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Business Case

Project Name: 
SFA Enterprise Architecture Management (EAM) 

Channel: 

CIO

Project Sponsor: 
Stephen Hawald

Project Lead: 
Denise Hill
Project Description

The SFA Enterprise Architecture Management (EAM) Project will enable SFA to define, document, and manage its EAM processes.  This process will provide SFA with a systematic, repeatable process for reviewing projects against enterprise-wide business requirements, technology standards and tools.  The project will consist of the following three tasks:

· Define, document, and socialize SFA’s EAM processes

· Update and promote adherence to the Technology Policies and Standards Guide

· Detailed Technology Blueprint

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

There is no repeatable process for ensuring that new development efforts are following SFA’s technology standards.  Non-compliance to enterprise technology standards poses the risk of increasing the complexity and cost of implementing and maintaining SFA’s applications.  Projects that incorporate non-standard SFA technologies may incur additional costs to test, integrate, and maintain the product so that it can operate within SFA’s Integrated Technical Architecture (ITA).

Currently, SFA’s technology architecture and standards reviews are performed on an ad-hoc basis without a well-documented process.  The lack of a consistent process has led to an inconsistent approach to technology reviews.

While the Technology Policies and Standards Guide was created as part of Task Order 22, it is not consistently followed by the organization.  As a result, SFA development efforts do not consistently refer or conform to the Technology Guide.  Also, since the Guide is not maintained or referenced it has become outdated and does not reflect all of SFA’s most recent technology policies and standards.

By implementing the EAM processes and updating the technology standards and policies, SFA will benefit in the following areas:

· Legislative

· Technology

· Budgetary

· Communication
Legislative

Pursuant to the Clinger-Cohen Act, on October 25, 1996, the Office of Management and Budget (OMB) issued a memorandum to the Executive Departments and Agencies providing direction regarding investments in major information systems.  Included in that guidance were two key concepts applicable to the EAM.  OMB directed that IT investments should:

· Support core/priority mission functions that need to be performed by the Federal Government.

· Be consistent with Federal, agency, and bureau information architectures that integrate agency work processes and information flows with technology to achieve the agency's strategic goals; reflect the agency's technology vision; and specify standards that enable information exchange and resource sharing while retaining flexibility in the choice of suppliers and in the design of local work processes. 

OMB also defined the following three major components of an EAM/ITA: 

· Enterprise architecture consisting of business processes, information flows and relationships, applications, data descriptions, and technology infrastructure

· Technical Reference Model (TRM)

· Standards Profile

Technology

By incorporating EAM and technology review processes into the existing governance processes, SFA will be able to better manage its application development efforts and ensure that the projects are in compliance with the enterprise technology standards.  Adherence to a standard EAM framework and standards will make it easier to maintain SFA’s new applications once they are deployed to production.  By enforcing enterprise standards, SFA will be able to simplify the maintenance process by limiting the number of products supported to the ones it has approved and has trained resources to support.

It is critical that SFA update its standards, in order to make sure that applications are being designed and built in accordance with SFA’s overall technology architecture and direction.  Compliance to these standards will also increase the interoperability of SFA systems.

Budgetary

Implementing the EAM process will help SFA avoid unnecessary costs, by minimizing system development and operating costs of integrating non-standard technologies.  Additionally, SFA will be able to reduce research, testing, and development costs associated with integrating products, by leveraging the integrated technology standards and tools that have been tested and incorporated for other projects.  SFA will also realize cost savings, purchasing volume software licenses of products in the technology portfolio.

Communication

Currently, legacy and third-party vendors do not have access to SFA’s technology standards.  Additionally, they are not required to conform to these standards.  As a result, development efforts by different parties may not comply with enterprise standards and may not achieve a desirable level of interoperability with other SFA systems.  

What is the purpose of the initiative?

The purpose of this initiative is to ensure that SFA’s IT investments support the key mission functions, as required by the Clinger-Cohen legislation.  The EAM project will help SFA define a systematic and repeatable approach for performing technology reviews of IT projects.  These processes will be integrated into SFA’s existing governance processes and be documented in the EAM Process Guide.  SFA will be able to actively manage its technology projects through the implementation of the EAM that will be developed and deployed in conjunction with an updated Technology Standards and Policies Guide.

The EAM project will provide SFA with the following outcomes:

· Documented and repeatable processes for Technology architecture and standards reviews that have been incorporated into SFA’s existing project review processes

· Agreement on SFA’s standards, policies, and procedures used in the project review process

· Updated Technologies Policies and Standards Guide

· EAM Governance Process Guide

· Socialization of the processes and documents to promote stakeholder buy-in

· High-level Technology Infrastructure Blueprint

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

The EAM initiative will provide SFA with the following services and support in defining and implementing the EAM and updating the Technology Standards and Policies Guide:

· Provide support to SFA's leadership in their consideration of IT investments by ensuring that required technology analyses are conducted and full resource costing is identified.

· Provide support to formalize enterprise‑wide acceptance and approval of proposed policies and standards for the acquisition and deployment of IT resources.

· Provide support for ensuring that projects requiring the acquisition and deployment of IT resources do so in a manner consistent with the technology architecture policies and standards.

· Provide support for the identification and periodic assessment of major IT projects that may impact the progress or direction of the target architecture.

· Provide support for the conformance review and reassessment ("evergreening") of enterprise‑wide architecture policies and standards to ensure that the ITA takes into account changes in today's dynamic technology marketplace and stays in continual alignment with SFA's strategic goals and evolving information systems needs.

· Provide support for the evaluation and addition to technologies identified in the SFA Technology Standards and Policies Guide.

· Provide support for the continued development of the EAM process.

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

The proposed start date of this project is August 2, 2001.  The proposed end date is September 28, 2001.

The Technology and Process Guides will need to be updated and maintained in future years as technologies evolve, in order to ensure that standards and policies are regularly evaluated and updated as required.

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

SFA's EAM process will incorporate technology architecture, standards, and policies review steps into existing governance processes for SFA's information systems.  The EAM processes provides guidance for the selection and implementation of computing platforms, software, networks, and related products that interconnect the systems and ensure their interoperability.

The EAM process and technology standards serve as guideposts for SFA technology decision makers.  Rather than resorting to ad‑hoc studies to facilitate strategic technology decision making, IT managers can refer to the EAM and Technology Policies and Standards Guide for guidance and direction to capitalize on the technologies of the future while preserving today's investments.  The goal is to enable SFA to optimize its systems and make the whole greater than the sum of its parts.  By encouraging standardization of products and processes that are compatible with the architecture, and by providing guidance to planners, designers, and implementers, the EAM represents a major step toward optimal, cost‑effective resource utilization. 

The key users of the EAM will include SFA Channels, IT staff, application system managers, and contractors.  For management information purposes, SFA’s CIO, senior IT managers, and Department of Education CIO will also use these documents.

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

There will be no initial changes to current systems as a result of this initiative.  However, all new systems that are developed to support future Modernization Program’s re-engineered business processes and systems will need to adhere to the EAM processes and SFA technology standards and policies defined by this project.

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

The Investment Management and SDLC processes will need to be updated to incorporate the EAM technology review steps identified in this project to ensure that new projects adhere to the EAM policies and procedures.

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

The SFA architecture management process assures that SFA maximizes:

·  the opportunity of legacy and modernization systems development to reduce unit cost, increase customer and employee satisfaction

· compliance with legislative mandates

· reuse, repeatability, and predictability

Instances of non-compliance will be covered through an established waiver process.

The SFA architecture management process will provide for representation by representatives from across the SFA organization.

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

ADA Section 508 compliance will be included in SFA’s architecture standards, and compliance assured through the architecture review process.  This process will include 508 compliance on the SDLC project review checklist.

Technologies Used

The following proposed technologies will be used to implement this project

	Name/type
	Proposed use
	Has the 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?

	MS Office Suite
	Artifact Capture
	Enterprise wide
	Yes
	Yes


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.  Also, comment on how this initiative contributes to the financial integrity of SFA’s systems.

Comply with Clinger-Cohen Act

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

	Comply with Clinger-Cohen Act
	The EAM Process will integrate technology review steps into SFA’s existing IT review processes.
	1st Qtr 02

	Align systems with business goals
	
	1st Qtr 02

	Assumptions

	


Faster Deployment of New Applications

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

	SFA may be able to deploy new applications faster
	Reviewing project’s against a standard technology framework, will help reduce the selection and attempted integration of non-compliant technologies that are not supported by the ITA architecture.
	1st Qtr 02

	Reduced development time
	By maintaining a central repository of technology architectures and standards, SFA may be able to produce reusable architectures and components that may be used by multiple projects.
	3rd Qtr 02

	There will be a consistent process for the technology review of new SFA projects
	EAM will provide SFA with a systematic and repeatable process for reviewing technology projects within the SDLC.
	1st Qtr 02

	Technology design decisions will be made earlier in systems’ life cycles
	The review process will evaluate all new projects against SFA’s technology standards
	1st Qtr 02

	Assumptions

	· The documented Technology Standards and Policies guide will be accessible to all development efforts.

· Documented technology standards will be referred to during the design and planning phase of all development efforts.  This information may eliminate extra research that development efforts have conducted in the past (i.e., FAFSA’s white paper to justify using JavaScript).

· SFA will implement and consistently perform the documented EAM processes for all technology projects.




Increase interoperability of SFA systems

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

	Increased interoperability of SFA systems
	By adhering to enterprise technology standards and policies, development efforts may avoid making architecture decisions that are incompatible with other SFA systems that comply with SFA’s enterprise standards.
	1st Qtr 02

	Assumptions

	


Improve Communication

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

	SFA’s technology standards will be available in an accessible location
	SFA’s technology standards and policies will be documented in the updated Technology Policies and Standards Guide that will be available via the Intranet and Internet.
	1st Qtr 02

	Provide standard technology vocabulary
	The EAM and Technology Policy Guide will provide a standard vocabulary about IT to facilitate communication.
	1st Qtr 02

	Increased understanding of SFA’s processes
	Documentation of business functions and processes to increase understanding of how SFA carries out its mission.
	1st Qtr 02

	Assumptions

	· 


Improve Decision Making

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

	New systems will comply with SFA’s enterprise technology standards
	Systems going through the technology review process will have met SFA’s technology standards or documented the justification for being non-compliant
	2nd Qtr 02

	Understand impacts of technology changes
	Business and information models that can be used to assess the impacts of change and to measure work
	2nd Qtr 02

	Assumptions

	· Technology review processes are systematically conducted for all new projects and approval will not be granted until the project has met the technology requirements or justified the reason for non-compliance.


Increase Customer Satisfaction

Maintaining an EAM process and the supporting documents will provide SFA with the following benefits:

· Allow better business decisions due to improved product quality 

· Ensures consistent results 

· Facilitates the implementation of the modernized applications
	Quantified/Qualitative Benefit
	How will benefit be measured/realized?
	When will benefit be realized?

	Coordinate standards with partners for unified view of technology
	Informed customers, contractors and partner organizations.
	2nd Qtr 02

	Ease of coordinating standards with partner organizations (i.e. ELM, NCHELP) and Schools that develop their own software
	Partner ability to refer to SFA’s strategic direction and vision of up to 3 years in the future.
	2nd Qtr 02

	Assumptions

	· Users will take advantage of products and capabilities.

· Resources to help customers better interface with SFA.


Reduce Maintenance and Training Costs

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

	Simplify operations support and maintenance
	By enforcing compliance with enterprise technology standards, SFA will be able to reduce the need to support non-compliant technologies and products.
	2nd Qtr 02 

	Reduced Maintenance and Training Costs for new development efforts
	The SFA EAM processes will enable SFA to focus on obtaining technical skills in selected technologies versus having to manage a broad set of capabilities across a wide spectrum of custom integration solutions.
	2nd Qtr 02

	Assumptions

	


Estimated overall dollar amount of all benefits listed above.

	Quantified Benefits

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

	 
	
	
	
	
	

	Assumptions

	


Costs

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

	Enterprise Architecture Management Estimated Costs
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	BY
	BY+1
	BY+2
	BY+3
	BY+4
	BY+5

	
	
	
	FY01
	FY02
	FY03
	FY04
	FY05
	FY06

	Technology Policies and Standards Guide
	
	
	
	
	
	

	
	Phase 1
	
	
	
	
	
	

	
	
	Develop Governance Process
	150,000
	
	
	
	
	

	
	
	Draft Infrastructure Blueprint
	75,000
	
	
	
	
	

	
	
	Update Policy and Standards
	75,000
	
	
	
	
	

	
	Phase 2
	
	
	
	
	
	

	
	
	Finalized Infrastructure Blueprint
	
	125,000
	60,000
	60,000
	60,000
	60,000

	
	
	Refresh the Existing Architecture Framework
	
	400,000
	235,000
	235,000
	235,000
	235,000

	
	
	Implement Tools to Support Governance
	
	400,000
	80,000
	80,000
	80,000
	80,000

	
	
	
	
	
	
	
	
	

	
	
	Continued execution of Governance Process
	
	65,000
	65,000
	65,000
	65,000
	65,000

	Total
	
	
	300,000
	990,000
	440,000
	440,000
	440,000
	440,000


	Assumptions

	


Total Cost of Ownership

What is the level of required enhancement after implementation?

In order to fully communicate and roll out the EAM Process as defined in the EAM Process Guide, additional funding will be required in FY ‘02.

There will be an ongoing fee in future years to maintain and update the Technology Policies and Standards Guide.

What is the life span of this initiative?

Both the EAM Process Guide and the Technology Policies and Standards Guide will need to be maintained and periodically updated in order to reflect architecture and environment changes within SFA.

Alternatives

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

	Alternative
	Consequence

	Remain as-is
	· Non-compliance with Clinger-Cohen.

· Possible Congressional oversight.

· Potential funding loss.

· SFA will not have a clear methodology for reviewing SFA systems.

· The lack of repeatable processes will continue to foster imprecision in our current development activities, which is a significant cost multiplier for every application. 

· Suffer inefficient and ineffective element that could be avoided by the use of better tools and management.  This is not economically feasible, and has a high risk of negative political consequences in the form of dissatisfied customers.

· SFA would remain without enterprise-wide EAM processes, which would impact the ability of SFA executives to effectively manage changes to business processes and technical architecture/application components.

· SFA Project Managers would not have a consistent model on which to measure technology compliance, which inhibit the efficient and timely implementation of applications across the SFA enterprise.

· As a PBO, SFA will have a limited ability to compare its capabilities across other government agencies and the industry against accepted industry standards.

	Non-technology solution
	· Non-compliance with Clinger-Cohen.

· Possible Congressional oversight.

· Potential funding loss.

· In order for EAM technology review processes to be effectively implemented, the use of workflow and project management tools may be needed.  This will ensure consistency across the enterprise, and enable access to automated storage and retrieval of reusable documents. This will work to reduce unit costs, a key PBO objective.

	Enhance an existing system
	· Non-existent.



	Implement on a smaller scale
	· Failure to complete EAM in a timely manner.

· If the EAM process is not published and socialized, the process and standards may not be followed.

· Development of enterprise-wide EAM procedures must be performed at the enterprise level.

	Other
	


Risks

	Risk
	Description of Risk
	Mitigation Strategy

	Financial
	
	

	Technology
	With the current implementation of multiple applications and architectures within SFA, the possibility remains high that integration between these architectures and applications is less than effective at best, and conflicting at worst.
	Work to ensure that the technology review processes address effectively managing the technology implementations across the enterprise.

	Scope
	
	

	Management
	
	

	Exposure
	High exposure to SFA leadership and project sponsor if major software development effort fails.

As the first Federal PBO, the visibility of SFA as it attempts to successfully achieve its Modernization Blueprint objectives is extremely high.
	A sound EAM process enhances early recognition and avoidance of risk.  Risk is dealt with early in the project where costs or correction or mitigation are much lower.

SFA Executive management must approve and closely coordinate the development of the enterprise-wide EAM approach.


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).
Modernization Partner

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

Contract Considerations (For each contract contemplated, discuss contract type selection; use of multiyear contracting, options, or other special contracting methods, ex: performance-based).
Schedule/Milestones (including acquisition cycle)  

	#
	Milestone
	Start Date
	End Date

	1
	Kick Off Meeting
	7/02/01
	7/02/01

	2
	Update Technology Polices and Standards Guide
	7/03/01
	8/15/01

	3
	Publish Technology Policies and Standards Guide on the Intranet and Extranet
	8/16/01
	8/17/01

	4
	Socialize Technology Policies and Standards Guide
	8/20/01
	8/31/01

	5
	Write EAM Process Guide
	7/03/01
	8/15/01

	6
	Publish EAM Process Guide
	8/16/01
	8/17/01

	7
	Socialize EAM Process Guide
	8/20/01
	9/28/01
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