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Project Description 

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

Decisions concerning SFA data usage and implementations are being made by individual modernization projects. These decisions, while supporting the needs of a particular modernization project, do not take into account the data needs of SFA across all modernization efforts.  Under the current approach, SFA is running the risk of recreating some of the inconsistent data problems found in the current legacy environment in our modernized systems.  

Our modernization vision is one of system integration and interoperability.  If we do not deal with our data issues across our systems and adopt an enterprise approach, we will continue to spend time and money dealing with problems arising from:

· Multiple meanings associated with the same data

· Lack of clear ownership of data throughout the aid process

· No controls to establish a single point of data entry and update or to put in place robust synchronization rules

Not addressing these and other SFA-wide data issues will lead to modernized systems that implement data inconsistently and jeopardize our efforts to achieve consistent answers to data inquiries.  If we defer addressing and resolving our consistent data problems, we will be faced with considerable rework in our modernized systems later on.

What is the purpose of the initiative?

This initiative will provide the data framework and guidance to modernization efforts to ensure that data is consistent across all modernized systems.  Working closely with SFA owners and modernization teams this initiative will:

· Standardize the meaning and usage of critical data elements,

· Clearly establish data custodians for critical data elements,

· Develop and communicate a data roadmap to modernization teams which details where data should reside, be replicated, be referenced and updated. This target data architecture will provide new modernization teams with clear guidance as to how data within their scope is to be defined, managed and used from a SFA–wide perspective 

· Publish and communicate the target Data Architecture and related standards to all modernization projects

This initiative will leverage the work completed to date by COD, FMS, the CIO developed Enterprise Data Model, as well as other efforts. 

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

The activities proposed within the scope of this initiative include:

· Completing legacy data dictionaries and data mapping efforts & Capturing key data elements and related data mappings for modernized systems.

To date, data dictionaries of nine SFA legacy systems have been analyzed, documented and stored using a common software tool.  However, several legacy systems, including the Direct Loan Servicing System (DLSS) and the Debt Collection System (DCS) still need to be tackled. Additionally, all work products from both those systems previously assessed and those currently targeted for inclusion need to be validated with their business owners and/or systems contractors.  Additionally, key data elements and standards utilized by COD and FMS data designs need to be collected and analyzed.

· Identifying and standardization of critical common data elements meaning and usage in advance of new modernization efforts.

· Establishing custodians for critical data elements

Business and technical custodians will be established for critical data elements to ensure that modernization teams have clearly defined contacts for guidance on business data rules and implementation requirements.

· Developing a Data Roadmap for critical business data entities (classes)

Develop a roadmap (Target Data Architecture) indicating the data usage responsibilities for current and planned modernized systems.  This will proactively provide guidance and rigor to modernization teams and help to ensure that consistent data objectives are realized.  This will also help to ensure that data synchronization requirements can be documented for redundant data implementations. It will also help to identify where multiple data updates/entry occur.

· Publishing and communicating the Target Data Architecture and related standards.

Products of this business case will be provided to all IPT’s.  Dictionary information will be stored in Rational software and will be readily available for use by design and development teams.  Futhermore, specialized reports generated on an as needed basis using the Rational software will be provided to modernization activities to facilitate access to the collected metadata.   Standards will be published and communicated as part of SFA’s enterprise architecture management process.  

Activities not included within the scope of this business case include: 

· The actual implementation of standardized data in new systems.
· Establishing a single point of data entry/update or the development of detailed data synchronization rules.  This work will be handled by the application teams using the products developed in this business case.

· Maintaining legacy data dictionaries and data mappings.  

A process for maintaining legacy data dictionaries will be required that includes centralized maintenance and dissemination of updated dictionaries via careful coordination with the channels.  Future activities related to keeping data architecture documents and standards up-to-date and readily available for use in future IT initiatives are operational activities that will be incorporated into the overall enterprise architectural management (EAM) process.

What is the start date and end date of the initiative?

Specific activities addressed in this business case will be conducted in Q4 FY01 and Q1 FY02, however, data architecture/data management is an ongoing activity.   Additional consistent data activities will become necessary as modernized systems are changed or added to meet future business requirements.  Furthermore, future review and refreshment of the data architecture and data standards will be incorporated into the organization’s enterprise architectural management (EAM) process. 
What other business areas/external groups are affected by the implementation of this initiative and how are they affected?

Consistent data guidance and the Target Data Architecture will have enterprise wide impact.  The channels will be positively affected by this initiative because there will be more data consistency across the organization. 
What systems are impacted by the implementation of this initiative and how are they impacted?

Existing systems will not be directly impacted by this initiative in terms of requirements to modify their databases to standard structures.  However, legacy system subject matter experts will be expected to provide data dictionary information if they have not already done so and participate in validation sessions.   Furthermore, they will need to communicate any changes to existing legacy data structures so that the dictionary information that is made available to modernization activities is kept current. 

Once defined, all new systems development efforts will be encouraged to use standard data objects from the Target Data Architecture.  Policies and procedures will need to be put in place that detail how projects are expected to use standard data objects and how changes can be made to objects that have already been standardized.
Enterprise Impact
What are the impacts on the Enterprise from the implementation of this initiative?  (Please detail decisions needed from Department)

· The scope of this project is enterprise in nature; addressing data issues for SFA modernization initiatives from an organizational perspective.    The primary impact will be on design and development considerations of future modernization IT projects since the target data architecture developed under this business case will provide clear guidance as to how data within their scope is to be defined, managed and used from a SFA–wide perspective 

Section 508 Compliance
Comment on this initiatives efforts to meet Section 508 compliance.

Technologies Used

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

	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?

	Rational - Rose Data Modeler
	Centrally documenting data dictionary information from both legacy and modernized systems. 
	Yes, even though the PowerDesigner Modeling Tool is being used as a repository for nine of SFA’s legacy system data dictionaries, Rational is now the SFA standard.  Furthermore, the draft conceptual enterprise data model is currently in Rational Rose. 
	Yes, this technology is part of the existing data architecture
	The Data Modeling tool is currently in use by the SFA / CIO organization.

Expertise for PowerDesigner and Rational Rose is available via contractors.  


Benefits
The reason SFA is undertaking this consistent data initiative is to:

· Save time by preventing duplication of effort and rework

· Get top quality corporate data 

Save Time by Preventing Duplication of Effort and Rework
Numerous activities can benefit from utilizing the output produced by this consistent data business case.  For example this project will facilitate the:

· migration of legacy system data to the new modernization applications,

· development of translation rules required for middleware (bus) implementations,

· development of data marts.

The deliverables from this consistent data project will be useful in all of SFA’s upcoming modernization design, development and implementation efforts.  Centralized information about the who (data custodian), what (data definitions and element descriptions), and where (systems involved) of SFA data will be made available to IPT’s.   This will prevent duplication of effort since this information will need to be solicited only once rather than being repeatedly requested by each individual project team as they focus on their specific project’s data and integration issues.  

Additionally, by using the consistent data roadmap developed under this business case, upcoming projects can build in data consistency from their onset.  By doing so, costly rework, that would be required if we were to delay this initiative and deal with inconsistent data issues further into the overall modernization process, will be avoided.  

Get top quality corporate data

Increased employee and customer satisfaction will result from our ability to provide clear, reliable, and timely information delivery and exchange.  The information provided is only as good as the data upon which it is based.  The approach proposed in this business case outlines six critical steps necessary to move us towards consistent data and our ability to provide consistent answers to our customers. 

Reduce Unit Cost

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

	Reduced FTEs
N/A

Operating Expenses
$795,000
	Reduced costs resulting from this initiative are measurable in terms of cost avoidance through elimination of duplicate effort and rework. These are realized by having legacy and modernized systems’ data elements, data standards and a data roadmap readily available to IPTs.  
	Benefits will be realized every time the consistent data outputs are used to help design/develop a modernized application, create a data mart, or develop translation rules needed by middleware integration. 


Increase Customer Satisfaction

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

	Minimize customer complaints and maximize satisfaction based on an enterprise approach to Data Management
	Realized once systems are implemented using standardized data structures and source data mappings because queries will result in more accurate and consistent results.  Measured by Call Center Volume.
	Benefits will be realized as new systems are deployed that have data interfaces with external Schools, Students and Financial Institutions

	Customers will have access to better data in a timelier manner.
	Reduces time to market for new development: Standardized data structures are available for reuse.  Data available to customers is of higher quality. Measured by reduction in development metrics
	Benefits realized as new capabilities are available sooner and data is of higher quality.


Increase Employee Satisfaction

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

	Employees have access to more and better quality information concerning SFA data.
	Realized once systems are implemented using standardized data structures because queries will result in more accurate and consistent results.  Measured by employee feedback.
	As systems are deployed, more accurate and consistent information will result in fewer problems to handle, increasing morale, and more efficient use of time


Estimated overall dollar amount of all benefits listed above.

	Quantified Benefits

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

	
	
	
	
	
	


Costs


	COSTS

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

	Development

	Legacy Data Elements
	$120,000
	
	
	
	
	

	Define standard Data Meanings
	$180,000
	
	
	
	
	

	Establish Data Custodians
	$150,000
	
	
	
	
	

	Develop Consistent Data Roadmap
	$150,000
	
	
	
	
	

	Publish/Communicate Standards & Roadmap
	$150,000
	
	
	
	
	

	
	$750,000
	
	
	
	
	

	Operations

	Maintain Dictionaries and Roadmap
	
	$146,000
	$150,380
	$154,892
	$159,538
	$164,324

	Total
	
	$146,000
	$150,380
	$154,892
	$159,538
	$164,324

	Assumptions

	Operations cost estimates for years FY02 through FY05 escalated at 3% annually


Total Cost of Ownership

What is the level of required enhancement after implementation?

To be useful to an organization, the data architecture artifacts that are produced as part of this business case must be kept up-to-date, as business needs and their supporting IT systems change.  Future architecture refreshments will occur as part of SFA’s enterprise architectural management  (EAM) process. 

What is the life span of this initiative?

This business case addresses one aspect of an overall data management and data architecture program.  Such a program is an integral and permanent part of any organization that produces and/or provides information.
Alternatives

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

	Alternative
	Consequence

	Remain as-is
	Not addressing these and other SFA-wide data issues will lead to modernized systems that implement data inconsistently and jeopardize our efforts to achieve consistent answers to data inquiries.

If we defer addressing and resolving our consistent data problems, we will be faced with considerable rework in our modernized systems later on.

	Non-technology solution
	An enterprise data architecture approach is enabled by various technologies, including tools that allow the collection and storage of a myriad of information about our data.  Technology is also necessary to ensure that this stored information is easily and readily available to those involved with modernization activities.  

	Enhance an existing system
	Not applicable. The deliverables to be developed under this business case are not found in any other system.



	Implement on a smaller scale
	This initiative is enterprise in nature.  Reducing implementation will negate the benefits to be realized by taking a big picture approach to our consistent data needs.



	Other
	


Risks

	Risk
	Description of Risk
	Mitigation Strategy

	Financial
	
	

	Technology
	Sufficient concurrent licenses for Rational software may be insufficient to meet demand and/or use of the Rational Software may present unnecessary challenges to the infrequent user.


	Reports will be generated by the consistent data team as necessary to facilitate IPT use of the data dictionary information stored/accessible via the Rational software tools.  

	Scope
	If funding levels are insufficient to complete the 6 steps proposed in an expedient manner, full benefits of having an enterprise approach to agency data will not be realized.


	Specific data areas of focus under each step will be prioritized so that the data focused upon will be sequenced in an order that best supports modernization schedules.

	Management
	There are a very limited number of SFA employees with data management/architecture expertise to oversee the tasks and QA deliverables. 


	Additional expertise may need to be acquired through the use of independent contractors.  Support for QA may be solicited from subject matter experts from the business unit system on an as needed basis.

	Exposure
	
	


Acquisition Strategy 

Sources 
SFA currently has limited staff with a data architecture background to implement this initiative.  Therefore, resources will consist of both contractor and in-house personnel.  
Competition 
No further competition is required.  SFA has several existing contracts available including one with SFA’s Modernization Partners and one with Computer Sciences Corporation.

Contract Considerations 

Specific task order(s) will need to be developed under the selected contract vehicles(s).  Operational funds will be required in out years to keep the business case outputs up-to-date.  Future operational work may be accomplished either as tasks under available contract vehicles or through firm fixed price activities under full and open competition.  
Schedule/Milestones (including acquisition cycle)  

	#
	Milestone
	Start Date
	End Date

	1
	Legacy Data Elements
	7/30/01
	9/24/01

	2
	Define Standard Data Meanings
	7/30/01
	10/23/01

	3
	Establish Data Custodians
	7/30/01
	10/23/01

	4
	Develop consistent Data Roadmap
	9/24/01
	12/18/01

	5
	Publish/Communicate Standards & Roadmap
	10/9/01
	12/29/01
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