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SUMMARY

The
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0N numerous computer systems to support itsinternal administrative func-

tions. Recognizing the need to periodically upgrade these systems to meet
the changing needs of government, the state initiated the * Statewide Systems Pro-
ject” (SSP) in 1991. Its purpose, as defined in 1992, was to replace the state’ s
computer systems for accounting, procurement, and payroll functions, and create
new human resources and decision support systems.

I ike most complex organizations today, Minnesota state government relies

The project was sponsored by the departments of Finance, Employee Relations,
and Administration, which assembled a project devel opment team of state employ-
ees and selected outside consultants to assist with different phases of the project.
By the time the systems became operational, between mid-1995 and early 1996,
the project cost nearly $36 million--over 50 percent more than anticipated when
the project was originally conceived in 1991.

The higher than anticipated costs, and the complaints of some usersthat the new
systems were inadequate and hard to use, prompted the L egidative Audit Commis-
sion to authorize an evaluation of the Statewide Systems Project. The commission
wanted the evaluation to examine the expenditure of funds and to determine
whether, on balance, the project has been successful. The commission also
thought that areview of the state's experience with the Statewide Systems Project
and similar large computer development projects could help policy makers make
better decisions about future systems projects.

Our evaluation addressed these key issues:
What arethe costs and benefits of the new computer systemsto date?
Do the new systems mest the state’ s planned objectives? To what
extent havethe new systems saved the state money?
How satisfied arethe usersof the new systems?
What steps should be taken now to address current problems, and
what strategies should the state follow to maximize the chance of

success with future computer development projects?

To answer these questions, we conducted interviews with more than 120 staff in
30 state agencies about the project’ s development and implementation and sur-
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veyed arandom sample of users of the new systems. We also consulted with na-
tional experts and reviewed the literature on systems development. In order to pro-
vide abroader context for our analysis, we also briefly reviewed five other large
systems projects developed in Minnesota recently.

Overall, we found that the Statewide Systems Project has been
moder ately successful.

Virtually al of the components of the project are now performing their basic, in-
tended functions, and in most cases the users are satisfied with the result. Increas-
ing familiarity with the new systems has reduced the early doubts of many users.

We qualify our conclusion and call the Statewide Systems Project “moderately”
successful because numerous problems, including higher costs, resulted from the
project’ s extensive scope and complexity. In addition, many of the benefits antici-
pated from the new systems, such as cost savings and enhanced functionality in
some areas, have not yet materialized. The new procurement system has addi-
tional shortcomings and needsto be re-examined.

On the other hand, we think these problems should be put in context. Developing
new computer systemsis a complex and difficult activity, and Minnesota s experi-
ence with SSP has been more positive than many similar efforts in both the private
and public sectors. A leading consultant told us that 80 percent of systems pro-
jects “fail” because they are not completed on time or within budget, or do not
meet user expectations.

OVERVIEW OF THE STATEWIDE SYSTEM S
PROJECT

The Statewide Systems Project consists of three major components (see Figure 1):

The new accounting system is known as the Government Financial System
(GFS).

The new procurement system is called the Advanced Government
Purchasing System (AGPS).

The new human resources/payroll system is known as the Statewide
Employee Management System (SEMA4).

Thefirst two systems are interrelated and are frequently referred to asthe Minne-
sota Accounting and Procurement Systems (MAPS). In addition, the project de-
veloped an “information warehouse” which brings together data from the new
systems and enables users to generate reports for decision support.

For most of its existence, the Statewide Systems Project has been directed by a
steering committee, consisting of the commissioners of the three sponsoring
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Figure 1: Components of the Statewide Systems
Project
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agencies and deputy or assistant commissioners from four other large agencies.
The Department of Finance received appropriations of $300,000 in 1991 and an-
other $1.8 million in 1992 to help the project steering committee, assisted by a
consultant and five work groups, plan for the new systems. The steering commit-
tee decided to purchase and modify existing software packages as the basis for the
new systems and hired amajor national consulting firm, Andersen Consulting, to
customize them to meet the state’ s needs.

COMPUTER SYSTEM DEVELOPMENT AND
OPERATING COSTS

The cost estimates for the Statewide Systems Project grew as the project devel-
oped. The earliest rough estimatesin 1991 called for a $15-20 million project to
replace the accounting and payroll systems. An estimate of $19.5 million was
made in the steering committee’s 1992 Report to the Legidature to replace the ac-
counting, payroll, and procurement systems and add a new human resources and
decision support system, but when the project received bids from vendorsin
March 1993, the projected budget rose to $26.1 million. By 1996, the total cost of
the Statewide Systems Project exceeded $35.8 million. This does not include the
costs of training, networking, state employee release time, or most equipment that
needed to be purchased by individual agenciesin order to use the new systems.
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According to our study:

The costsrose from what was originally anticipated lar gely because
additional componentswer e added and there wer e changesto the
original specificationsfor each of the components.

Changes were needed in part because several separate agency accounting systems
that were to be replaced were not identified until late 1993. In addition, it took
much more effort than originally anticipated by either the state or the consultant to
modify all components to meet the state’ s requirements.

Between March 1993 and mid-1996, the project’ stotal cost rose amost $10 mil-
lion. Approximately $5 million of this amount went to Andersen Consulting for
the additional work required by the changes in the systems’ specifications. 1n addi-
tion, about $1.6 million was spent on additional support for agencies, about $2 mil-
lion went to pay state employees for work that was originally unanticipated, and
the rest was spent on computer usage charges to test the new systems.

Over time, the most important computer system costs are those required to operate
the system from year to year. We found that:

The Statewide Systems Pr oj ect’s oper ating costs are much higher than
anticipated.

The project’s earliest operating cost estimates noted that the four new systems
would cost more than the old systems--perhaps as much as 250 percent more than
the $1.7 million it took to run the old statewide accounting and personnel/payroll
systems--because they would handle more transactions and perform additional
functions. The 1992 L egislature was told by the then Commissioner of Finance
that operating costs would be less than $5 million per year. However, we estimate
that operating costs will exceed $16 million in fiscal year 1997. Thisincludesthe
costs for approximately 60 staff in the Department of Finance's “Mn-ASSIST™ of -
fice who are responsible for making technical modificationsto the systems and
providing user support.1 According to agency managers we interviewed, even this
level of staffing isinadequate to meet current needs, and therefore operating costs
may rise even further in the future.

The state has made a number of efforts to reduce operating costs. Sponsoring
agencies staff have continually optimized the underlying computer code and data
to make the system consume fewer mainframe computer resources. In addition,
they have evaluated and decided to implement a non-mainframe solution for the
information warehouse. According to the sponsoring agencies, this solution is pro-
jected to save over $1 million per year in operating costs. Non-mainframe sys-
tems offer the potential of saving money on operating costs (and possibly
improving response time) for other components of the Statewide Systems Project.
We think that the sponsoring agencies should continue to explore non-mainframe
solutions for the other components of the Statewide Systems Project.

1 Additional support is provided by functional analystsin the sponsoring agencies.
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Finally, the accounting software that Minnesota chose does not accommodate
transactions with four-digit dates, nor did any of the accounting packages offered
for purchase by the state in 1992. Thisissue--often referred to as the *“Year 2000
problem”--was discussed when the vendor was chosen, and although the steering
committee realized it would have to be fixed later, they decided to continue with
the software acquisition. According to project managers, there was no attempt to
keep thisinformation from the Legidature. However, the steering committee’s ac-
tion effectively committed the state to additional expenditures, and the Legidlature
was not informed of the problem until January 1995. Therefore, the Legidature
did not have all of the relevant facts when deliberating on the 1993 and 1994 ap-
propriation requests. The accounting and procurement software now in use will
have to be upgraded at a cost estimated to be about $4.5 million.?

ACHIEVEMENT OF OBJECTIVES

Early on, the proponents of the Statewide Systems Project emphasized the many
benefits that would result from itsimplementation. We found that, in fact:

Many benefits have materialized from the Statewide Systems Pr oj ect.

For example, the new systems collect more information than the systemsthey re-
placed. Also, information is believed to be more widely available, easier to ob-
tain, more timely, and thus, in some cases, more accurate. In addition, for some
components, the new systems give users the ability to generate custom reports on
demand. The greater access to information--and the greater ease of manipulating
it--has enabled agencies to better oversee accounts and has increased their ability
to use information for planning purposes.

The Statewide Systems Project also forced agenciesto improve their agency com-
puter systems and networks. Some agency employees said that increased intercon-
nectivity of state agencies has enabled better communication and cooperation
between agencies. In addition, the user groups for the new systems havein-
creased interagency communication.

The new accounting system (GFS) has many new features that were not available
before and gives a more accurate picture of the state’ sfinancia status. Agencies
now have accounting information on line, and, unlike the old system, the new sys-
tem has largely eiminated the double-entry of information and eased the difficulty
in reconciling accounts.

The new procurement system (AGPS) has enabled state agencies to decentralize
the procurement function in some cases. Although on average purchase orders
take longer to enter, overall, those that are entered successfully take lesstime to
process since orders no longer have to be sent to accounting. Also, all procure-
ment transactions are now handled by one computer-based system.

2 The procurement software technically accommodates the year 2000, but it does not accommo
date four-digit dates, and because it works in concert with the accounting system, needs to be
upgraded.
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Finally, the new human resources/payroll system (SEMA4) isamajor step for-
ward since the state’ s human resources function is now computer-based for the
first time. The new system isrelatively easy to learn and navigate, and on-line
processing gives agencies more time to complete certain tasks. Under the new sys-
tem it is easier to transfer empl oyees between agencies, record salary changes, and
hire people much later in the pay period.

According to the state’ s consultant and project sponsors, the project was supposed
to: 1) save money by restructuring financial and compliance control processes and
by replacing paper-based transactions with electronic processes; 2) provide better
and more accessible information to policy makers and administrators; 3) improve
the linkage between statewide financial and human resources information; 4) re-
place numerous separate computerized accounting systems used by individual
agencies, 5) provide flexible systems that would be easy to change to meet future
needs; and 6) provide better service to the state’ s citizens, vendors, and customers.>

We examined each of these specific objectives to determine the extent to which
they have been achieved so far. Unfortunately, our examination was complicated
by the lack of baseline information about the old computer systems and the diffi-
culty of quantifying many of the measures of system performance. Nevertheless,
it isevident that many of the original objectives have not been met. Moreover, we
conclude that many of the original objectives were probably unrealistic. The ambi-
tious objectives heightened expectations among policy makers and contributed sig-
nificantly to user disappointment and dissatisfaction.

Degspite the gains, the Statewide Systems Project has not achieved al of the spe-
cific objectivesit set out to accomplish. We found that:

The new systems have moved much mor e information on line than was
previoudy available, but many usersfind the *information
warehouse” hard to use.

Procurement system users ar e concer ned that the system’s complexity
discouragesthem from entering data asintended and resultsin lower
data quality than planned.

The accounting and procurement systems have not been seamlessly
integrated as expected.

Out of 14 separ ate accounting systems maintained by individual
agencies and targeted for elimination, 6 are still operating.

The objective of a flexible, easy-to-upgrade system was sacrificed in
order to meet staterequirementsand user expectations.

In addition, the early proponents of the Statewide Systems Project predicted that
significant dollar savings would accrue from the newly designed computer sys-

3 KPMG Peat Marwick, Minnesota Satewide Systems Project: Report to the Legidature (Minnea
polis, February 25,1992), 2-4.
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tems. Specificaly, they said the project would 1) improve collection of accounts
receivable by about $1 million per year; 2) reduce the price of commodity pur-
chases by up to $2 million per year; 3) achieve a one-time savings of $7-14 mil-
lion by eliminating the 14 individual agency accounting systems, 4) save $2.8-3.5
million annually by eliminating paperwork; and 5) save $16 million annually
through business process ‘“‘re-engineering” or redesign. The sponsoring agencies
note that there were additional re-engineering ideas incorporated into the project’s
design for which the benefits were never estimated.

Unfortunately, thereis no readily available method to determine whether these pro-
jections have been realized, and we found that the projections themselves were not
calculated rigoroudly. Nevertheless, we think there have been some cost savings
in the targeted areas, but less than projected. We conclude this because we found
that:

Fewer state agencies are using the accounts receivable system than
anticipated--currently 10 state agencies use the system.

The Department of Administration has not yet used information from
the system to negotiate commaodity contracts, and, therefore, it would
be difficult to attribute any savingsto the procurement system yet.

The state may haverealized savings of $4-8 million from eliminating
agency accounting systems, roughly half the amount projected.

The savings resulting from re-engineering business processes may
total $6 million per year, about $10 million lessthan projected.

To the extent that savings have materialized, they tend to offset the increased sys-
tem operating costs we noted earlier. But because there is little measurement of
the benefits claimed for systems projects after they are completed, we recommend
that:

The state should car efully review thelikelihood that benefits will
result from a proposed project and requirethat the project sponsors
establish measur ement systemsto evaluate the benefits after
implementation. The Information Policy Office would bethelogical
placefor thisreview to occur.

In our view, the proponents of the Statewide Systems Project oversold the benefits
that could realistically be expected from the project and set the expectations of pol-
icy makers and userstoo high. While there have been significant gains from the
implementation of the new systems, the overall costs are higher than expected, the
benefits are lower, and many expected outcomes have not been realized.

Some objectives might be met in the future if, for example, the EDI (electronic
datainterchange) module of the procurement system and the workers' compensa-
tion, recruitment, scheduling, and training modules of the human resources system
areimplemented. These modules would significantly reduce the need for paper
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documentation for many transactions. The Department of Administration plansto
start apilot test of the EDI subcomponent of the procurement system in January
1997, and the Department of Employee Relations has plans to implement the
workers compensation and training modules shortly thereafter.

Many of the enhancements to the system necessary for non-sponsoring agenciesto
fully use the system are still on the development “wish list.” We think that contin-
ua investment should be made in the systemsin order to increase their functional -
ity and increase future benefits. The sponsoring agencies should periodically
assess needed improvements and report to the Legidature.

USER EXPERIENCESWITH THE NEW
SYSTEMS

The users of the new computer systems--thousands of employees working for

state agencies at many locations around Minnesota--have now had over ayear of
hands-on, practical experience working with the new systems. Their judgments
about the success of the new systems, and their observations about problems and
possible solutions, are important. Accordingly, we surveyed 459 users of the state-
wide systems, asking them how satisfied they were with various features, such as
system response time and operating hours. We a so asked them whether their opin-
ions had changed over the last year. To supplement our sample of users, we aso
conducted interviews with over 120 staff in more than 30 state agencies.

Overall, we found mixed levels of satisfaction with the new systems. Usersof all
the systems were happy with many features, including the ability to conduct on-
line inquiries and the service they received from the Mn-ASSIST office. On the
other hand, users were generally dissatisfied with the standard reports and the diffi-
culty of generating reports from the information warehouse. They were also un-
convinced that the new systems have saved staff time, money, or the use of paper.

Of course, the experience of users, and their degree of satisfaction, depends
largely on which system(s) they have used. We found that:

Userswere mor e satisfied with the human resour cesand payroll
systemsthan with the accounting and procurement systems.

The proportion reporting that they were very satisfied or satisfied was 67 percent
for human resources, 60 percent for payroll, 41 percent for accounting, and 35 per-
cent for procurement. Also, respondents said their level of satisfaction hasin-
creased as they have become more familiar with the new systems.

Human Resourcesand Payrall

Survey responses and interview comments from the human resources profession-
alsweinterviewed were generally positive about the human resources system
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(SEMA4). Respondents were pleased with many features of the new system, in-
cluding the ease of making inquiries (76 percent), being able to process transac-
tions on line, not having to send paper forms to the Department of Employee
Relations for processing, and current advisories and special reports (66 percent).
Userswere less satisfied with the standard reports (45 percent satisfied) and the
information warehouse (only 33 percent satisfied and 25 percent dissatisfied).

Both satisfied and dissatisfied users reported that:

Themajor problem with the new human resour ces and payroll
computer systemsispoor system response time during sometime
periods.

Nearly two-thirds of all human resources users rated system responsetime asa
problem. Some actions, during some time periods, can take several minutes to
process. The sponsoring agencies are actively assessing where bottlenecks exist
in the system.

The limited availability of the system to process some types of human resources
transactions is another problem cited by about one-fourth of users. Some transac-
tions can only be processed during afew days of the 10-day payroll cycle. The
sponsoring agencies have responded to this problem and expect to complete a pro-
ject at the beginning of 1997 that will permit transaction processing during 7 of
the 10 daysin apayroll cycle.

Userswere also generally satisfied with the payroll component of SEMA4. Users
were satisfied with their ability to complete transactions (75 percent), navigate the
system (72 percent), and make inquiries (67 percent). Userswere also happy with
the ability to have an on-line history of payroll, fewer errorsin payroll because of
editsin the on-line entry, and on-line business expense reporting. Users were
somewhat |ess satisfied with the on-line help feature (47 percent) and the standard
reports (52 percent). Like human resources system users, 73 percent of payroll us-
erstold us they were unhappy with the system’ sresponse time, and 21 percent re-
ported difficulty in generating reports from the information warehouse. We heard
similar assessments in our personal interviews.

Accounting and Procurement

As noted above, users were less happy with the accounting and procurement com-
ponents of the Statewide Systems Project. Overall, 41 percent of accounting sys-
tem (GFS) users said they were satisfied, 37 percent were dissatisfied, and 22
percent were uncertain. The accounting users liked the ability to complete transac-
tions on line and to perform on-line inquiries. Users aso frequently mentioned
that they liked having more information available. Users were generally satisfied
with their ability to complete transactions (54 percent), navigate the system (52
percent), and make inquiries (52 percent). Users were much less satisfied with the
standard reports (33 percent). Also, two-thirds of the users of the new accounting
system told us that it does not perform all of the functions of the old system, and
users thought that the new system does not save staff time.
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Userswere least satisfied with the new procurement system (AGPS). Overall,
only 35 percent of users said they were satisfied, while 40 percent were dissatis-
fied and another 25 percent were uncertain. Users were divided about their ability
to complete a transaction (46 percent satisfied), navigate around the system (45
percent satisfied) and make inquiries (46 percent satisfied). We found the highest
level of dissatisfaction with the procurement system in our interviews and survey
comments from state supervisors and managers.

According to many users, the new procurement system istoo
“cumbersome,” “complex,” and *“difficult touse.”

A significant number of users said that completing transactions requires navigat-
ing through too many computer screens and that the system employs too many
complicated document typers4 The general consensus of state managers was that
the state was trying to collect too much information. We were told that some agen-
cies such as the Department of Transportation do need to keep track of item level
datafor inventory purposes, but most agencies do not. Also, the “seamlessintegra-
tion” between the accounting and purchasing systems has not occurred. Finally,
users were least satisfied with the contents of the AGPS standard reports (27 per-
cent satisfied, 35 percent dissatisfied). In part, this is because procurement infor-
mation has not yet been put into the information warehouse and only alimited
number of standard procurement reports were ever programmed.

Managersin several agencies, including some of the most frequent users, told us
that they would like to abandon the new system atogether and use the new ac-
counting system, with modifications, to conduct procurement transactions. Many
userstold usthat they were taking shortcuts around AGPS in order to get their
business done.® Asa result, the datain the system are incomplete and unreliable,
and one of the primary benefits claimed for the system, that the state can negotiate
better contracts using the information gathered by AGPS, has not yet occurred.

The Department of Administration is aware of these problems and received high
marks from users for attempting to solve the problems, especially in recent
months. However, at aminimum, we think the department should try to reduce
the numbers of document types and make it easier to navigate through the system.
In addition, we recommend that:

The state should formally re-examine the use of the new procur ement
system (AGPS).

Alternatives include 1) modifying AGPS to make it work in concert with agency
business needs, 2) making the system optional for certain transaction types and/or
for certain agencies, or 3) replacing AGPS with an alternative system.

We acknowledge that the state needs a central procurement system and that replac-
ing AGPS would be an expensive and time-consuming (and, therefore, not the

4 Document types are the equivalent of different types of electronic forms used to enter inforiae
tion into the system.

5 The sponsoring agencies note that they have approved some of theséworkarounds.”
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most attractive) option. But, we still think there would be valuein a ““ground
zero” review. We aso think an independent consultant may need to be hired to
help the user agencies and the departments of Administration, Finance, and Em-
ployee Relations evaluate the costs and benefits of state agencies’ current use of
the AGPS system. The basic question is whether or not the state really needsthe
massive amount of datathat it currently is collecting through its new procurement
computer system.

A separate issue involving the procurement system relates to the collection of

sales taxes on purchases by state agencies. Agencies have been liable for paying
the salestax since 1987. One of the “re-engineering” ideas implemented by the
Statewide Systems Project was to have the tax paid directly into the state treasury
instead of giving it to the vendor who would then pay it back to the state. Now the
only way for a state agency to make a purchase that istaxable isto use AGPS.

But all the managers we interviewed said that this has proved time-consuming and
costly for state employees. Basically, they report, vendors know more about the
taxability of the productsthey sell than state employees do.

But if the procurement (AGPS) system were replaced or made optional, some way
would have to be found to facilitate the collection of sales taxes from state agen-
cies. Currently the new accounting system will not accommodate this. Alterna-
tively, the Legislature may want to reconsider its 1987 decision to require state
agencies to pay sales taxes.

The departments of Finance and Administration have tried to respond to agency
complaints and concerns about al of the new computer systems. They have
worked on solutions that help agencies get state business done. They have also al-
lowed users to enter certain types of transactions, such as professional/technical
contracts, grants, and interagency payments, directly into the new accounting sys-
tem (GFS) instead of using the procurement system. Finally, the users of al sys-
tem components reported arelatively high level of satisfaction with the help they
received from Mn-ASSIST staff.

SYSTEMSDEVELOPMENT IN STATE
GOVERNMENT

Computer systems development is an evolving field. Unlike constructing a build-
ing or ahighway, thereisahigh level of uncertainty and risk associated with such
projects. Expertstold usthat few organizationsin either the private or public sec-
tor undertake systems devel opment without encountering significant problems. In
fact, according to experts at the Gartner Group, a national consulting firm, about
80 percent of all computer development projects “fail” because they are not com-
pleted on time, on budget, or in away that meets user expectations.

The literature on computer systems development suggests that successful projects
have the following features: 1) effective executive sponsorship, 2) user involve-
ment and influence, 3) manageable technology and complexity risk, and 4) good
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project management. In our view, the Statewide Systems Project exhibited some
but not all of these characteristics.

Executive Sponsor ship

L eadership for the Statewide Systems Project was provided by a multi-agency
steering committee rather than by a single person or agency. Although the Com-
missioner of Finance was technically in charge (the Department of Finance re-
ceived SSP' s appropriation), the multi-agency arrangement diffused responsibility
and slowed the project’ s decision-making process. In addition, there was less con-
tinuity than desirable in the membership of the steering committee, with at least
10 membership positions turning over during the course of the project. The ab-
sence of asingle person in charge and the high turnover among the members of
the steering committee put the Statewide Systems Project at a higher risk of fail-
ure. Nonetheless, the sponsoring agencies believed that no other arrangement
would have worked on a project of this magnitude. Other projects we reviewed
had one person in charge, athough sometimes the person in charge changed sev-
eral times during the project.

User I nvolvement

On the other hand, the project succeeded in involving alarge number of usersin
planning and designing the new systems. According to some people we inter-
viewed, this emphasis on user involvement was a reaction to the problems of de-
veloping similar large systems where user involvement was low, athough others
say user involvement was aways a key strategy. The Statewide Systems Project
also followed other “best practices,” such as involving state managers as co-
project leaders, using steering committees, designating departmental liaisons, pro-
viding for auser review of specifications, and involving users at many pointsin
the design of the system. The results of our survey and interviews suggest that
user involvement has been akey factor in ensuring that user satisfaction is at least
moderately positive on most measures.

M anageable Technology

The Statewide Systems Project was highly ambitious. Although there are exam-
ples of larger public or private systems development projects, this project was
more complex and risky than most. Also, the technology of the SEM A4 compo-
nent was new and untested in a state government situation like Minnesota's. In ad-
dition, the various components of the project were implemented virtually
simultaneously, rather than incrementally. One consultant told us that the State-
wide Systems Project was simply *“‘unprecedented.”

The result of this complexity was alarge number of changes to the scope and
specifications of the computer systems as the project proceeded. Aswe have seen,
the changes contributed to higher costs than were originally anticipated. Overall,
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the ambitious and complex nature of the Statewide Systems Project put the whole
project at a greater risk of failure.

Project Management

The size and complexity of the Statewide Systems Project made the project very
difficult to manage. In fact, the project was suspended for four monthsin 1993 be-
cause the costs exceeded the appropriation, and the project management decided
not to proceed without legidative approval. There was conflict between the state
team and the consultant as they constantly negotiated what work was within the
scope of the contract and what was not. Also, the decision to modify some of the
state’ s business practices could have been made earlier (asit wasin several other
large systems projects undertaken by the state). And user training, acritical com-
ponent of successful systems development and implementation, was criticized by
many trainees because the materials for the accounting and procurement training
sessions were inconsistent with the way the systems actually worked. SEMA4
training was much better, according to users.

On the other hand, the Statewide Systems Project utilized arange of “best prac-
tices” techniques, including a variety of change management strategiesto aid in
the transition between the old and new systems, an active communications compo-
nent, and a structured systems devel opment methodology. The project also con-
ducted an internal risk assessment (in addition to the external risk assessment
authorized and funded by the Legidature). These steps eased the transition to the
new systems and reduced the overall amount of risk involved in the systems devel -
opment process.

CONCLUSION

Despite the risks of failure that accompanied the Statewide Systems Project, the
project has been virtually completed and is functioning in a moderately successful
fashion. However, its size and complexity contributed to its higher than antici-
pated costs, and one component (the procurement system) needs to be re-exam-
ined.

In our view, the state of Minnesota should avoid computer development projects
of this scopein the future. Projectsthat are developed in stages probably offer a
greater chance of success, and smaller projects present less uncertainty about
costs. We recommend that:

In the future, the state should undertake lar ge computer development
projectsonly in more car efully planned stages, rather than trying to
implement a lar ge, multi-component project all at once.

Also, the L egidature should require an external risk assessment (asit
did for the Statewide Systems Project) for any futurelarge scale
computer development projects.
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Finally, we think both the executive and legidative branches need to acknowledge
this hard reality: computer systems are never permanent. Even after new systems
are developed and implemented, they often need adjustments and “fixes,” and in
time they will need to be replaced. In short, investment in computer systemsisan
ongoing, rather than a one-time, expenditure, especialy for large complex organi-
zations like Minnesota state government.



