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Who we are

• Sharon Gaston – Deputy CIO/Director, PMO
• Twenty years in private sector with companies such as:

Texas Instruments, Tandem Computers (now HP), Tivoli/IBM, 
and Thomson Financial (now Thomson/Reuter’s).

• Career progressed from diagnostic engineer at TI to VP of • Career progressed from diagnostic engineer at TI to VP of 
Development at The Thomson Corporation.

• Four years with TEA directing the Project Management Office.

• Ken Bucher – Manager, Independent 
Verification & Validation
• Over 30 years in private sector companies such as: IBM, Lawson O 30 y a p a o o pa u a , a o

Software, Qwest. 
• Career progression from Tabulator Operator to Divisional CIO at 

IBM.
• Public service career began at TEA in 2001 as a Process 
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• Public service career began at TEA in 2001 as a Process 
Engineer. 
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Introduction

• IT Governance and Portfolio Management• IT Governance and Portfolio Management
Two distinct and massive subject areas
Not a clear industry definition of either
If you develop and deliver product you practice both (formally or y p p y p ( y
informally)
You can benefit by:

• Defining these concepts for your organization 
• Understanding where your organization is right now
• Identifying where you want to go
• Developing a phased approach to get there
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TEA

• The Mission of the Texas Education Agency (TEA) is to • The Mission of the Texas Education Agency (TEA) is to 
Provide Leadership, Guidance and Resources to Help K-12 
Schools Meet the Educational Needs of all Students 

• TEA Supports
1,200+ Independent School Districts
8,000+ Schools
385,000+ Professional Staff (teachers, administrators, counselors, etc)385,000+ Professional Staff (teachers, administrators, counselors, etc)
4.6 Million+ Public School Students

• TEA IT Stakeholders Include 
State Board of Education
Districts, Campus and District Administrators, Educators, other State Agencies 
the Federal Government
IT and Business Groups within TEA
Students, Parents and Tax Payers
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TEA’S Need for IT Governance 
and Portfolio Managementand Portfolio Management

The Texas Education Agency (TEA) has embarked Upon an Effort to Rationalize 
and Transform its IT and Business Portfolio to Improve Efficiency and Provide 
Better Service to its Stakeholders with a Focus on Governance and Portfolio 

Management required to Support Service Oriented Architecture (SOA).

GovernanceGovernance

Project
Mandate

Business 
Case Funding Project 

Approval

Project 
Reviews

Project 
Close Out

• IT Governance is the decision making and approval process that define how 

Portfolio Management

Mandate

• IT Governance is the decision making and approval process that define how 
people, processes and technology work together to achieve the organizational 
goals. 

• Portfolio Management is a component of governance that define the processes 

Copyright © 2002, Medical Present Value, Inc. All rights reserved.Copyright © 2009 Texas Education Agency All rights reserved. TEA confidential and proprietary.

• Portfolio Management is a component of governance that define the processes 
and methods for analyzing and collectively managing a group of current or 
proposed projects based on defined key characteristics.
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TEA’s IT Challenge 
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TEA’s Scope and Scale
Add IT ComplexityAdd IT Complexity

• Ongoing Requirements Revisions from Federal and State Legislation

• 80+ Legacy and New Applications
Texas K-12 Public Schools Funding, Grants, Entitlements 
(> $20B /yr  in funds management / distribution) 
Textbook management (> $150M / yr)
Data gathering / analysis / reporting / complianceg g / y / p g / p
(>4M schoolchildren, > 1200 school districts)
Teacher certification tracking  ( > 400K active teachers)

• IT Development Staff of 150 FTEs (40%) and Contractors (60%)

• Infrastructure Under Consolidation
300+ Servers (Windows and AIX)
560 Databases with 8.3+ TB of data
Minimal mainframe legacy

• New development is C#(80%) , Java (20%)

• Virtually all web based applications

P bli  A  t  t  h  d d 1M hit  i  48 h
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• Public Access to reports has exceeded 1M hits in 48 hours
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TEA IT Governance & 
Portfolio Management  Evolutiong

2002
Ad Hoc

2007
Silos

2010 
Centers of 

E ll (COE)

• Inexperienced 
developers
T t  People

• All developers trained in 
all tools and 
technologies

Excellence (COE)

• Training teams of 
developers to provide 
specific services for • Test resources 

were partial FTE

People technologies
• Fully staffed test team

• Consistent well 
documented waterfall 

specific services for 
all application needs

• Iterative 
development using 

• Inconsistent 
adherence to 
waterfall 
methodology

Process

documented waterfall 
with movement 
towards Agile

• On-time, quality, 
reasonable 
maintenance costs

p g
Agile

• Integration of 
development, 
business processes

• Infrastructure 
change control board

• No SCM (code 
on developers 
workstations) 

Tech
• SCM for most 

development
• OO dev

change control board

• Automated unit test, 
code coverage, build, 
and SCM

• Component 
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TEA  Application
Efficiency EvolutionEfficiency Evolution

As the organization and the tools have matured we have evolved our 
efficiencies to leverage emerging tools and meet the challenge of doing more

Optimized for 
Component Based

Optimized for 
Monolithic App De

efficiencies to leverage emerging tools and meet the challenge of doing more 
with less.
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TEA Centers of Excellence
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Governance Domains: 
Our Report CardOur Report Card

•Governance maturity model was 
developed by IBM and uses standard p y
Control Objectives IT (CoBIT)

•CoBIT is an international standard in 
directing and controlling an enterprise’s 
information technology

4.0

PLANNING AND APPROACH 

Current Maturity

Desired Maturity

•CoBIT sets the standards of 
measuring IT Governance  process 
maturity and CMMi based maturity 
levels

0.0
1.0

2.0
3.0

PROGRAM MANAGEMENT SERVICE OPERATIONAL
•Assessment of TEA’s current SOA 
Governance maturity level by Robert 
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Achieving TEA’s Evolution (18 months)

Current 
Ch ll

Planned 
A ti

Expected 
R ltChallenges Actions Results

People • Teams work in a silo •Reorganize and train for 
COE

•Expertise in component 
technology

Process • Some waterfall process 
remains

•Refine current Agile to 
incorporate continuous 

•Shorter development 
cycles without sacrificing 

• Processes oriented toward 
large monolithic projects

integration
•Develop light weight 
processes

quality

•Services and Re-usable 
components 

Technology • Absorbing recent 
technology acquisitions

•Training, prototyping 
and pilot projects

•Effective use of modern 
technologies to support gy q p p j g pp
goals above
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TEA’s eGrants ProjectTEA s eGrants Project

A Case Study

Copyright © 2002, Medical Present Value, Inc. All rights reserved.Copyright © 2009 Texas Education Agency. All rights reserved. TEA confidential and proprietary.

14



TEA’s eGrants Project: 
A Case St d  A Case Study 

What Is eGrants?What Is eGrants?
A comprehensive web portal that:

Provides online submission  tracking  reviewing  and Provides online submission, tracking, reviewing, and 
processing of TEA grant applications
Provides online grant evaluation, reporting, financial 
and program information and program information 
Enables grant applications to be routed 
electronically through the review process
TEA’s eG ants p oject mo es a o nd $12 b pe  ea  TEA’s eGrants project moves around $12 b per year 
to Texas schools
Approximately 90 of 160 available grants are 
implemented via eGrants
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implemented via eGrants
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TEA eGrants
System Interface Diagramy g

ISAS/TGIF/ER

Apply for grants online

Create grant programs 
and report expenditures

.Net eforms Management 
Servers CEMS/IFM/

AMS/eGrants
Crystal Enterprise ServerCreate, view, or amend 

Grant applications 
and reports SQL 2000

Database  Server

Store and retrieve grant 
li ti d f d t

Crystal Enterprise Server

Retrieve data from eGrants 
FileNet, TGIF, and AMS 

to generate reports

application and form data

Route submitted applications 
through work queues during the 

eProcess Server

Content Services 
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TEA eGrants
Evolving System Interface Diagram

ISAS/TGIF/ER

Apply for grants online

Create grant programs 
and report expendituresAdobe® 

LiveCycle®

.Net eforms Management 
Servers CEMS/IFM/

AMS/eGrants
IBM Cognos®
Provides BI capabilities 

Create, view, or amend 
Grant applications 

and reports SQL 2000
Database  Server

Store and retrieve grant 
li ti d f d t

Retrieve data from eGrants 
FileNet, TGIF, and AMS 

to generate reports

o des capab es
for reporting and analysis

application and form data

Route submitted applications 
through work queues during the 

eProcess Server

Content Services 

IBM WebSphere ILOG 
Rules for .NET Business 

Rules Management
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eGrants Application Historypp y

• Started in 2002 and first release was summer of 
2004 This was using the Liquid Office process2004. This was using the Liquid Office process.

• Won Best of Texas award in 2005.

• The system was rewritten in 2008 to remove the Liquid 
Office process and replace it with a template based NET Office process and replace it with a template-based .NET 
structure. This allows the reuse of specific, configurable 
templates on multiple grants.

• In 2009 versioning of templates was added. This allows 
a template on a specific grant to be altered within the 
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eGrants’ Agile Experienceg p

• Project Management Benefits
Faster requirements gathering. The stakeholder is involved from beginning to q g g g g
end of the requirement-development process allowing for quicker response.
Traceability of requirements to design to development to testing is improved 
because the full team is involved in all aspects.
Work tracking is significantly improved. The agile process allows for the 
work to be segmented into discrete parts to allow for greater control and faster 
release to production.

• Business Process Lifecycle Benefits
After development  the full process cycle (from notification of need to opening of After development, the full process cycle (from notification of need to opening of 
the grant to the public) of ARRA grants awarded to the state in March 2009 took 
6 weeks from a typical release schedule of 3 months. 

• Quality Benefits
No missed Production Schedules
High code Quality, few field problems to date
Software Configuration Management (SCM) is excellent

• No field problems caused by SCM 
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No field problems caused by SCM 
• Regular Configuration Audits built into system
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eGrants’ Agile Experience cont’dg p

• Challenges• Challenges
Significant demands on the customers time
Testing model had to change (started earlier and had less time 
for integration testing on back-end)
Adding automated unit testing was difficult
Added automated integration testing (developing and testing 
simultaneously)
Develop a new branching strategy to support multiple sprint Develop a new branching strategy to support multiple sprint 
teams
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In Summary, TEA is Still Learningy, g

• Incorporating Change is Challenging
IT Governance and Portfolio Management changes like SOA and Agile impact IT Governance and Portfolio Management changes like SOA and Agile impact 
the entire organization

• Reflect the ‘Culture’ of the Institution
• Be Understood and Supported by all Stakeholders

Stage changes if possible  avoid significant changes in people  process  Stage changes if possible, avoid significant changes in people, process, 
technology at the same time

• The Learning Curve for Advanced Technology is Steep
Ensure adequate training and lead-time, seed teams with experienced staff 
f blif possible
Incorporate pilot with end-to-end processes to assess issues early
Stay within defined tool vendor product versions and integration guidelines 
to ensure best of breed tool integrations function properly

ff b d l lGain efficiencies by developing management tools to automate new 
processes

• Managing the Change Process is Imperative
Include a defined process with clear roles and responsibilities
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Include a defined process with clear roles and responsibilities
Provide a reporting, measuring and feedback process
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Thank You!Thank You!

Sharon.Gaston@tea.state.tx.us
Ken.Bucher@tea.state.tx.us
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