORMATION TECHNOLOGY PLANNING 

 

Modern businesses, including the business of government, cannot operate without 
assistance from computer systems.  The required systems are costly to create and 
operate, and they play a critical role in delivering services to the public.  The 
combined high profiles of cost and operational failure make project planning for 
creating new systems and replacing old ones a critical part of any business plan. 
 
IT planning has been inconsistent in state government since its initiation.  The 
formats required for agency IT plans have typically been created by the 
Department of Administration (DOA) and the review of submissions has been 
limited.  Our new approach includes definition of a template by a team from state 
agencies, creation of a Web site that allows all agencies and legislative bodies to 
share plans, and a commitment by agencies to keep the plans current throughout 
the year rather than at an annual point in time.  This access to and discussion of 
plans will result in better collaboration among agencies in sharing software, 
exchanging best practices, and increasing the quality of all plans to a consistent 
level. 
 
Effectively leveraging IT expertise across the enterprise requires that agencies 
receive consistent direction on the IT planning process and, because they have 
input, buy into that process.  Simply put, we can’t benefit from each other’s 
strengths and share in each other’s successes if we don’t have basic knowledge of 
what we’re all doing. 
 
Current statutes require agencies to submit annual IT plans to DOA in March, while 
an IT strategic plan is required in September of even-numbered years.  In April 
2007, the ITDC created and adopted a standardized format for annual IT plan 
submissions.  Agencies submitted their fiscal year 2008 (FY08) plans to DOA in 
early June and DOA then published a FY08 IT plan 
(http://www.doa.state.wi.us/docview.asp?docid=6455&locid=155) based upon 
information from the agencies’ plans. 
 
The ITDC has agreed to continue refining the IT annual planning process, making it 
an ongoing conversation that more readily provides for analysis of plans.  All active 
and planned IT projects will be included in the agency plans provided to DOA.  The 
Web site for sharing IT plans has been published on an intranet available to state 
agencies. 
 
Meanwhile, an ITDC subteam is guiding creation of the biennial IT strategic plan 
due in September 2008, which will integrate agency plans to generate a consistent 
statewide strategic plan for the use and application of IT.  All ITDC members will 
participate in producing the plan, which will be published by DOA and submitted to 
the appropriate legislative committees and the Governor.  The September 2008 IT 
strategic plan will provide common guidance for agency IT budgets submitted in 
the subsequent state biennial budget process. 
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High-Profile Project Identification 
 
There are many projects underway in an organization as large as Wisconsin state 
government at any point in time.  The success or failure of all projects is not 
equally felt; some cost more money than others and some directly affect public 
services much more than others.  These “high-profile” projects deserve more 
attention to help ensure success.  In the past, there has not been a mechanism for 
specifically identifying high-profile projects, and recognizing factors other than cost 
was difficult because of the wide range of businesses occurring within state 
agencies.  The new approach adopts a federal standard for project risk evaluation, 
and leaves the labeling of “high-profile” to the business experts within agencies. 
 
As agencies submit their IT plans, DOA’s Division of Enterprise Technology will 
maintain a combined list of all projects identified, and, from that list, a subset list 
of projects regarded as high-cost or otherwise vital.  (For ease of referral, this 
subset list of high-cost or otherwise vital projects will be called the “high-profile 
projects” list.)  That list of high-profile projects will be the focus of interagency and 
legislative monitoring efforts. 
 
Agencies will designate a project as high-cost or otherwise vital, and therefore it 
will be added to the high-profile projects list, if: 
 

• The project’s total cost is $1 million or more.  This threshold is established 
in statutes for reporting to the Legislature’s Joint Committee on Information 
Policy and Technology. 

• Savings or new revenues of $1 million or more are projected to result from 
successful project completion. 

 
Agencies will determine which projects costing less than $1 million will be considered 
otherwise vital to their functions, and therefore included in the high-profile projects 
list.  The criteria agencies use to make that determination should include those 
developed by the federal Office of Management and Budget, including: 
 

• Projects undertaken by an agency that has not consistently demonstrated 
the ability to manage complex projects; 

• Projects that are related to an agency’s essential mission or function; and 
• Projects in which a delay or failure would negatively affect the agency’s 

essential mission or function. 
 
Any additional criteria established by the Information Technology Management 
Board (IT Management Board), the Joint Committee on Information Policy and 
Technology, or the Joint Legislative Audit Committee likewise will be applied in 
determining which projects compose the high-profile list.  Also, particular projects 
will be added to the high-profile list based on the request of those groups. 

 
The initial high-profile projects list will be adopted from the Legislative Audit 
Bureau’s April 2007 Review of Information Technology Projects (LAB IT audit; table 
9, page 21) and will be updated based upon agency notification and requests from 
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the IT Management Board, the Joint Committee on Information Policy and 
Technology, or the Joint Legislative Audit Committee. 

 
 

ESTABLISHING STANDARDS FOR IT PROJECT PLANNING AND 
MANAGEMENT 

 
Agreement on what makes an IT project high-profile was an important first step.  
The ITDC Executive Committee then drafted standards to help ensure the success 
of these critical projects.  These standards establish a framework that promotes 
orderly progression and assists with measuring results.  Applying these standards 
also should help agency managers detect issues that could prevent success, and 
know when a project needs to be redirected or restarted upon another path.  When 
a new project is defined by our IT planning process, agency staff can quickly find 
the standards and policies governing such work on the shared Web site. 
 
State agency IT directors have adopted the policies, standards and procedures 
described below, and will begin implementing them for new projects started after 
October 2007.  DOA will assure that the standards are effectively communicated to 
agencies and provide orientation regarding the specifics of standards and the 
processes involved.  For projects cited on the Legislative Audit Bureau’s list (table 
9, page 21) that are already well underway, agencies will provide monthly 
dashboard reports (green, yellow, or red status indicators for key milestones) 
through project completion.  (See Appendix B for an example of a dashboard 
report.)  
 

Policies for High-Profile Projects 
 
Well-understood, standard policies for initiating and managing IT projects set the 
stage for project success.  Although latitude is needed to allow for the wide range 
of projects occurring within state agencies, there are some basic best practices 
that will be applied to all high-profile projects. 

 
• Every project must have an executive sponsor and a business sponsor.  The 

responsibility for any agency project, IT or otherwise, rests with the 
department Secretary. 

• Executive sponsorship should be as high in the agency as possible; whoever 
does serve as executive sponsor should have expenditure authority on 
behalf of the agency for the particular project.  Both the executive sponsor 
and the business sponsor should be individuals at least at the level of 
division administrator. 

• The business sponsor should be the individual making the presentation to 
the agency leadership regarding the project’s importance, including its 
purpose and scope. 

• The specific roles of the project manager, agency IT organization, business 
areas, DOA and vendor(s) must be defined for the project. 

• Significant stakeholders (e.g., other agencies affected by the project) must 
be identified in the project’s communication plan. 
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• The planning, reporting and monitoring of these projects must adhere to the 
standards adopted by the ITDC. 

• Required documentation for these projects (see below) will be kept current 
and stored in a folder specific to the project at the agency in order to 
facilitate project monitoring efforts. 

• DOA will assure that project monitoring is done for all high-profile projects. 
• Policies for high-profile projects, and any subsequent updates to these 

policies, will be provided to the IT Management Board, Joint Committee on 
Information Policy and Technology and Joint Legislative Audit Committee.  
Project reports from monitoring efforts will likewise be provided along with 
any requested project documents. 

 

Project Planning Standards 
 
Most high-profile projects span a considerable amount of time from 
conceptualization through completion.  Implementing standards to guide the 
planning process will help assure that all required communication occurs and that 
stakeholders over time always will be able to recognize the project status. 
 

• All high-profile projects will require an initial charter that covers initiation 
through analysis.  If the project moves forward after the analysis phase, all 
high-profile projects also must have a second charter covering the rest of 
the project.  (See below for required elements in a charter.)  The analysis 
phase should provide much more detailed and specific scope information 
about a project, which should be incorporated into the second charter. 

• Project monitoring through an independent validation and verification 
process (IV&V – see below for details about the IV&V process) to validate 
adherence to planning standards will occur at the following points: 

o Identification of the business need for an IT project, conveyed in the 
project charter. 

o IT project initiation, possibly the start of business requirements 
gathering or creation of a Request for Proposals (RFP) for vendor 
support. 

o End of the analysis phase, to validate the project definition is 
complete and the plans for continuation meet best-practice 
standards. 

o Ongoing documentation reviews, to verify adherence to project 
management and IT standards best practices. 

• IV&V reviews will concentrate on the existence, quality and timeliness of 
key standard project documents (see below for the list of required project 
documents). 

 

Off-The-Shelf Software Evaluation Standards 
 
Considerable money can be saved and significant project risk avoided when an 
available, off-the-shelf software package is found to satisfy most of a new system’s 
functional and technical requirements.  The key to successful use of off-the-shelf 
software is an accurate assessment of the fit of the packaged software to the 
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business needs, and evaluation standards can take much of the subjectivity out of 
that assessment. 
 
The LAB IT audit and the Joint Committee on Finance stressed the importance of 
assessing the adequacy of off-the-shelf software and measuring the costs and 
benefits of software customization before initiating development.  In response, the 
ITDC has adopted the following measures for ensuring that appropriate off-the-
shelf software evaluations are incorporated into the project planning process: 

 
• Unless there is compelling evidence that no suitable off-the-shelf package 

exists, all high-profile projects must use procurement mechanisms (a 
Request for Information (RFI) and/or a Request for Proposals (RFP)) to 
determine the viability of an off-the-shelf software solution. 

• If it is determined that there is compelling evidence no suitable off-the-shelf 
package exists, that determination, and the process behind it (e.g., Web 
research, contacts with other agencies or professional associations) must be 
documented in the project folder. 

• Whenever possible, an RFI should be used to establish whether an off-the-
shelf solution is possible for satisfying the need at the time the need for a 
project is identified. 

• After analysis establishes the scope of functional and nonfunctional 
specifications for the project, an additional RFI or RFP could establish the fit 
for any possible off-the-shelf solution. 

• The Federal Information Technology Resources Board’s guide (Appendix C) 
will be used to perform a risk assessment for off-the-shelf software. 

• The rationale for any off-the-shelf selection that is not an industry standard 
must be clearly documented. 

• A component evaluation must be performed after the design of a system to 
establish whether portions of a system can use off-the-shelf software. 

• Off-the-shelf software evaluations should be specifically geared toward 
identifying potential solutions that offer software developed as a product.  
Software developed as a product is generally much more easily adapted to a 
specific location. 

 

Policies and Procedures for Use of Master Leases 
 
Master lease financing can make sense in an IT project when it is appropriate to 
spread the investment over a number of years and the project adds asset value 
to the agency.  DOA has established the following policies and procedures for use 
of master leases that apply to all items financed through the master lease 
program, including IT projects: 

 
• The agency completes a Request for Use and Approval form (DOA-2480; 

see Appendix D) and supporting documentation. 
• If the request is for an “IT systems development project,” the agency 

gathers the required DOA documents (schedule of deliverables, risk 
identification and mitigation plan, detailed business case justification). 
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• The agency submits completed Request for Use and Approval form, 
required DET documents, and other supporting documentation to the DOA 
Capital Finance Office. 

• DOA review and approval of the request and supporting documents is 
completed in approximately 2 to 3 weeks and in the following order: 

o Capital Finance Office 
o State Budget Office and DET (DET reviews all requests that contain 

IT components) 
o Deputy Secretary 

• DOA Capital Finance Office provides preliminary approval to the agency. 
• The equipment/asset is procured and received by the agency. 
• Agency completes a Notice of Equipment Acceptance form (DOA-2481; 

see Appendix E) and invoices to the DOA Capital Finance Office. 
• A Lease Repayment Schedule is created by the DOA Capital Finance Office 

and final approval is requested from the DOA Deputy Secretary, agency, 
lessor, DOA Legal Counsel, and DOA Capital Finance Director. 

• Invoices are paid and lease schedules take effect. 
• Lease repayments are withdrawn from the agency’s appropriation(s) on or 

about February 15 and August 15. 
 

DOA will prepare annual reports on IT projects financed under the master lease 
program that include: 

 
• The amount of financing approved during the previous fiscal year; 
• Specific projects for which financing has been approved and amounts 

approved; 
• Principal and interest paid by agencies on projects for which debt is 

outstanding, compared to total financing originally approved; and 
• Projects for which all debt has been repaid during the previous fiscal year. 

 
These reports will be provided on October 1 of each year to the IT Management 
Board and the appropriate legislative committees.  See Appendix F for the State of 
Wisconsin Master Lease Program – Approval, Financing or Agency Repayment 
Activity In FY07 for IT Projects. 
 

IT Project Procurements 
 
DOA recognizes that improving the procurement vehicles and processes for IT 
projects increases the chances for project success or for protection of the state 
should the project encounter difficulty.  The State Bureau of Procurement, 
working with the DOA Chief Legal Counsel’s Office, has taken on several 
initiatives expected to be implemented in FY08: 

 
• Standardizing templates for Request for Bid and Request for Proposals.  

This will improve efficiencies in the procurement process by providing 
consistent procurement information to vendors. 

 
• Developing new contract templates to address issues such as performance 

measures for vendors, detail/schedule for vendor deliverables, criteria and 
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methodology for assessing liquidated damages, and clear contract 
termination or breach language. 
 

• Developing IT-specific terms and conditions for contracts that are 
consistent with industry best practices.  This will ensure the state has 
sufficient recourse and protection in the event that an IT contract fails to 
meet its objectives. 

 
• Updating state agency purchasing delegation agreements.  The State 

Bureau of Procurement delegates major purchasing authority to seven 
large state agencies.  The delegation agreement defines statutory and 
procedural responsibilities that the agencies must meet to receive and 
maintain delegated purchasing authority.  The bureau has modified the 
criteria used to award delegation authority to agencies, and has 
strengthened and clarified the agency responsibilities assumed with 
delegation. 

 
• Auditing agency procurement practices to ensure agencies are meeting 

state statutes, administrative code and procurement policies.  The bureau 
is developing a standard process for monitoring state agency purchasing 
activity. 

 
• Strengthening current procurement training.  The training will include 

technical procurement topics such as negotiation skills, contract drafting, 
benchmarking, performance-based contracts, and contract administration 
and management. 
 

One of the drivers behind attorney consolidation is the ability to provide 
consistent expertise and oversight for high-profile IT project procurement and 
contracts across the enterprise.  To avoid inconsistency and to produce the 
strongest contractual language possible, DOA attorneys will review all contracts 
and procurements for high-profile IT projects. 

 

Project Management Standards 
 
There is no current set of project management standards being used by state 
agencies.  The ITDC has sponsored a series of project methodology and project 
management best practice presentations during the past two years, and these 
have helped agencies start moving toward common practices.  The new set of 
standards adopted as part of this report will promote common project management 
practices and help assure that major checkpoints are not missed. 
 
The methods for measuring project performance adopted by the ITDC utilize data 
related to cost, schedule, and scope as well as quality.  Successful collection of this 
data requires the project being managed in the following ways, with all the 
accompanying documentation stored in the project folder at the agency: 

 
• The business case must establish a quantifiable value to the organization. 
• Performance criteria are defined by which the project will be measured. 
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• Project costs, schedule, scope, and quality performance measures are 
tracked during the project.  

• Sign-off by stakeholders on changes to the project denote acceptance of the 
changes. 

• A baseline is established at the start of the project specifying milestones, 
deliverables, and tasks related to labor and non-labor costs. 

• A new baseline is established if the schedule, cost, or scope changes. 
• Variances between planned and actual status are documented. 
• Time is tracked to the task level. 
• A project issues log is maintained. 
• A deliverables defects list is maintained. 
• The agency identifies project risks and manages them according to a 

project-specific risk management plan.  
• Performance criteria are based on data that are continually updated to 

reflect approved changes and findings. 
• Results of design reviews, tests, and other quality assurance activities are 

formally tracked. 
 

Agencies will define performance measures based on the specific goals identified in 
the project charter.  The results will be measured and reported in the required 
status reports described below. 

 

Documentation Standards  
 
IT projects can vary dramatically in the functional and technical goals they need to 
meet and in the approach taken to attain the goals.  However, at some basic level, 
all projects are similar and should produce similar documented results.  All projects 
need various iterations of proposals for future work; all projects need documented 
business requirements; all projects need a scope of implementation that is clearly 
defined after analysis is completed. 
 
This set of documentation standards will help establish a baseline for all projects.  
This will assure that major items are not missed, and that anyone reviewing a 
project will have a standard checklist to compare to specific project documents.  
Documentation reviews are a very powerful method of monitoring project status 
and of bringing new team members up to date.    
 
The following documentation should be readily available for any project following 
the project planning and management standards described above.  These 
documents will be stored in a folder specific to the project for any entities with 
authority to review the information.  The documents will be a key resource for 
IV&V reviews. 

 
• Project charters including at least: 

o Project description 
o Project goals 
o Executive sponsor(s) and business sponsor(s) 
o Required resources 
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o Project governance (proposed roles of the business area, agency IT, 
DOA and vendors should be identified in the initial charter or 
business proposal) 

o List of stakeholders who need to be actively involved 
o Cost-Benefit Analysis/Business Case 
o Time-to-completion estimate 
o Change control process (see “Project Change Control Process” below) 

• Business requirements – documentation of the business functions and data 
in the proposed project area (high-level use cases, process model). 

• Context-level diagram – a graphic or text that clearly defines the processes 
and data that will be included within the scope of the development project 
and that illustrates other systems and data with which the project will 
interface. 

• Analysis documentation – illustrates comprehensive analysis of the in-scope 
business requirements and establishes what will be developed by the 
project; could include a data model, analysis object model, detailed use 
cases, business rules, user interface points, actors, non-functional 
requirements, and other documentation that provides a concrete definition 
of the deliverable contract between business areas and the project team. 

• Communication plan (if not included in the charter) – details frequency and 
recipient groups for reports on milestones, progress and problems. 

• Procurement documents – RFI/off-the-shelf software evaluation (see “Off-
the-Shelf Software Evaluation Standards” above), RFP, RFB (Request for 
Bids), or standing offers. 

• Risk assessment documentation. 
• Project components – documentation that breaks the project scope into the 

smallest subsets of functions that can be implemented or demonstrated. 
• Test plans – prepared from business requirements and component analysis. 
• Statement(s) of work for all work going on at any point in the project – 

including a plain-English text description of work, assumptions, scope, 
responsibilities and current estimates. 

• Work plans – a regularly updated work breakdown structure (WBS), 
schedule and resource plan for work to be completed. 

• Change documentation (see details described below). 
• Monthly (at a minimum) status reports that include project performance 

measures. 
• Contract(s) – firm fixed price, time and materials, cost plus, time and 

materials to a fixed maximum, change orders, contract amendments – if the 
project is entirely internal to the agency, and thus involves no contracts 
with vendors, the project folder should still include documentation between 
the IT and business areas regarding agreements on the work to be done. 

 

Estimating Standard  
 

It is difficult to provide accurate estimates for systems development work due to 
the large number of variables involved, especially when working with new 
technologies and in a dynamic business environment.  When considering an 
estimate, it is critical to know the basis upon which it was formed.  When the 
estimate is based on an idea for automation, it might indicate a fairly wide range, 
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since the scope of development could vary considerably.  Only after analysis 
defines a “contract” for development between business experts and a systems 
development team should the estimate be labeled as a true development estimate.  
It is very important that all estimates be labeled clearly, and that all but those with 
a clearly established scope be given as a range.  This clear labeling will prevent 
comparison of numbers that should not be compared. 
 
Estimates should be generated at the following points in a project: 

 
• At the time the charter is constructed. 
• After business requirements are assembled. 
• After the analysis phase or RFP response. 
• At the time the statement of work is completed. 
• At any times there are changes in the project. 

 
The first point at which a reasonably reliable estimate for a development project 
can be generated is after the analysis phase, i.e., when the scope of functional and 
nonfunctional specifications for the project has been established and the business 
area has agreed to what the project is supposed to produce.  Generating a 
reasonably reliable post-analysis estimate depends on the following factors: 

 
• The analysis was thorough; 
• The project involves existing technology; and 
• The project team is experienced in the technology and stays intact. 

 
Once an estimate is generated, a change control process is required to document 
all agreed-upon changes in project scope and corresponding changes to the 
project’s cost and completion schedule. 
 
Agencies can use the estimating tool they believe best fits their project 
management methodology.  The Department of Workforce Development provided 
one endorsed by the ITDC Executive Committee (see Appendix G). 
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IMPROVING PROJECT MONITORING 
 
For any project to succeed, there is no substitute for effective day-to-day 
management by the project team, and the standards for IT project planning and 
management described above provide essential direction.  At the same time, all 
projects can benefit from the monitoring and advice of an independent team of 
experts.  High-profile IT projects in state agencies will be monitored through an 
independent validation and verification (IV&V) process, which involves experts 
from outside a project team reviewing and validating project progress.  An IV&V 
team could consist of contractors, state staff or a mix of the two, depending on 
expertise and workload.  The goal of the IV&V team is to assist the project team in 
meeting objectives. 
 
Reviewing documentation, conducting on-site visits, attending project meetings, 
interviewing team members or others involved in the project can all be part of the 
monitoring process.  Providing the staff to monitor other projects will remove them 
from working on their own development projects for the time required, but the 
long-term gain in project quality and standardization should make up for the cost. 
 

Routine Monitoring 
 

• IV&V reviews will include assessment of financial status, adherence to 
standard project management principles, adoption of IT industry technical 
standards, and satisfaction of the business goals. 

• The IV&V process adopted by the state will be conducted by state staff and 
contractors.  The methods used and deliverables produced will evolve as the 
process matures. 

• All high-profile projects will be reviewed by an IV&V team.  The team 
members will have played a leadership role on a project of similar size, 
scope and complexity. 

• If a high-profile project is considered too large for the ITDC to provide an 
IV&V team with appropriate experience, or if the ITDC does not have 
resources to provide a team, the agency with the high-profile project will 
need to contract for an IV&V effort. 

• The ITDC Executive Committee plus CIOs or IT directors from agencies with 
projects to be reviewed will serve on an ITDC Steering Team to help 
monitor high-profile IT projects. 

• Every high-profile project identified in IT plans will have an IV&V review of 
the project charter as soon as it is accepted within the agency. 

• IT procurements will be reviewed for involvement of business, procurement, 
legal, technical architecture, and project management experts.  The 
procurements also will be reviewed for adherence to standard procurement 
templates, clarity and critical sign-offs. 

• Every high-profile project will receive two reviews of 1 to 5 days yearly, and 
project milestones and documentation will be reviewed between IV&V 
reviews.  The audits will be based on the planning standards adopted by the 
ITDC and will evaluate project documentation and performance indicators. 
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• Reports from the IV&V team, along with any recommendations for action, 
will be reviewed by the project management of the project being reviewed, 
the ITDC Steering Team, the Secretary’s Office for the audited project, 
DOA, the IT Management Board and appropriate legislative committees. 

• Project charters, component architectures and design statements of work 
for all high-profile projects also will be reviewed by the Wisconsin Systems 
Architecture Team – a multi-agency team of senior technical staff who will 
assure that the project is based on common IT industry standards. 

• DOA’s Server Consolidation and the Integrated Business Information 
System projects have been offered as pilots for the IV&V review process. 

 
IV&V monitoring of new, high-profile projects during the FY08-09 biennium 
requires expenditures that were not planned in current budgets, and resources 
assigned will need to come from other planned efforts.  For projects beginning in 
future biennia, however, budgeting for IV&V will be built into the project planning 
process. 
 

Project Change Control Process 
 
The quality of an initial estimate will be compromised if there is not a process in 
place to update that estimate.  All changes need to be thoroughly analyzed for 
impact and documented so that project sponsors understand the impact on 
schedules and costs.  The implementation of a standard change control process will 
make project monitoring and reporting much more manageable and meaningful.  
 
All project charters must include the definition of a change management process 
for that project, including the following components: 

 
• Change Control Board – the board that oversees the change process.  This 

board should include the project management, executive sponsor, business 
sponsor, project stakeholders and project steering committee. 

 
• Change Request – a formally submitted document used to track each 

stakeholder request (including new features, enhancement requests, 
defects, changed requirements and technology changes) and the estimated 
impact to the project in terms of cost, schedule, scope or risk.  The change 
request document indicates agreement to proceed by means of signature(s) 
of predetermined project representatives as designated in the project 
charter and may become a contract document.  All change history will be 
maintained with the change request, including dates and reasons for the 
change.  This information will be available for any reviews and for final 
closing. 

 
• Critical Change Definition – a formal definition that defines what kind of 

project change needs to be communicated and approved at the highest 
levels of project management and sponsorship.  Examples of these would 
be changes resulting in contract amendments and significant changes in 
project resources (people, money or business staff), schedule, budget, time 
and risk. 
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• Change Request Workflow and Escalation Process – the process specifying 

the documentation, workflow, approval and escalation procedure for change 
requests, including the process for those changes considered critical. 

 
• Change Request Reporting – documentation about changes and their 

approvals in the project folder.  For those projects that have oversight by 
other agencies, the changes identified as critical must be reported to the 
oversight agency along with the anticipated effects on the project. 

 

Project Recovery or Termination 
 
If an IV&V report recommends project termination, that decision will be made 
either by the agency Secretary in consultation with the DOA Secretary, and 
reported to the IT Management Board. 
 
Guidelines for when a project is a clear candidate for recovery (e.g., redefining the 
project, changing leadership, adding resources) or termination include: 
 

• The project is over budget due to underestimation of the effort or changes 
in scope.  

• Disconnect exists among key project stakeholders. 
• The project encounters significant technical issues or is based on a 

technology no longer valid. 
• The business processes within the scope of a project have changed 

significantly. 
• New legislation negates or significantly changes the project’s purpose. 
• Project performance measures indicate recovery or termination is 

warranted. 
• The vendor is in financial difficulty. 
• The project’s schedule changes dramatically. 
• The quality of a deliverable is unacceptable. 
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ESTABLISHING COLLABORATIVE ORGANIZATIONAL STRUCTURES 
FOR IT MANAGEMENT 

 

Collaboration and shared information—between agencies, DOA, the ITDC, the 
IT Management Board and legislative committees—is the hallmark of the new 
approach toward IT management.  By drawing on the expertise of all these groups 
(see Figure 1), through consistent and well-understood reporting mechanisms, the 
State of Wisconsin can improve the results and cost-effectiveness of IT projects. 
 

 

Figure 1. Organizational Components of IT Project Management 
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The IT Management Board is authorized to advise DOA in the management of the 
state’s IT assets and monitor progress on IT activities undertaken by state 
agencies.  The board’s membership includes the co-chairs of the Joint Committee 
on Information Policy and Technology and the Governor or his designee. 
 
The ITMB was inactive during the FY06-07 biennium in part due to the inactive 
status of the Joint Committee on Information Policy and Technology (see below). 
The IT Management Board is a critical link between the Legislature and the 
executive branch in providing frequent and consistent feedback and oversight for 
complex IT projects.  The IT Management Board should regularly review cost 
estimates and overruns, timelines and other benchmarks to ensure quick action on 
projects that are struggling to meet estimates. 
 
The Joint Committee on Information Policy and Technology was created in 1991 
and is authorized to require semiannual reports from DOA on IT projects with 
anticipated costs of $1 million or more.  DOA believes that a functioning, strong 
Joint Committee on Information Policy and Technology, with active co-chairs who 
also participate as members of the IT Management Board, will provide not only 
robust oversight over agency IT projects but provide an essential communication 
mechanism to the entire Legislature regarding IT management as a whole.  The 
committee should be involved in regular project monitoring and should review DOA 
plans for setting IT project standards and reporting mechanisms for executive 
agencies.  The committee also should review the work of the IT Management Board 
and agency strategic plans in advance of the state’s biennial budget process. 

 
Greater cooperation and oversight will improve the transparency of IT project 
planning and financing, and timely recognition of problems then becomes much 
more likely.  A greater emphasis on giving state agency personnel the tools they 
need to control high-risk projects, such as contract management training and 
standard contract language and templates, is also a priority. 
 
The State Chief Information Officer (CIO) has a key role in ensuring that this 
collaboration and information sharing takes place, and that project management 
standards are being consistently communicated and applied.  The ITDC is an 
important bridge providing agency input to DOA, as DOA fulfills its planning and 
standards-development responsibilities, and the State CIO will work extensively 
with the ITDC to take full advantage of expertise in the agencies. 
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PROJECT STATUS REPORTS 
 
Below are summary status updates for projects highlighted in recommendations 
from the Legislative Audit Bureau’s April 2007 Review of Information Technology 
Projects.  See Appendix A for the full reports from the respective agencies. 

 

Customer Waiting Times for Division of Motor Vehicles 
Services 
 
The Department of Transportation’s Division of Motor Vehicles (DMV) reports that 
the Registration and Titling System is working well.  The time required to serve 80 
percent of the customers who visited DMV service centers was 35 minutes or less 
for July through September 2007, compared to 50 minutes or less for the same 
three months in 2006.  Also, from January through August 2007, DMV has served 
more than 70 percent of its service center customers in 30 minutes wait time or 
less, with 56 percent being served in under 20 minutes. 
 

Department of Revenue Conversion to New Sales and Use 
Tax Software 

 
The project is on time and on budget.  The Department of Revenue (DOR) is 
approximately two-thirds of the way through its timeline for the sales and use tax 
rollout, with implementation planned for December 2007.  Progress on all aspects 
of the project is on schedule.  Seven full mock conversions of data from the 
legacy system into the new system have been run, with two more planned before 
the rollout date.  In the most recent full mock conversion, virtually all customers 
successfully converted.  DOR business staff are actively working to review and 
verify this converted data. 
 
DOR has improved its project management cost accounting and now captures all 
personnel costs related to a project.  DOR also has modified its methods to 
include interest as part of the master lease costs. 
 

Department of Workforce Development SUITES Project 
 
The Department of Workforce Development’s (DWD’s) SUITES (State 
Unemployment Insurance Tax Enterprise System) project is progressing steadily 
and nearing completion.  DWD is allowing only system changes deemed critical to 
system functionality.  Changes or enhancements considered not critical to system 
functionality are being deferred for later consideration.  Primary tax deployment 
is planned for December 2007 and implementation of the collections and reports 
module is planned for May 2008.  DWD estimates the project cost at $47.2 
million. 
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Department of Workforce Development EnABLES Project 
 
DWD suspended the EnABLES (Enhanced Automated Benefits and Legal 
Enterprise System) project in February 2007.  DWD initiated a project in July to 
replace the packaged software they were attempting to implement with an in-
house system that retains the same functionality but will be easier and less 
expensive to maintain and support.  Initial project estimates indicate an 18-
month timeline and cost of $1.6 million. 

 
DWD has embarked on a re-engineering effort for handling unemployment 
insurance appeals.  The agency seeks efficiencies through streamlined processes, 
elimination of unnecessary steps, and other process improvements to improve 
quality and time management, as well as reducing costs while optimizing 
customer service.  The re-engineering also will seek to identify areas where 
technology can enable more efficient processes. 
 
DWD is conducting research into viable alternatives for replacing the current, 
outdated IDMS (Integrated Database Management System) mainframe database 
technology.  The assessment will include research and examination of other public 
and private entities that have migrated from IDMS to newer mainframe 
technologies.  The cost analysis and recommendation on how best to proceed will 
be completed in October 2007. 
 

Department of Administration Server Consolidation Project 
 
A primary focus for consolidating additional servers in FY08 involves relocating 
approximately 500 servers from the East Wilson Street data center to the Femrite 
data center.  To date, 143 of those servers have been moved and the remainder 
will be relocated within the fiscal year. 
 
Another main focus in this fiscal year for server consolidation is working with 
agencies to plan consolidation of agency servers.  The approach to consolidation 
planning has shifted from merging applications as we consolidate to consolidating 
servers first and then merging applications on common servers.  This will allow a 
more predictable schedule for consolidation, which will be driven by the business 
and project development cycles within agencies. 
 
DOR has prepared a plan to move their first major application to the Femrite data 
center and have it in production by early January 2008, followed by the remainder 
of their servers by fall 2008.  Several other agencies are in a planning stage for 
moves within this fiscal year.  Working with agencies, DOA is preparing a plan to 
complete most physical consolidation of agency servers to the Femrite data center 
by the end of FY10. 

 
The cost to date for consolidation has been approximately $40 million.  For FY08 
the projected cost is approximately $25 million with expected recovery of about $5 
million.  The deficit created by consolidation costs will be recovered through 
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assessments over a 20-year period starting in FY08.  By the end of the planned 
three-year consolidation, annual costs for providing the services will be recovered 
through service rates.  DOA will provide space to other agencies and local 
governments at the East Wilson Street data center for disaster recovery purposes 
to help defray consolidation costs. 
 

Department of Administration E-mail Consolidation Project 
 
E-mail consolidation has been proceeding as planned and will be completed in 
2008.  The agencies consolidated to date are using Exchange 2003 and the new 
software version, Exchange 2007, is being tested.  After adequate testing, the 
consolidated agencies will be moved to the new version and the remaining 
agencies will be moved directly to Exchange 2007. 

 
Twenty-five agencies have e-mail servers consolidated, or approximately 21,000 of 
a likely total of 35,000 accounts.  Planning for e-mail consolidation is underway 
with the Department of Regulation and Licensing, the Department of Financial 
Institutions, the Department of Health and Family Services, the Department of 
Workforce Development, and the Department of Transportation.  E-mail 
consolidation will be completed in 2008.  The cost to date for e-mail consolidation 
is $9.7 million. 
 

Department of Administration Integrated Business 
Information System Project  
 
The Integrated Business Information System project has completed the gathering 
of business requirements and is preparing to enter the first implementation phase.  
This initial implementation will include the Purchasing Requisitions/Purchase Order 
process and its associated Accounts Payable process, a shadow General Ledger, 
Purchasing Solicitations (Bidding), and Asset Management. 
 
DOA has completed a project director recruitment and an offer of employment is 
imminent.  A Request for Bids (RFB) has been reissued to find qualified vendors to 
respond to requests for services to help staff the project.  Additional recruitment 
for PeopleSoft developers and support staff is underway. 
 
The estimated cost for this initial implementation is approximately $16 million at 
this point, although the scope of work and proposed schedule has not been 
approved by the project Executive Steering Committee.  The implementation 
date is March 31, 2009.  To date, the project has spent $10 million. 
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APPENDICES 
 
 
Appendix A:  Detailed status updates from agencies regarding projects 
highlighted in recommendations from the Legislative Audit Bureau’s April 
2007 Review of Information Technology Projects 
 

• Customer Waiting Times for Division of Motor Vehicles Services 
• DOR Conversion to New Sales and Use Tax Software 
• DWD SUITES Project and EnABLES Project 
• DOA Server Consolidation Project 
• DOA E-mail Consolidation Project 
• DOA Integrated Business Information System Project 

 
Appendix B:  Sample of IT project dashboard report
 
Appendix C:  Assessing the risks of commercial off-the-shelf applications: 
lessons learned from the Information Technology Resources Board—
Federal Information Technology Resources Board
 
Appendix D:  DOA Form 2480—State of Wisconsin Master Lease 
Program—Request for Use and Approval  
 
Appendix E:  DOA Form 2481—State of Wisconsin Master Lease Program—
Notice of Equipment Acceptance
 
Appendix F:  State of Wisconsin Master Lease Program—approval, 
financing or agency repayment activity in FY07 for IT projects
 
Appendix G:  Project estimates tool from the Department of Workforce 
Development (Excel format)
 
 

 

http://www.doa.state.wi.us/docview.asp?docid=6456&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6457&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6464&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6465&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6466&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6467&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6458&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6459&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6459&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6459&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6460&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6460&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6461&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6461&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6462&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6462&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6469&locid=155
http://www.doa.state.wi.us/docview.asp?docid=6469&locid=155
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