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Business Case

Project Name:  NSLDS Reengineering – Vision
Channel: To Be Determined

Project Sponsor: To Be Determined

Project Lead: John Bogasky
Project Description 

Describe the need for change (the business problem to be addressed).

The key capabilities supported by the National Student Loan Data System (NSLDS) are:
· Determining student eligibility for Title IV student aid – both pre-screening and post-screening

· Calculating default rates for schools, guarantors and lenders

· Calculating reasonability of payments to guarantors and lenders

· Tracking student enrollment status

· Providing information to policy, research and other groups

To support these capabilities, NSLDS serves as a comprehensive repository of Title IV recipients and their loan, grant, overpayment and enrollment information.  This information is provided by many sources – both internal and external to ED.  NSLDS is not the system of record for any of this shared data.  Given the importance of the data stored on NSLDS, it is critical that the financial aid community has confidence that this information is accurate and timely and, when it is not, that it can be corrected in a timely manner.

The most significant challenges presented by NSLDS are related to discrepancies between the data stored in NSLDS and the system of record.  These discrepancies are the result of:

· Lack of data currency as the result of infrequent updates (monthly) to NSLDS from provider systems

· Inconsistent edits between NSLDS and provider systems which drives the number of NSLDS rejects of records from data providers

Compounding these problems are gaps in the ability of NSLDS customer service and data providers to detect and correct data discrepancies in a timely manner.

Data accuracy is an essential element to NSLDS’ ability to perform its key functions – particularly in determining a student’s eligibility and cohort default rates. It is also essential for SFA to obtain a clean financial audit.  When data on NSLDS is not correct, schools and students find themselves in the role of disproving NSLDS data, which is often a very labor intensive and a time consuming process. SFA has received much criticism from the financial aid community and students over the difficulties encountered when trying to correct data on NSLDS.   Data providers, and especially schools, have requested that SFA establish a process to correct NSLDS data in amore timely and efficient manner.

What is the purpose of the initiative?h

The purpose of this initiative is to assess the viability of a “fetch” strategy that will provide for:

· Direct access to provider systems for transaction-based functions such as determining student eligibility.  Options for accessing lender data would include direct access through third parties (i.e., ELMNet, Meteor)

· Central data warehouse/data marts for data analysis such as calculating default rates

What is the scope of the initiative, including what it is not?

Develop a “Strawman” conceptual design for replacing existing legacy system - a solution that provides for:


· Direct Access to up-to-the-minute data in support of business processes such as eligibility checks

· Data Marts with end-of-period data, aggregated to support analytics such as cohort default rates

· Common Record extensions needed to support Direct Access strategy.

The viability of the Direct Access approach will be based on a number of factors including:


· Technical feasibility including performance, scalability and security

· Value proposition for SFA (enhanced quality & reduced costs) as well as industry players (ELMNet, Schools,  Clearinghouse, etc.) 

· Stability of  Direct Access operating partners (ELMNet, Meteor, and NSC) – and fallback procedures
· Compliance with NSLDS legal requirements in the Higher Education Act as amended
What is the start date and end date of the initiative?

The timeframe for this initiative is for the period October 29, 2001 through February 28, 2001.

What other business areas/external groups are affected by the implementation of this initiative and how are they affected?

As a result of direct access, schools will significantly reduce their administrative burden of disproving inaccurate data on NSLDS.  Schools cannot award aid until NSLDS is corrected or unless they have documentation that supports the correct data.  By allowing the guaranty agencies to immediately update NSLDS, the number of phone calls and follow up actions required by students, schools and data providers will be reduced.   Today, guaranty agencies must wait on their NSLDS monthly submittal to correct errors.   

Internally, customer service centers will benefit by having a solution to offer to the students, schools and data providers frustrated over the inability to have data corrected quickly.

External groups that provide data to NSLDS may be affected by design options to be considered if those options are approved for implementation.

What systems are impacted by the implementation of this initiative and how are they impacted?

All systems that provide data to NSLDS may be affected by designs considered by this effort.

What business processes are impacted by the implementation of this initiative and how are they impacted?

All business processes that provide data to NSLDS or use data from the system may be affected by NSLDS re-engineering.  


Enterprise Impact
What are the impacts on the Enterprise from the implementation of this initiative?  (Please detail decisions needed from Department)

The NSLDS Vision effort will determine an implementation plan and conceptual design for the reengineering of NSLDS.  NSLDS is a major SFA system and therefore a major Department of Education system.  The NSLDS Vision will impact the manner in which NSLDS is reengineered and will affect the interaction between SFA, the Department of Education and the greater higher education community.

Accessibility

Please indicate how the initiative complies to accessibility guidelines.  The Department and SFA’s Accessibility Guidelines can be found at the following URL: http://connected.ed.gov/policies/index.cfm?navID=71C6D478-E6E0-4C0E-B9D1324CFF996047&menuItem=2&subMenuItem=1
Please be sure to comment on this initiatives efforts to meet Section 508 compliance.

The NSLDS Vision will provide specifications for the reengineering of NSLDS which will take into account any Section 508 compliance issues.

Technologies Used

List the proposed technologies that will be used to implement this project

Vision will comply with SFA standards to the extent possible.  The requirement to coordinate with external parties to implement a direct access strategy may introduce some new technologies.

	Name/type
	Proposed use
	Has technology been used at SFA before? Where?
	Does Technology fit SFA’s Architecture Standard? Explain.
	Does SFA have the technical expertise to implement this technology?  Why?

	
	
	
	
	

	
	
	
	
	


Benefits
Provide a narrative discussion to explain why SFA is the doing the initiative and what project objectives or expected outcomes can be quantified and how can they be measured.  Demonstrate that the initiative supports the goals and objectives of SFA, how it supports these goals and objectives, to what extent it helps SFA achieve these goals and objectives and when these benefits will be realized.

Vision intends to define a conceptual design for a re-engineered NSLDS that once implemented will  reduce costs and improve quality.   Specific benefits associated with the resulting conceptual design will be identified in the business case produced during the Vision phase.

Reduce Unit Cost

	Quantified Benefit ($)
	How will benefit be measured/realized?
	When will benefit be realized?

	Vision to explore the potential to reduce total NSLDS operations costs by up to 50% from the FY00 baseline.
	
	

	
	
	

	Assumptions

	


Increase Customer Satisfaction

	Quantified/Qualitative Benefit
	How will benefit be measured/realized?
	When will benefit be realized?

	· Improve NSLDS-like services to financial aid community

· Improve quality of NSLDS data


	
	

	Assumptions

	


Increase Employee Satisfaction

	Quantified/Qualitative Benefit
	How will benefit be measured/realized?
	When will benefit be realized?

	
	
	

	Assumptions

	


Estimated overall dollar amount of all benefits listed above.

	Quantified Benefits

	BY
	BY+1
	BY+2
	BY+3
	BY+4
	Total

	
	
	
	
	
	TBD

	Assumptions

	


Costs


Provide costs, including those to implement the initiative and the costs to support it over its useful life.

At this early stage only the costs for the Vision are available.  The current request is for $650K to complete the Vision by the end of February.  
	COSTS

	
	BY
	BY+1
	BY+2
	BY+3
	BY+4
	Total

	Development
	
	
	
	
	
	

	Operations

	     Prod. Proc
	
	
	
	
	
	

	     Key Pers.
	
	
	
	
	
	

	     Ad Hoc
	
	
	
	
	
	

	     Sys. Maint.
	
	
	
	
	
	

	     Telecom.
	
	
	
	
	
	

	     Data Center
	
	
	
	
	
	

	          Sub. Ops
	
	
	
	
	
	

	
	
	
	
	
	
	

	Total
	
	
	
	
	
	TBD

	Assumptions

	


Total Cost of Ownership

What is the level of required enhancement after implementation?

Unknown at this early stage.  May be similar to level for current NSLDS.

What is the life span of this initiative?

This is a four-month project.  Based on its outcome, follow-on projects are likely to be undertaken to begin implementing  the recommended solution within 12-18 months.

Alternatives

Discuss what could be done in place in this initiative and describe the consequences of each alternative.

The focus of the vision effort is to evaluate ideas for improving NSLDS services and associated business processes.  We expect the effort to examine the viability of “fetch” strategy as part of NSLDS.  We also expect to look at using data mart technologies to improve usability and access to NSLDS-like information. 

The alternative to this Vision effort is to defer consideration of opportunities for re-engineering NSLDS.

	Alternative
	Consequence

	
	

	
	

	
	

	
	


Risks

The risks of the vision effort are very small.  Risks associated with implementing the conceptual design will be identified in the business case developed are part of this effort.

	Risk
	Description of Risk
	Mitigation Strategy

	Financial
	
	

	Technology
	
	

	Scope
	
	

	Management
	
	

	Exposure
	
	


Acquisition Strategy 

Sources (Indicate the prospective sources of supplies or services that can meet the need of this project.  List the most likely offerors for the requirement, and/or the manufacturer and model of the equipment that will most likely be offered).  

NSLDS Re-engineering Task order will be awarded to Accenture under the Modernization Partner contract.  

Competition (Describe how competition will be sought, promoted, and sustained throughout the course of the acquisition, including any performance requirements that will be required).  

To be addressed in business case completed as part of the Vision effort.

Contract Considerations (For each contract contemplated, discuss contract type selection; use of multiyear contracting, options, or other special contracting methods, ex: performance-based).
The Vision  will be a fixed price task order under the current Accenture contract. 

Schedule/Milestones (including acquisition cycle)  

	#
	Milestone
	Start Date
	End Date

	1
	NSLDS II Strawman version 1 design version 1 for Baltimore EAC meeting
	
	11/28/2001

	2
	NSLDS II Strawman version 2 design for Chicago EAC.
	
	12/12/2001

	3
	NSLDS II Strawman design
	
	12/20/2001

	4
	OMB Business Case
	
	12/27/2001

	5
	NSLDS II Conceptual Design
	
	2/28/2001
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