
IT Project Management
in Texas State Government



AGENDA

• Introduction & Ice Breaker
•Let’s Run a MIRP, after 86th Legislative Session

• Have you considered Cloud?
• Accessibility 
• Security

•SPAR System
•Public Dashboard
•Recap / Q&A
•Go to lunch!



Get Your Project Idea Approved 

•Biennial Operating Plan (BOP) requirements
• Submitted with Legislative Appropriations Request in July/August 

of even years
• Approval from Legislature and LBB by August of odd years

•Out of Cycle 
• Submit Amendment to BOP
• LBB Approval 



Major Information Resources Project

•Do you even have a Major Information Resources 
Project (MIRP)?



Key Legislative Update

MIRP Project Cost Threshold Change 
from $1M to $5M

Cause for CELEBRATION???



Legislative Requirements
SB65 Updates

MIRP Project Cost Threshold Change from 
$1M to $5M

Cause for CONSIDERATION!



Legislative Requirements
SB65 Updates

MIRP Project Cost Threshold Change from 
$1M to $5M

• Project Transition for MIRPs under $5M
• Projects that have potential to exceed $5M
• PIRBOS under $5M in Flux



We’ve Broken The 50% Barrier! 



OH NO, My project is under $5M!

• You don’t need to go it alone!
• DIR Statewide Project Delivery Team is still your friend!
• You can still use the Project Delivery Framework!
• You can even use DIR PM Lite!



PM Lite



Major Information Resources Project

Texas Gov’t Code 2054.003 (10) 
• Any IT project identified in a state agency’s biennial operating plan whose 

development costs exceed $5 million and that:
• requires one year or longer to reach operations status;
• Involves more than one state agency; or
• Substantially alters work methods of state agency personnel or the 

delivery of services to clients; and
• Any IT project designated by the legislature in the General Appropriations 

Act
• GAA Article IX, Sec 9.07 (d) any application remediation project 

related to the Data Center Services program 



Examples of MIRPs

Custom 
Development

SaaS + 
Integration

COTS + 
Customization

Legacy / Data 
Migration

Enhancement 
or Follow-up

When in 
Doubt Contact 

QAT!!



Project Delivery Framework

• Helps agencies deliver MIRPs on-time and within scope/budget
• Provides a consistent way for agencies to report project status and other 

project information to the QAT
• Ensures that business needs and outcomes are placed ahead of technology
• Required for MIRPs
• Only effective when combined

with PM and SDLC methods
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Framework 
is a Toolset

&
Guide for MIRPs



DIR Statewide Project Delivery

•Here to Help!
• Provide Framework Overview & Training
• One on One coaching
• Share best practices
• Introduce you to QAT



Quality Assurance Team

Speaking of QAT



NOT Quail Aficionados of Texas

NOT to be confused with the 
other QAT –

Quail Aficionados of Texas 



Quality Assurance Team

Made up of a team of experts from:

Tex Gov’t Code 2054.158

Legislative Budget Board
Department of Information Resources

Comptroller of Public Accounts

State Auditor’s Office



QAT Background

• Review status of MIRPs
• Make recommendations to the legislature to reduce risk of project 

overruns and failures
• QAT defines risk as “likelihood that a project will not deliver a quality

solution based on the timeline, budget, and scope commitments made to 
legislature



QAT Consult & Oversight

• Consult during Project Initiation, Planning, and Execution
• Best practices in QAT Annual Report*
• Consult with agencies while initiating project
• Provide lessons learned from other agency projects
• During major issue resolution

• Review Framework Deliverables

*Requirement of TX Gov’t Code 2054.304(d)



QAT Oversight
• Review 

• MIRP business case 
• $10M Negotiated Contracts
• Contract Amendments that change the total contract amount by 

10% or more
• 10% or over schedule or budget cost-benefit analysis for 

amendments to $10M or greater contracts



QAT Oversight
• Monitor

• Determine which projects need to be monitored and the frequency of 
monitoring

• Obtain status of projects through agency monitoring reports 
• Online submission via the Statewide Project Automated Reporting system 

(SPAR)
• Report

• Prepare QAT Annual Report
• Report to state leadership the status of MIRPs as needed or as requested
• Project status visible on public dashboard



QAT Tool Belt
• Request SAO to conduct project reviews
• Request agency project and executive team to provide analysis and plans 

for resolving major issues
• May require IV&V services for >$10M projects
• May require independent monitoring or oversight of projects
• For poorly managed projects or excessive cost overruns, may establish a 

Corrective Action Plan or recommend that a project be discontinued



Liz Quiz



LIZ Quiz 1

•This IT Modernization project is estimated at $4.5 
million. 

•The project is estimated to take two years to 
complete

•Completely custom code 



LIZ Quiz 1

Show of Hands
• Is this a Major Information 

Resources Project?
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LIZ Quiz Answer 1

•NO!

• It’s only $4.5 million, the new MIRP threshold is $5 
million

*SAO finding from previous audit “Obtain QAT review 
for any IT project that has the potential to meet the 
definition of a MIRP.”



LIZ Quiz 2

•Modernizing IT Infrastructure estimated at $5.1 
million, which includes FTE hours. 

•Project will contract for new hardware and 
installation services

•Software and systems development are not included 
in this scope.



LIZ Quiz 2

Show of Hands
• Is this a MIRP?
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LIZ Quiz Answer 2

•NO!

•This project does not include development



LIZ Quiz 3

•$4.5 million dollar vendor contract 
•Developing a new online application for services for 

the public to use
•$500K Agency FTE estimate
•Will take 2 years to complete



LIZ Quiz 3

Show of Hands
• Is this a Major Information 

Resources Project?
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LIZ Quiz Answer 3

•Yes!

•When determining your project cost, include FTE 
staff time. $4.5 Million Vendor + $500K FTE



Texas Project Delivery Framework
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Five Step Framework Process
Step 1: Initiate 
Step 2: Plan
Step 3: Execute 
Step 4: Monitor & Control
Step 5: Closing



Legislative Update

Potential Time Saver
• Framework documents will no longer require signatures from the PM, 

Security Officer, and IRM. 
• Only require the Approval of the executive director or the executive 

director’s designee.



Legislative Update

• Monitoring Assessment by State Auditor’s Office
• Largest 25 Agencies
• Assign a rating to each agency:

• Additional Monitoring Warranted
• No Additional Monitoring Warranted
• Reduced Monitoring Warranted

• Determine when to include changes in monitoring:
• Contract solicitation development
• Contract formation and award
• Contract management and termination



Legislative Update

• Implementing the increased/reduced monitoring timeline
• SAO developing methodology to assign ratings for the largest 25 

agencies by July 1, 2020.
• SAO delivering ratings report, specifying which agencies and which 

procurement periods need additional/reduced monitoring to CPA 
and DIR by September 1, 2020. 

• Comptroller developing rules for additional or reduced monitoring of 
contract.

• DIR developing rules for additional or reduced monitoring using 
Framework deliverables.



Handout: Step 1 - INITIATE
Deliverable Legislative Change / Requirement Best Practice

Business Case / 
Workbook

• No longer requires QAT approval
• Agency must comply with QAT 

recommendation or submit a written 
explanation why it’s not applicable

Statewide Impact 
Analysis

Only required for agencies assigned a rating of 
“additional monitoring warranted” by SAO in 
September 2020

QAT recommends to complete this template for all 
projects until further notice.

Technical 
Architecture 
Assessment

Only required for agencies assigned a rating of 
“additional monitoring warranted” by SAO in 
September 2020 and requested by QAT 

QAT recommends to complete this template for all 
projects until further notice.

Execution Capability 
Assessment

This template will be eliminated on September 1



Download DIR Templates

Business Case Business Case 
Workbook

Statewide 
Impact 
Analysis

Execution 
Capability 

Assessment

Technical 
Architecture 
Assessment SIA & TAA

Requirements 
will change



Pro Tip

• Download Framework Documents Issue: “asking me for a password”
• Request permission from your IT help desk to download templates; 

or
• Change browser 



Business Case Document



Business Case Workbook – Cost Analysis



Business Case Workbook – Benefit Analysis



Handout: Step 2 - PLAN
Deliverable Legislative Change / Requirement Best Practice

Project Plan • No longer required to be submitted prior to 
solicitation

• Still must submit to QAT before spending 10% 
of budget

Follow PMBOK standard and develop a project plan 
prior to solicitation and submit to QAT when possible.

Acquisition Plan • No longer required for procurements under 
$10M

• Consistent with any acquisition plan provided 
in the Texas Procurement and Contract 
Management Guide (TPCMG)

TPCMG offers that all procurements should have an 
acquisition plan. QAT recommends whenever possible, 
the agency completes and submits an acquisition plan 
for any MIRP contract.

Solicitation Notice

$10M Draft 
Contract Review

Submit proposed terms of the contract prior to 
negotiations to QAT

$10M Negotiated 
Contract Review

Submit final negotiated unsigned contract to 
QAT

$10M Contract 
Notice of Execution



Project Plan



Legislative Requirements
SB65 Updates Cont’

• Texas Two-Step QAT review process of pre and final negotiated terms for contracts 
over $10M

• Pre-negotiated draft contract – Agency Submits to QAT via SPAR system
• Can begin negotiations or wait for initial 

feedback
• Final negotiated unsigned contract –

Agency Submits to QAT via SPAR System
• QAT Reviews and provides recommendations

on final negotiated unsigned contract
• Agency required to comply with 

QAT recommendations or provide a written 
explanation why the recommendation is
not applicable.

Agency Win: Not waiting for QAT approval 
– just respond to QAT comments



Handout: Step 3 - EXECUTE
Deliverable Legislative Change / Requirement Best Practice

Contract 
Amendment and 
Change Order 
Approval

• No longer requires QAT approval
• Must include a justification

Cost Benefit 
Analysis

• New requirement
• Prior to amending a $10M or greater contract 

that is 10% or greater over budget or behind 
schedule, agency must first complete a cost 
benefit analysis with respect to canceling or 
continuing the project and submit to QAT for 
review 

Vendor performance report required before amending a contract!



Contract Amendment and Change 
Order Approval



LIZ Quiz 4

• Agency ABC is running a MIRP.
• They have a contract change order for 5% increase executed on January 1.
• They have a second contract change order of an additional 6% planned for 

December 1.

• Do they need to complete a CACOA and submit to QAT for review along with 
the Amendment(s)?
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MIRP Quiz 4 - Answer

YES!!
• Since the combined change orders 5% + 6% are greater 

than the 10% threshold, they must submit and include 
details about both.
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Handout: Step 4 – MONITOR & CONTROL
Deliverable Legislative Change / Requirement Best Practice

Monitoring Report *No change. However, make sure you are using 
the latest version.

Agencies directly inputting data into the SPAR System 
may forgo completion of the Monitoring Report and 
instead, attach a print-out of the Details page to the 
project record.

IV&V Reports & 
Quality Assurance 
Reports

Submit to QAT within 10 days of receiving 
request

Agencies directly inputting data into the SPAR System 
should attach IV&V reports and/or QA reports to the 
project record as they are received



Monitoring Report



Quality Register



Handout: Step 5 – CLOSE
Deliverable Legislative Change / Requirement Best Practice

Post 
Implementation 
Review of Business 
Outcomes – 6 
months

In the specific case where you have finished your 
project in the last six months AND your project is 
<$5M, we recommend completing this deliverable to 
formally close your project.

Post 
Implementation 
Review of Business 
Outcomes – 2 Years

• Eliminated as of September 1



Statewide Automated Reporting System



Statewide Automated Reporting System



Statewide Automated Reporting System



Statewide Project Automated Reporting System



QAT Project Dashboard



Performance Indicators

• Earned Value approach using the Cost Performance Index 
(CPI)Cost

• Earned Value approach using the Schedule Performance 
Index (SPI) Schedule

• Measuring number/impact of change requestsScope
• Different metrics reported throughout project lifecycle 

according to Quality Management Register/Plan Quality



Cost 

• “The CPI is a measure of the cost 
efficiency of budgeted resources, 
expressed as a ratio of earned 
value to actual cost.”- PMBOK

Cost 
Performance 
Index (CPI)

• CPI = (Earned Value) / (Actual Cost)Formula



CPI Dashboard

•CPI is .90 or greaterGreen

•CPI is .80 - .89 Yellow

•CPI is less than .80Red



Schedule 

• “The SPI is a measure of 
schedule efficiency, expressed 
as the ratio of earned value to 
planned value.” - PMBOK

Schedule 
Performance 

Index (SPI)

• SPI = (Earned Value) / (Planned 
Value)Formula



SPI Dashboard

•SPI is .90 or greaterGreen

•SPI is .80 - .89 Yellow

•SPI is less than .80Red



Scope Performance Indicator

•Counting the cumulative $ 
amount across all Scope 
change requests in a rolling 
12 month period

Change 
Requests



Scope Dashboard

• Cumulative Scope change requests that affect budget 
by up to 10%Green

• Cumulative Scope change requests that affect budget 
by 11-20%Yellow

• Cumulative Scope change requests that affect budget 
by more than 20%Red



Quality 

• Presence of Quality Management Plan or 
Quality Register in Project PlanPlan

• Deliverable AcceptanceExecute
• Defects detected after go-live acceptance
• Project Sponsor satisfactionClose



Quality Dashboard - Green

• Plan: QMP/Register Present and complete
• Execute: 10% or less of deliverable items 

reviewed do not pass or meet standard 
• Close: No Sev 1 & Sev 2 defects after go-

live, 90% or greater project sponsor 
satisfaction

Green



Quality Dashboard - Yellow

• QMP/Register complete
• Execute: 11% - 20% of deliverable 

items reviewed/tested do not 
pass or meet standard

• Close: 80%-89% project sponsor 
satisfaction

Yellow



Quality Dashboard - Red

• Plan: QMP not present or complete
• Execute: >20% deliverable items 

reviewed do not pass or meet standard
• Close: 1 or more Sev 1/Sev 2 defects 

after go-live, <80% project sponsor 
satisfaction

Red



Quality Dashboard

•Plan: QMP Present and complete
•Execute: 10% or less of deliverable items reviewed do not pass or meet standard 
•Close: No Sev 1 & Sev 2 defects after go-live, 90% or greater project sponsor 

satisfaction
Green

•Execute: 11% - 20% of deliverable items reviewed/tested do not pass or meet 
standard

•Close: 80%-89% project sponsor satisfactionYellow
•Plan: QMP not present or complete
•Execute: >20% deliverable items reviewed do not pass or meet standard
•Close: 1 or more Sev 1/Sev 2 defects after go-live, <80% project sponsor 

satisfaction
Red



Future of the Dashboard & SPAR

• Data Analytics
• Gather additional data points
• Create Agency/QAT only data

views
• Share real-time success factors

of agency projects
• Public Dashboard Performance Metrics

• Seek feedback from agencies on 
improvements

• Workgroup beginning Q2 FY20



Lege Recap

• $5 Million Threshold for MIRPs
• Framework Documents 

• only require approval from ED or ED’s designee
• SAO Monitoring Assessment 

• new levels of monitoring for agencies 
• begins in September 2020

• Business Case 
• review process changed. QAT makes recommendations, Agency 

either complies or provides explanation



Lege Recap (continued)

• Beginning September 2020, only agencies with “additional monitoring” 
assignment from SAO will be required to complete 

• Statewide Impact Analysis 
• Technical Architecture Assessment, when requested by QAT

• Execution Capability Assessment no longer required
• Flexibility in posting solicitations

• Project Plan - No longer required to submit prior to solicitation –
however, we still recommend as a best practice

• Acquisition Plan - No longer required to submit an acquisition plan 
for contracts under $10M – however, we still recommend as a best 
practice



Lege Recap (continued)

• $10M or greater contract reviews
• Two step process
• Agency may commence negotiations after submission of draft 

contract
• Agency submits final negotiated unsigned contract to QAT for 

formal review & comment. 
• Agency either complies with QAT comments or provides written 

explanation why it does not apply.
• CACOA must provide justification for amendment
• New Cost Benefit Analysis

• required for any amendment to a $10M or greater contract that is 
at least 10% over budget or behind schedule



Lege Recap (continued)

• Quality Assurance Reports and IV&V Reports
• 2 Year PIRBO no longer required



YOUR Tool Belt!

Leverage:
• Framework Documents
• Agency Lessons Learned 
• DIR Statewide Project Delivery Team
• QAT

And hopefully you’ll be in a world of…



Final Quiz!

• Which agency is NOT part of the QAT?

A. Department of Information Resources
B. Funeral Commission
C. Legislative Budget Board
D. State Auditor’s Office
E. Comptroller’s Office
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DIR EVENTS & COLLABORATION

•www.dir.texas.gov
Click on CALENDAR (top of any page)

See upcoming events

STAY CONNECTED (bottom left)
DIR discussion lists, newsletters

TX-PM– discussion list for State of Texas government IT 
project management community.

http://www.dir.texas.gov/


Questions?

Tom Niland
Program Director

tom.niland@dir.texas.gov

Elizabeth Lopez
Program Specialist

elizabeth.lopez@dir.texas.gov
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