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General INformation
Program/Project Name: Billing Rewrite
Agency Name: ITD
Project Sponsor: Dan Sipes
Project Manager: Brandi Fagerland
Project Baselines

	Original/
Final
	Baseline Start Date
	Baseline End Date
	Baseline Budget
	Actual Finish Date
	Schedule Variance
	Actual Cost
	Cost Variance

	Originally Baselined Information
	11/04/2013
	06/09/2015
	$1,007,061
	08/03/2015
	9.6% Behind
	$933,931.20
	7.2% Under

	Final Baseline Information
	11/04/2013
	06/09/2015
	$1,007,853
	08/03/2015
	9.6% Behind
	$933,931.20
	7.2% Under



Notes:

Major Scope Changes
· User Interface High-level Design - The original plan did not include efforts towards the user interface high-level design that is an enhanced component within the new ITD SDLC. An ITD architect highly recommended this deliverable be added within the scope of the project.
· New UI Framework Library - As a result of moving to a more responsive UI framework, a new Javascript framework library needed to be found to go with it.
· Time Entry Distribution Rules - There was a change in how time entry data is received, coupled with the decision to NOT store ITD employees as AD Users in the system.
· UI Theme Change - The "theme" of the UI was changed to match the ITD website. This was not in the original scope of the project.
· Disk Amounts - The way that disk amounts are charged needed to be changed to incorporate an "overflow" bill code that is used when usage hits a specified threshold.​
· Rate History - The business lead decided NOT to do any conversion for historical rates as a part of the conversion process. 
· Convert People/User Data - It had previously been decided NOT to convert people/user data into the new system. It was then decided to go ahead with implementing a conversion process that will use a spreadsheet created by the admins to populate the system.​
· Import CPU User Changes - It was determined that this task will be a manual task in the new system.​

Project Objectives

	Business Objective
	Measurement Description
	Met/
Not Met
	Measurement Outcome

	Business Need/Problem 1: Due to the ITD goal to shut down the mainframe, ITD needs to migrate the DP and TC billing applications to a current technology platform

Objective 1.1: Within six months of the new system implementation, the old system is shut down on the mainframe.
	Measurement 1.1.1: Within six months of the new system implementation, the project manager and technical lead will confer with the project sponsor to ensure the old system can be shut down. They will then make contact with ITD development and mainframe staff to shut down the system and follow-up to ensure it is shut down.

	Met
	Result:  The TC mainframe application was shut down on June 30, 2015. The DP mainframe billing system was shut down on July 30, 2015. The reports viewer on the mainframe still is functional for users. Users use this viewer to view more data reports than ITD billing reports.

	Business Need/Problem 2: Build a new billing system that meets ITD’s business needs, gives more flexibility, and helps gain some internal business efficiencies

Objective 2.1: Create both system and user documentation for the new ITD billing system.
	Measurement 2.1.1: By final system implementation, the system and user documentation is complete and a process for keeping the documentation current has been developed.
	Partially Met
	Result:  A user’s guide was developed and distributed by system implementation. The business team will review and update this user’s guide annually. The system documentation created is an analysis package including use cases, requirements, and a data model. A process to maintain the use cases and requirements has not yet been developed but the data model is updated as changes are made to the database.

	Business Need/Problem 2: Build a new billing system that meets ITD’s business needs, gives more flexibility, and helps gain some internal business efficiencies

Objective 2.2: Provide more flexibility in defining revenue breakouts
	Measurement 2.2.1: Within six months of the new system implementation, ITD Administrative Services staff will be surveyed to determine whether they feel they have more flexibility in defining revenue breakouts than they did with the old system.

	Met
	Result:  ITD Administrative Services staff indicate that the flexibility exists to break out charges to multiple revenue sources. This functionality didn’t exist in the mainframe application.

	Business Need/Problem 2: Build a new billing system that meets ITD’s business needs, gives more flexibility, and helps gain some internal business efficiencies

Objective 2.3: The current system adequately meets several business needs. The new system must be built to continue to adequately meet those business needs.
	Measurement 2.3.1: Within six months of the new system implementation, ITD Administrative Services staff and ITD Software Development staff will be surveyed to determine whether the new system continues to meet the business needs that were met by the old system.

	Met
	Result:  ITD Administrative Services staff indicate that the new system allows for invoice creation and billing record retention the same as the mainframe. They are able to generate end of month reports to do financial analysis in the same manner as before.


	Business Need/Problem 2: Build a new billing system that meets ITD’s business needs, gives more flexibility, and helps gain some internal business efficiencies

Objective 2.4: Create efficiencies in the processes in the new system that aren’t working ideally in the current system
	Measurement 2.4.1: Within six months of the new system implementation, ITD Administrative Services staff and ITD Software Development staff will be surveyed to determine whether efficiencies have been gained.

	Met
	Result:  ITD Administrative Services staff are able to send invoices electronically, which is an improvement from the mainframe system. This has saved one person a full day of time during the week. They also now have automatic imports, which has also saved a day of manual entry. Reporting functionality for the customers has greatly improved. The ease of access to data is appreciated by the customers as well.

	Business Need/Problem 2: Build a new billing system that meets ITD’s business needs, gives more flexibility, and helps gain some internal business efficiencies

Objective 2.5: Reduce the need for manual processes for distributing revenue
	Measurement 2.5.1: Within six months of the new system implementation, ITD Administrative Services staff and ITD Software Development staff will be surveyed to determine whether the need for manual processes for distributing revenue has been reduced.

	Partially Met
	Result:  While the ITD Administrative Services staff has some ability to distribute revenue, there are still some manual allocations during the financial reviews.


	Business Need/Problem 3: Provide customers better electronic access to billing reports and billing detail data

Objective 3.1: Neither the ITD billing system mainframe client nor any other client software is needed by customers to access billing reports and billing detail data
	Measurement 3.1.1: Within six months of the new system implementation, ITD billing system customers will be surveyed to determine if access to ITD billing system reports and data is easier or harder to gain than with the old system.

	Met
	Result:  Customers were surveyed about the ability to get reports and information from BILLIT. ITD received 30 responses to the survey. Of the 21 applicable respondents, 16 felt the system was an improvement over the legacy mainframe. 


	Business Need/Problem 3: Provide customers better electronic access to billing reports and billing detail data

Objective 3.2: ITD billing system customer reports are easier to navigate
	Measurement 3.2.1: Within six months of the new system implementation, ITD billing system customers will be surveyed to determine if ITD billing system reports are easier to navigate.

	Met
	Result:  Customers were surveyed about the ability to navigate BILLIT. ITD received 30 responses to the survey. Of the 16 applicable respondents, 14 felt the system was an improvement over the legacy mainframe.


	Business Need/Problem 3: Provide customers better electronic access to billing reports and billing detail data

Objective 3.3: Eliminate some static reports and replace with query capability
	Measurement 3.3.1: Within six months of the new system implementation, ITD billing system customers will be surveyed to determine if the query capabilities better meet their business needs than the old system static reports.

	Met
	Result:  Customers were surveyed about the ability to search for information within BILLIT. ITD received 30 responses to the survey. Of the 18 applicable respondents, 16 felt the system was an improvement over the legacy mainframe.



	Business Need/Problem 3: Provide customers better electronic access to billing reports and billing detail data

Objective 3.4: Provide the ability for customers to export data out of the new system in order to import that data into a State supported tool to do their own analysis
	Measurement 3.4.1: Within six months of the new system implementation, ITD billing system customers will be surveyed to determine if the exporting of data functionality in the new system allows them to import that data and perform analysis.

	Met
	Result:  Customers were surveyed about the ability to export information from BILLIT. ITD received 30 responses to the survey. Of the 16 applicable respondents, 13 felt the system was an improvement over the legacy mainframe.




Post-Implementation Report
Post-Implementation Reports are performed after a project is completed. A “PIR” is a process that utilizes surveys and meetings to determine what happened in the project and identifies actions for improvement going forward. Typical PIR findings include, “What did we do well?” “What did we learn?” “What should we do differently next time?” Notable findings are presented in this closeout report.
	The lessons learned from the project were:
· Plan ahead for SDLC phase changes, so transition is smoother and work can begin immediately
· New technologies can impact our time estimates and I am wondering if there is a lesson learned on the initial login issues
· The overall project came in under budget which is very good, however, there were many ‘new’ things in this project that we just were not able to provide an accurate estimate for – which then put us behind in the development schedule. The approach that was taken for estimating both schedule and costs seems to be a good approach that should be carried forward to future projects (i.e., breaking the design, development and testing efforts down to the process level).
· We should have taken better notes in accounting to document why we made some decisions that we made. At the onset, you don’t realize how long two years really is to remember details. The technical lead was outstanding in this area. 
· Our whole accounting team has a great understanding of the billing process now and how the data flows from start to finish. This was great cross-training for us!
· Given enough time, I would have done a better job of “mirroring” a monthly billing
· Having the system analyst start and remain with the project through project completion contributed to the success of the project
· The core project team worked well together

	The success stories for the project were:
· The project went very well
· I thought the work we did digging in to how the processes worked today and how we thought things would work in the new system was an important part of the project
· While the prior system was a good system, having this system now more easily accessible to our customers and hopefully much easier for our administrative staff to use for the billing process is a success story
· We have saved a day for mailing invoices
· We have saved at least a day of doing data entry into the mainframe
· We have reportable, exportable historical records that can be looked at many different ways
· We have had many customers say that once they have gotten used to how BILLIT works, they like it and it is better than the mainframe
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