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BASIC POLICY	4940


(Revised 5/94)





Agencies must establish project reporting and evaluation procedures for each approved information technology project.  The scope of these procedures must be commensurate with the overall scope of the project's associated risk to the state.





The fundamental requirements for project review, reporting, and evaluation are specified in SAM Sections 4819.3-4819.42.  All projects, including projects delegated by DOIT to the agency director, are subject to those review, reporting and evaluation requirements.  Projects that have been delegated to the agency director in accordance with SAM Section 4819.36 require appropriate project reporting by the project manager to the agency director.





OVERVIEW	4941


(Revised 5/94)





Once the FSR for an information technology project has been approved, the design, acquisition, development, and implementation phases of the project may proceed.  Throughout these phases, project activities must be monitored by agency management.  After the new information technology capability is operational, its success in terms of the project objectives must be evaluated.  SAM Sections 4944 through 4946.2 provide a framework for project monitoring and evaluation.  Included are periodic project reviews and reports (including SPRs), a formal management review, and a post-implementation assessment and report.





Periodic Project Reviews and Reports.  Agency management or DOIT may initiate or require periodic project reports, including Special Project Reports, that are designed to:





1.	Support continuing communication among all project participants (project management, program management, and executive management);


2.	Expose potential problems with respect to the availability of resources or the meeting of mandated project dates; and


3.	Provide for agency management and control agency review of project progress at appropriate intervals throughout the life of the project.


Formal Project Review.  In some cases, a major management briefing, called a Formal Project Review (FPR), may be initiated by agency management or required by DOIT for an information technology project.  The FPR allows for management or control agency review of large projects before substantial resources have been committed to the project and at critical stages during the development cycle.





Post-Implementation Assessment and Report.  Following completion of each information technology project, a post-implementation assessment must be carried out by the agency.  The assessment should:





1.	Measure the benefits and costs of a newly-implemented information technology application or system against the most recently approved project objectives; and


2.	Document projected operations and maintenance costs over the life of the application or system. 


�



Project Review, Reporting and Evaluation


Page 4942





COMPLIANCE REVIEW	4942


(Revised 5/94)





Specific projects or agencies as a whole may be subject to compliance reviews conducted by DOIT.  The purposes of a compliance review are to verify agency adherence to statewide information technology policies as well as approved agency policies, and to determine agency fulfillment of approved plans.  DOIT will review project reporting documentation in conjunction with its compliance review and oversight responsibilities.





AUDIT OF INFORMATION TECHNOLOGY PROJECTS	4943


(Revised 5/94)





All information technology projects are subject to audit, with project reporting and evaluation documents an essential aspect of the audit trail.  Documentation supporting project decisions must be kept by the agency for a minimum of two years following approval of the post-implementation assessment.





Some projects may be subject to ongoing review by the Office of State Audits and Evaluations (OSAE).  OSAE will review the Feasibility Study Reports of all projects approved by DOIT and the Request for Delegation Forms of all projects delegated to agencies by DOIT.  OSAE will select projects for ongoing review based on their risk, cost, and materiality.





For projects selected for ongoing review, OSAE will develop and submit to agency management periodic status reports and the project Post-Implementation Evaluation Report (PIER) required under SAM Section 4947.  Agencies are required to submit final versions of the periodic status reports and the project PIER to DOIT within five working days after they are received from OSAE.





If OSAE determines that the project should be audited, the agency must enter into an interagency agreement with OSAE for that purpose.  Since the cost that the agency otherwise would have incurred in monitoring the project and producing progress reports and the PIER will no longer be borne by the agency, these costs should not be included in the project budget.  However, the agency should ensure that the project budget includes an amount sufficient to cover the costs of the interagency agreement with OSAE.





PERIODIC PROJECT REVIEWS AND REPORTS	4944


(New 5/94)





Periodic project reviews and reports are designed to provide agency management and DOIT periodic information on the progress of a project, including information on the actual costs and savings associated with the project and completion of important milestones.  Periodic reports, on occasion, will involve the submittal of SPRs (see SAM Section 4945) even when one of the circumstances specified in SAM Section 4819.36 has not arisen. DOIT may notify an agency that periodic reviews and reports are required for a project in its response to the agency's Request for Delegation, in a FSR approval document, or in any subsequent correspondence after project approval.  DOIT is likely to schedule project reviews for all projects for which a significant budget action is anticipated during the development of the Governor's Budget.  These reviews should be scheduled at least 30 days in advance of the date specified for submittal of Budget Change Proposals in the Department of Finance's annual Budget Letters.
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SPECIAL PROJECT REPORT—GENERAL REPORTING REQUIREMENTS	4945


(Revised 5/94)





Preparation of a SPR is required whenever a project substantially deviates from the costs, benefits or schedules documented in the approved FSR, when a major revision occurs in project requirements or methodology, when criteria listed in SAM Section 4819.37, other than the project's cost exceeding the level DOIT may have delegated to the agency, arise during the development or implementation of the project, or when a significant change in state policy draws into question the assumptions underlying the project.  No encumbrance or expenditure of funds shall be made to implement an alternative course of action until approval has been received from DOIT or the agency director, as appropriate.  SAM Section 4819.36 lists specific conditions that require submission of an SPR to DOIT.





If a SPR for a delegated project must be submitted to DOIT, the agency must attach to the SPR a copy of the approved Feasibility Study Report and the Project Approval Letter signed by the agency director or his/her designee.





The SPRs which must be submitted to DOIT should be transmitted within 30 days after recognition of a substantial deviation.  Two copies of the SPR must be submitted to DOIT and one copy to the Office of the Legislative Analyst.  SPRs must be submitted in a format specified by DOIT and signed by the agency director or the director's designee.





The format and content of the Special Project Report Transmittal Letter for each non-delegated and delegated project must conform to the standard formats shown in SAM Section 4945 Illustrations 1 and 2, respectively.





SPECIAL PROJECT REPORT—CONTENT AND FORMAT	4945.2


(Revised 5/94)





The SPR must provide sufficient information for agency management, executive branch control agencies, and the Legislature to assess the merits of the proposed project change and determine the nature and extent of future project oversight requirements.  If a SPR lacks sufficient information for these purposes, DOIT will request that the agency provide additional information.





Information provided in the SPR must be commensurate with the level of deviation of costs, benefits, timelines, or project requirements from those of the approved FSR.  Therefore, the agency must determine whether to prepare a revised Feasibility Study Report, provide the information required by the minimum content for a SPR (defined below), or to do something in between these two extremes.





The SPRs must be submitted in a format specified by DOIT and signed by the agency director or his/her designee.  The MINIMUM content for a SPR is project status, an explanation of the reason for the project deviation, a revised project management schedule, and economic summary information.  DOIT publishes instructions and guidelines for agencies' use in preparing SPRs.  The instructions and guidelines, a copy of which is available from DOIT upon request, specify the MINIMUM amount of information necessary for DOIT's approval of the SPR.





FORMAL PROJECT REVIEW	4946


(Revised 5/94)





A Formal Project Review (FPR) may be initiated by agency management or required by DOIT for any information technology project.  The FPR typically provides a formal management or control agency checkpoint after completion of the project's general design phase but before substantial resources have been committed.  It may also provide a formal management assessment of a project at critical stages during the development cycle.  FPRs may be scheduled during the procurement process, as long as doing so does not violate procurement rules and regulations.





(Continued)
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FORMAT AND CONTENT


FOR


SPECIAL PROJECT REPORT


TRANSMITTAL LETTER


FOR NON-DELEGATED PROJECTS








DATE:





TO:		Department of Information Technology (DOIT)





FROM:		(Agency)	





SUBJECT:	SPECIAL PROJECT REPORT FOR		(Project Title)				


		PROJECT NO.	





As Director (or Director's designee) of the 	(Agency)	, I am submitting the attached Special Project Report (SPR) in support of our request for DOIT approval to continue development and/or implementation of this project.





The Feasibility Study Report for this project was approved by the Department of Information Technology and Department of Finance on 	(Date)		.





[Note:  If there have been any approved project revisions subsequent to the approval of the Feasibility Study Report, state the date of each revision.]





I certify that this SPR was prepared in accordance with State Administrative Manual Sections 4945 through 4945.2 and that the proposed project changes are consistent with our information management strategy as expressed in our current Agency Information Management Strategy (AIMS).





I have reviewed the project and agree with the project schedule and cost analysis provided as part of this SPR.





Please contact 	(Name)		 at 	(Telephone Number)	 if additional 


information regarding this SPR is needed.














	(Signature)	


       Agency Director (or Director's Designee)





Attachment(s)





cc: Office of the Legislative Analyst
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FORMAT AND CONTENT


FOR


SPECIAL PROJECT REPORT


TRANSMITTAL LETTER


FOR DELEGATED PROJECTS








DATE:





TO:		Department of Information Technology (DOIT)


		Department of Finance





FROM: 		(Agency)	 





SUBJECT:	SPECIAL PROJECT REPORT FOR 	(Project Title)	


	PROJECT NO.	





As Director (or Director's designee) of the 	(Agency)	, I am submitting the attached Special Project Report (SPR) in support of our request for DOIT approval to continue development and/or implementation of this project.





As Director [or Director's designee], I approved the attached Feasibility Study Report for this information technology project on 	(Date)	, as documented by the attached Project Approval Letter. 





[Note:  If there have been any approved project revisions subsequent to the approval of the Feasibility Study Report, state the date of each revision, and attach copies of each approved revision to this report.]





I certify that this SPR was prepared in accordance with State Administrative Manual Sections 4945 through 4945.2 and that the proposed project changes are consistent  with our information management strategy as expressed in our current Agency Information Management Strategy (AIMS).





I have reviewed the project and agree with the project schedule and cost analysis provided as part of this SPR.





Please contact 	(Name)	 at 	(Telephone Number)	 if additional information regarding this SPR is needed.











	(Signature)	


Agency Director (or Director's Designee)





Attachment(s)





cc: Office of the Legislative Analyst
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The DOIT may notify an agency that a FPR is required in its response to the agency's Request for Delegation, in a FSR approval document, or in any subsequent correspondence after project approval.  The Formal Project Review may take the form of a structured conference or a written document, depending on the needs of DOIT and agency management.  DOIT publishes instructions and guidelines designed to assist agencies in conducting Formal Project Reviews.  A copy of the instructions and guidelines is available from DOIT upon request.





POST-IMPLEMENTATION EVALUATION REPORT	4947


(Revised 5/94)





Unless the agency has entered into an interagency agreement with the Office of State Audits and Evaluations under SAM Section 4943, a post-implementation assessment must be carried out by the agency following the completion of each information technology project.  No project is considered complete until the report of that assessment, the Post-Implementation Evaluation Report (PIER), has been approved by DOIT or by the agency director, as appropriate. Approval of a PIER by DOIT or the agency director, as appropriate, terminates the project reporting requirements.





If OSAE selects the project for review under SAM Section 4943, OSAE will conduct the post-implementation assessment and submit the PIER to agency management.  The agency is required to submit the PIER to DOIT within five working days after it is received from OSAE.





The post-implementation assessment must be conducted after the new information technology capability has been operational for a sufficient period of time for its benefits and costs to be accurately assessed.  Initial operational problems must have been resolved and sufficient experience and data must have been accumulated to determine whether the project met the proposed objectives, was completed within the anticipated time and budgetary constraints, and achieved the proposed benefits.  The optimum time after implementation to conduct the assessment depends upon the nature of the project.  Six months after implementation is typical.  The assessment MUST be completed within two years of implementation of the information technology capability.





The required content for a PIER is described in SAM Section 4947.2.  The format and content of the Post-Implementation Evaluation Report Transmittal Letter for each non-delegated project must conform to the standard format shown in SAM Section 4947 Illustration 1.  The format and content of the Transmittal Letter for each delegated project requiring submission of the PIER to DOIT must conform to the standard format shown in SAM Section 4947 Illustration 2. 





POST-IMPLEMENTATION EVALUATION REPORT—REPORTING REQUIREMENTS	4947.1


(Revised 5/94)





Two copies of the PIER must be submitted to DOIT and one copy to the Office of the Legislative Analyst if the project was subject to approval and oversight by DOIT.  If DOIT has delegated project approval authority to the agency, but in conjunction with that delegation has required that the agency submit a copy of the PIER following completion of the project, the agency must include a copy of the approved Feasibility Study Report, including the signed Project Approval Letter, with its submission of the PIER.





PIERs for projects subject to approval and oversight by the agency director (i.e., delegated projects) must be approved by the agency director or his/her designee.
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FORMAT AND CONTENT


FOR


POST-IMPLEMENTATION EVALUATION REPORT


TRANSMITTAL LETTER


FOR NON-DELEGATED PROJECTS








DATE:





TO:		Department of Information Technology (DOIT)





FROM		(Agency)	





SUBJECT:	PIER FOR	(Project Title)	


	PROJECT NO. 	





As Director (or Director's designee) of the 	(Agency)	, I am submitting the attached Post-Implementation Report (PIER) in support of our request for DOIT approval to consider this project complete and to terminate project reporting.





The Feasibility Study Report describing this project was approved by the Department of Information Technology on 	(Date)	.





[Note:  If there have been any approved project revisions subsequent to the approval of the Feasibility Study Report, state who approved the revisions and the date of the revision.]





I certify that this PIER was prepared in accordance with State Administrative Manual Sections 4947 through 4947.2.





I have reviewed the evaluation and agree that it reflects that actual experiences of our agency with regard to this project.





Please contact 	(Name)	 at 	(Telephone Number)	 if additional information regarding this PIER is needed.











	(Signature)	


Agency Director (or Director's Designee)





Attachment(s)





cc: Office of the Legislative Analyst
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FORMAT AND CONTENT


FOR


POST-IMPLEMENTATION EVALUATION REPORT


TRANSMITTAL LETTER


FOR DELEGATED PROJECTS











DATE:





TO:		Department of Information Technology (DOIT)





FROM		(Agency)	





SUBJECT:	PIER FOR	(Project Title)	


	PROJECT NO. 	





As Director (or Director's designee) of the 	(Agency)	, I am submitting the attached Post-Implementation Report (PIER) in support of our request for DOIT approval to consider this project complete and to terminate project reporting.





As Director (or Director's designee), I approved the attached Feasibility Study Report for this information technology project on 	(Date)	, as documented by the attached Project Approval Letter.





[Note:  If there have been any approved project revisions subsequent to the approval of the Feasibility Study Report, state who approved the revisions and the date of the revision.]





I certify that this PIER was prepared in accordance with State Administrative Manual Sections 4947 through 4947.2.





I have reviewed the evaluation and agree that it reflects the actual experiences of our agency with regard to this project.





Please contact 	(Name)	 at 	(Telephone Number)	 if additional information regarding this PIER is needed.











	(Signature)	


Agency Director (or Director's Designee)





Attachment(s)





cc: Office of the Legislative Analyst
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POST-IMPLEMENTATION EVALUATION REPORT—CONTENT AND FORMAT 	4947.2


(Revised 5/94)





The PIERs must be submitted in a format specified by DOIT and signed by the agency director or his/her designee.  The level of detail included in the Post-Implementation Evaluation Report must be commensurate with the scope and complexity of the project and its anticipated benefits.  The narrative portion of the PIER for a minor project can be as brief as one or two pages.  However, it must provide sufficient information for agency management, executive branch control agencies, and the Legislature to assess the success of the project.  In particular, the PIER must contain a comparison of the timelines, costs and benefits forecast by the FSR with the actual timelines, costs and benefits of the project.  If the project was a limited success or involved significant differences between expectations and results, the agency must present the actions it intends to take to improve the outcome.  If the project was a failure and the problem or opportunity that led to the project still exists, the agency must present the actions it intends to take to address that problem or opportunity.








The DOIT publishes instructions and guidelines for agencies' use in preparing PIERs.  The instructions and guidelines, a copy of which is available from DOIT upon request, specify the MINIMUM amount of information necessary for approval of the PIER.
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