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SUBJECT : Special Project Funding

Attached Is the final report of the Special Project Funding Task 
Force.

Thanks again to the task force for their fine work. It's nice to 
know we have such a good group to work together to get things donr.
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EXECUTIVE SUMMIT

The following report suwnrizes the reccunJetlons of a task force of the 
Oepartnent of Adwlnistration User Advisory Council (UAC) on Infomatlon 
Management regarding the establishment of a special project fund for 
1nfon«t1o.i systems. The Council recowaends that such a fund be established 
In the amount of $500,000 per year to finance cooperative Innovative projects 
benefiting more than one agency.

The Council feels that the establishment of a special project fund, which Is a 
common practice In many private and public sector organizations, will 
stimulate cooperative efforts among state agencies to better utilize 
Information technology to Improve the services to our citizens by developing 
more efficient and effective gov -nment processes, reducing duplicative 
efforts and developing Information systems that support policy and 
decisionmaking. The fund Is n^essary since,

*•

- It has proven to .be dIffitaU to fund Innovative efforts throng the 
lengthy biennial budget process due to. the rapidly changing technology.

- there are no mechanisms In place and few Incentives for agencies to work 
cooperatively.

- there Is no direct focus on cooperative Innovative projects.

The fund should be administered by the Coaalssloners of Administration and 
Finance with the advice of a five member committee consisting of two UAC 
members, one Systems Advisory Council (SAC) meaber, on User Council on Office 
Systems (UCOS) member and one State Infonaatlon System Advisory Council 
(SISAC) member. The fund would be administered to ensure that the projects 
approved would result In significant Improvement In the cooperative use of 
Information and/or Information technology. All projects would be subject to 
strict evaluation criteria and accountability for project success would be 
maintained. ^
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INTRODUCTION

In January of 1984, the Governor convened a Blue Ribbon Conwittee on 
Infonaation Policies in state government. This prestigious group Is charged 
with developing recommendations to the Governor on the policies which 
Minnesota state government should follow in the coming year., to ensure that 
its infonaation system resources are managed effectively and efficiently. As 
part of its fact finding, the committee asked the top administrator of each of 
the major state agencies to Identify policies which should be implemented in 
order to improve the management of information systems in state government.
Not surprisingly a large number of administrators cited the lack of focus on 
research and development as a major hindrance to the effective management and 
use of information systems.

Due to the importance of the research and development issue the User Advisory 
Council (UAC) on Information Management which is broadly representative of all 
state agencies is providing this report summarizing its reconaendations and 
conclusions on this issue. This'report addresses the need for special project 
funding to promote research andidevelopment, tte types of projects envisioned, 
the administration of the fundt^and the various financing issues.
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SPECIM. PROJCa FUNDING ISSUES

The Issues regarding special project funding are grouped into four general 
areas iihich ansMer the following questions:

1. Mhy Is there a need for special project funding?

2. If a fund were established what kind of projects would be funded?

3. How would the special project fund be adalnlstered?

4. How mich aoney should such a fund contain and from what funding source(s)? 

Each of these questions Is addressed in the following sections.
a

1. Heed for Special Project Funtfinq

The sUte would benefit greatl)( If there were separate funds set aside for use 
on special Infonnatlon aanagewent and technology project ‘^*«it have an Impact 
on wore than one department or agency. The major emphasis .. such funds 
should be on projects that address key Interests of the Governor and the 
Legislature such as developing more efficient and effective government 
processes, providing better services to the citizens of the state, reducing 
duplicative efforts both across and within agencies and developing Information 
systems which support policy and decision making especially those requiring 
data from more than one agency. The funds should be used for clearly defined 
projects, and there should be specific evaluation processes to ensure 
accountability. In general, the funded projects will be cross agency efforts 
designed to yield major state benefits. They will be Innovative applications 
that would be difficult to fund using traditional approaches since several 
agency budget requests would have to be Involved. Typically, they should 
center around data that could be shared across agencies ti|rough the 
development of combined data bases or technology which ctfuid be used by 
several agencies. The type of special project funding being sought Is widely 
used In the private sector, and it has been Implemented In a numoe.' of states.

There are several reasons why special funding'Is appropriate for Innovative 
Information management and technology projects. One of the major reasons Is 
that It has proven to be very difficult to fund these types of efforts through 
the biennial budget process due to the conflicts between fast changing 
technology Issues and the long range timing of the budget cycle. With the 
availability of special funding, the state could address them In an effective 
and timely manner .as significant opportunities arise.

Another major reason that this type of process 1$ needed Is that there Is 
currently no mechanism and there are few Incentives for agencies to work 
cooperatively. However, there are potentially great benefits to the state If 
such a mechanism could be Initiated. The regular budgetary process encourages 
each commissioner to carefully guard his/her agency's budget. It Is extremely 
difficult for a group of agencies to contribute a little from each of their



budgets for a joint effort since amounts budgeted are ne*<ied for agency 
operations and projects directly supporting activities In the agency budget 
request.

With a special project fund, each project would have statewide visibility and 
there would be more accounUbility to the Legislature for the funds. In 
addition, innovation and productivity would be encouraged, and data and 
technology would be stressed as important state resources.

2. Types of Projects
In general the types of projects considered for special funding should be 
applicable to statewide problems/opportunities or be of interest to multiple 
state agencies. The projects should also result in the development of new 
capabilities or enhancement of existing capabilities that make data available 
to all interested users rather than just the source agency. In addition, the 
projects should emphasize unique or innovative applications to the maximum 
extent possible. The projects will by their nature entail some risk of 
failure, but this is the nature of innovation. Special consideration should 
be given to projects that have^the potential to promote cooperation among 
participating agencies in one or more of the following areas:

A. Improved Methods of Information Management

The projects envisioned in this area would eliminate the costly 
inefficiencies and redundancies in data bases maintained by different 
agencies. Some examples might bt the development and adoption of 
standard data collection and coding procedures, the reduction of 
redundant data collection and storage activities and the development of 
data analysis and presentation techniques that have general use among 
several agencies.

B. Development cf Interagency Decision Support Systems

Currently it is difficult if not impossible to coUfftt information for 
policy decisions when the data comes from more than one agency. 
Projects in this area might include cooperative efforts by several
agencies to provide information from their data bases to support a 
specific set of key policy decisions in areas such as natural resources, 
economic development, health, transportation, etc. An example of a
successful project in this area is the Land Management Information 
Center which was initiated with special project funding in the late 
i360s.

C. Innovative Technology Applications
Many opportunities exist for cooperative projects in such areas as 
interagency office automation, telecommunication, data base management, 
microcomputer use, etc. Projects in this area are especially important 
now due to the rapid pace at which the state is distributing its daU 
processing resources to the state agencies.
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D. Bttfldlng a Foundation for Information Manageamnt

In order for the state to take advantage of Information systems and 
technology to serve Its citizens. It must focus on the management 
foundations of Information technology. Specifically, sound Information 
management Is built on good planning, training, and human resource 
management. Projects which enhance the state's capabilities In these 
areas will be critical In the future. -r; ,

v' /
3. Fund Adolnistratlon

The key to successful administration of the fund Is to keep the mechanics 
simple while ensuring that projects chosen for funding serve the state and Its 
citizens. There should be clear criteria for choosing projects, and an 
equally clear method for evaluating the results of the projects. The proposed 
method for fund administration should Include the following components:

- Review and approval proc^ for fund1n| requests

- Criteria for evaluating funding requests

- Monitoring and evaluation of approved projects

It Is recoMMnded that proposals for special project funding be submitted to 
the Commissioner of Administration. These requests would be reviewed by a 
five member advisory group. The group, which will be composed of two UAC 
members, a Systems Advisory Council (SAC) mea6er, a Oser Council on Office 
Systems (UCOS) member, and a State Information Systems Advisory Council 
(SISAC) member, would make recommendations to the Commissioners of 
Administration and Finance, who will approve or disapprove funding requests. 
This method for approving funding uses, the existing approval method 
established by Minnesota Statutes for the review and approval of computer 
activity. ^

General criteria for evaluating proposals:

- Does the proposal relate to key priorities of the Governor and the 
Legislature?

• Does the proposal emphasize data and Information as a major state 
resource?

- Does the proposal Incorporate cooperative. Interagency efforts?

Is the proposal Innovative and experimental so that the State can 
discover which new approaches have promise and which should be discarded?

Is the proposal broad In scope so that the results will contribute to 
building the big picture or laying the foundation for future work?
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Specific criteria for evaluating proposals:

- What Is the Impact of the project on state government In terms of 
effectiveness, efficiency, and cost/benefit?

- How will the results of the project be used and what Is the timeframe 
for their use by the participating departments?

- Is the top. management of each participating agency connitted to the 
project?

- Win the proposed project have a reasonable chance of succeeding?

- Are the human resources required available and competent?

- Matching funds or In-kind services are optional but will be encouraged 
In selection for funding s^fnce this demonstrates serious coanitment by 
the department or departments submitting the proposals.

- If a specific project wifv substantially and directly benefit a 
non-general fund activity, appropriate In-kind or cash match from the 
benefiting activity will be encouraged.

In addition a work plan must be submitted that describes the following;

- The objectives of the project and the methods that will be used to 
determine whether the objectives are achieved.

- The steps that will be taken to complete the project Including a 
schedule and a description of the products produced. Definite beginning 
and ending dates for the project must be provided. Open ended projects 
will not be funded.

The total human and financial resources required to^^pomplete the 
project.

Interagency agreements or memoranda of understanding that describe the 
roles and responsibilities of each participating agency for those 
proposals Involving several agencies.

Monitoring and evaluation of approved projects:

- Status reports will be submitted to the Commissioners of Finance and 
Administration and the advisory group every three months.

A final project report will be submitted to the Commissioners of 
Administration and Finance that explains how the project met or failed to 
meet Its objectives in order for the state to learn from both the 
successes and failures.
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- A history of projects, both proposed and funded, will be kept so the 

Legislature, the Governor, and the executive branch can learn froa the 
experience about directions that are useful or fruitless.

4. Financial Issues
The OAC reconnends a special project fund of $500,000 per year be appropriated 
froa the general fund. This amount is necessary to deaonstrate the benefit of 
a special project funding process and Is a reasonable aaount to spend on 
Innovation and cooperation In state govemaent inforaatlon aanageaent. It 
should be pointed out that $500,000 represents only seven hundredths of one 
percent of the $700 alllion total general fund exp^itures In F.V. 83 after 
deducting grants and subsidies, debt service and capital outlays.

In addition to the $500,000 per year general fund request, by encouraging cash 
and In-kind aatch froa benefiting agencies and other funds, the special 
project fund would In effect bO;^ugaented by funds froa aultiple sources. The 
special project funding would used only to fund qualifying projects which 
could not be funded froa'the lAiraal appropriations provided to agencies. This 
could Include "stand alone* projects or additions to other systeas which are 
financed through the noraal appropriation process.

The source of special project funding Is reconaended to be the general fund as 
opposed to the IS8 Coaster Services Fund for two reasons:

- Including special project funding In the Computer Services Fund would 
unfairly Increase ISB rates for all users, although all users would 
probably not directly benefit from the projects.

- Projects funded aay not involve the use of ISB computer services since 
less than 50$ of total state data processing expenses are paid to ISB.

It should be pointed out that ISB does include in Its ra^ funds for research 
and development. The projects are different froa the on« described In thisaiiU Wvv I iii^ pov^wwa aiaes wio • a vw« wiv^*
report in that they are only for improving the efficiency and effectiveness of 
ISB operations.



CONaUSIONS AND RECGWCMMTIONS I
In suanry the UAC recMaaends that a general fund appropriation of S500.900 
per year be provided to finance special projects In state Inforaatlon 
systeas. The aajor focus of the fund should be on projects which address the 
aajor policy focus of the Governor and the Legislature. Projects funded 
should be Innovative In nature and should have aulti agency benefit.

The UAC feels that the fund Is needed in order to provide funding for and 
encourage Innovative and cooperative Inforaation systeas projects which are 
not otherwise funded. The fund If approved would be adalnistered In a aanner 
which guarantees the approval of projects which have a high probability of 
success and of benefiting a madier of state agencies.
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