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IT Project Management Practices
Agency responses and corrective action plans

Summary of Agency Responses to Recommendations

1. Audit recommendations DTMB agrees with and will comply: 1, 2, 3,4, 5,6 and 7
2. Audit recommendations DTMB fully complied with: None

3. Audit recommendations DTMB disagrees with: None

Agency Responses to Recommendations

Finding #1. Full implementation of envisioned project management organizational
structure needed:

DTMB agrees and will comply with the recommendation to fully implement the
envisioned project management organizational structure by May 31, 2018. As
referenced by the Office of the Auditor General (OAG) at the beginning of the audit
report, DTMB had, prior to the audit, begun to implement its plans to improve project
management controls which included: Implementing its envisioned IT project
management organizational structure; and further defining and communicating roles
and responsibilities including the relationship between the Enterprise Portfolio
Management Office (EPMO) and agency Project Control Offices (PCO) to ensure that
DTMB has an effective organization structure for IT project management.

In addition, DTMB has developed an IT governance process that encompasses the
executive level and includes various management levels throughout the organization.
As new PCOs are established or PCO renewals occur, the following guidelines will be
adhered to: The services provided by the PCO will be implemented with the oversight of
the DTMB Agency Services Business Relationship Manager in partnership with the
DTMB EPMO; The authority structures for the PCO resources will follow DTMB
responsible authority structures for the associated roles and functions. DTMB’s EPMO
is ultimately responsible and accountable for program and project management
throughout the State of Michigan enterprise.

The EPMO, GM or equivalent, DTMB executives, and Agency stakeholders will
collaborate to develop and implement an organizational change management pian that
will ensure centralization of IT project and program management. The plan will
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as outlined in the business plan which is being finalized by May 31, 2017. Assuming the
business plan and funding plan are approved, DTMB will be in full compliance with this

finding by March 31, 2019.

Finding #3. Consistency needed in executing projects as described in the project
management plan:

DTMB agrees and will comply with the recommendation to consistently execute
activities described in the Project Management Plan. However, a firm compliance date
is not available at this time due to the unknown details related to staff funding as
described above. As referenced by the OAG at the beginning of the audit report, in
2014 EPMO implemented a new version of the PMM and distributed best practices for
IT project management. In addition, prior to the start of the audit, DTMB had already
begun the process to reestablish and mature the Process & Product Quality Assurance
(PPQA) team which is responsible for mentoring and conducting quality assurance on
SOM projects to ensure compliance with activities described in the project management
plan. With the assistance of PPQA coaches, projects will be initiated properly in
accordance with the project management methodology. DTMB will enhance existing
training and education to ensure staff properly initiate and plan projects in compliance
with the methodology.

The Process & Product Quality Assurance (PPQA) team was reestablished on
November 20, 2016. The PPQA team has developed a phased quality assurance
approach to ensure quality is built into every project and how quality will be addressed
throughout the lifecycle of the project. The initial phase, started in February, 2017,
consists of reviewing all active projects between $1,000,000 and $10,000,000 for
project artifacts including, but not limited to; signed charters, project closure reports, and
customer satisfaction surveys. The next phase, will expand that review to all active
projects. Future improvements will focus on the quality of artifacts and additional
artifacts. However, in order to fully execute the approach, the budget requests
submitted by May 31, 2017 must be approved. Additional information about future
improvements can be found in the business plan that is being drafted with a target
completion date of May 31, 2017.

DTMB will consistently execute activities described in the project management plan.
DTMB’s EPMO will develop recommendations for improvements, with associated
funding requests, for presentation to DTMB senior management. Due to the various
types of funding being requested and/or considered, funding may be available at
different times and some may not be available until Fiscal Year 2019 (assuming that the
funding requests are approved). DTMB will continue to move forward with ensuring the
consistent execution of activities described in the project management plan as outlined
in the business plan which is being finalized by May 31, 2017. Assuming the business
plan and funding plan are approved, DTMB will be in full compliance with this finding by
March 31, 2019.
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Finding #4. Improved tracking of performance data needed:

DTMB agrees that in the past not all projects were in Changepoint. Changepoint was
not the SOM standard PPM tool until May, 2014. Since Changepoint became the state
standard, and DTMB moved to a fully rated service model, all employees must record
all work activity in Changepoint. Any work performed must correlate to a time boxed
task in Changepoint (this also addresses the past issue of having projects with 0
duration). Due to these changes we are confident that all projects are in Changepoint as

of October 1, 2016.

It is important to note that during the audit period, DTMB had made a purposeful
decision that the PMM tool, Changepoint was not a financial system of record, and
tracking budget data in the PPM tool without explicit reconciliation of a financial system
of record could create an inaccurate picture of project budget compliance. As a result,
DTMB did not require budget data to be entered into the newly implemented project
portfolio management tool. Project budget was tracked and measured utilizing actual
financial systems of record. The standard at the time was to capture and document
project budget data outside of the tool. DTMB'’s guidance related to budget tracking in
Changepoint was that the system was a communication tool and that it was not to be
used to measure actual budget performance. Per legislative recommendation, (March
2017) DTMB is making it a practice to also list budget estimates in the PPM tool as a
convenience for project planning and communication, even though it will not replace the
continued purpose and use of the defined system(s) of financial record for specific
budget compliance. DTMB performs a monthly health check on all active projects to
ensure budget information is included in the PPM tool and DTMB expects to have
budget information for all projects by May 31, 2017 in order to be in compliance with this
finding. Additionally, as of January 2017 DTMB offers a monthly Changepoint
Budgeting training session for project managers in order to promote a more extensive
use of the budget tracking features in Changepoint.

As referenced by the OAG, DTMB will continue to expand its efforts in using an
enterprise-wide project portfolio management tool to fully track project performance data
to determine whether projects were completed on time, were within budget, and met
customer expectations. DTMB will enhance existing training and education to ensure
staff know how to track the appropriate performance data. Additionally, the newly
established Process & Product Quality Assurance (PPQA) team will conduct audits to
ensure compliance so that project performance data is being tracked accurately.
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Finding #7. Organizational training plan needs further development.

DTMB recognizes the need to develop and implement an organizational training plan for
program and project management staff and agrees that an organizational training plan
is needed and will comply by October 31, 2017. DTMB’s EPMO will develop
recommendations for improvements, with associated funding requests, for presentation
to DTMB senior management. In March, 2017 the SUITE Lean Process Improvement
(LPI) team presented a training curriculum (relating to SUITE/Project Management) and
associated targeted audiences to management. This proposal addresses the project
management training needs for the entire organization. DTMB hired two trainers in
March, 2017 who have provided additional input on the organizational training plan for
project management and have begun streamlining existing project management
workshops as well as developing role based training for all levels of the organization,
including vendors and customers. They began executing the training plan and
conducting classes on April 4, 2017. Additional classes will be added as needs are
identified. Plans are underway to implement a learning management system to aid this

effort.






