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Project Description 

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

The Office of Student Financial Assistance (SFA) administers and operates the “Free Application for Federal Student Aid” (FAFSA), an application used by college students and schools to submit financial applications via the Internet.  During the 2000-2001 academic year, over two million students will use the site to apply for Student Financial Aid.  SFA expects that count to double during the 2001-2002 academic year and to continue to rise in future years. The FAFSA on the Web Redesign initiative is an effort to modernize FAFSA on the Web while accommodating the anticipated increase in users.

SFA performed the Mad Dog assessment of the current  FAFSA on the Web because of performance issues experienced as a direct result of the large volume of users.  The assessment revealed a network bottleneck on outbound traffic routed for delivery to the end users.  The bottleneck itself was caused by an extremely high CPU utilization (35 million hits during the peak week) coupled with large file sizes (up to 118k) being transmitted back to the users' browsers.  

Due to this assessment and the continued advancement of Web technology, SFA has decided to evolve its FAFSA on the Web application to incorporate state of the art internet technology and component design.  The re-engineered site will allow for easier and faster system enhancements when resolving new issues, intuitive navigation, and increased performance and scalability.

What is the purpose of the initiative?

The purpose of the FAFSA on the Web modernization initiative is to improve customer satisfaction by providing the student who uses the site a complete user experience in applying for Federal, State, and Institutional aid.  This will be accomplished by increasing the usability, accuracy, efficiency, security, and supportability/scalability of the current application.  It is anticipated that this initiative will significantly contribute to increasing the use of the web for applications over paper based, resulting in significant savings (see benefits below).

In addition this initiative will migrate the FAFSA on the web application to the target technical architecture, which will be key to the integration of the FAFSA on the Web application with the Student Portal.  There are a number of other initiatives that will impact this initiative, including the e-signature work which will significantly contribute to an improvement in customer satisfaction.

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

The FAFSA on the Web Redesign project will build upon the technical infrastructure standards developed as part of the CIO office’s Technical Architecture project ( Task Order 16), in addition to following the Students Portal strategy.  There will be multiple releases focused on building the full FAFSA on the Web capability.  These can be broken into three distinct categories:

1. In the first release (FAFSA on the Web release 6), the architecture will migrate from a three tiered architecture to a N tier architecture where business and presentation logic are separated into different tiers.  This approach will not only alleviate redundancy between applications, but will also be more easily integrated with both new and existing systems. In addition, an interim technical architecture solution will be used by moving the application server to the CIO Standard architecture.  Links will be created between FAFSA on the Web, the Students Portal, and other state and institutional sites.  The PIN site, the web server, the mainframe Central Processing Server (CPS), and the database calls will not change during this release.  
2. The PIN site will also be redesigned to increase usability and performance capabilities.   The PIN site will be integrated with CIO's architecture standards which may include the use of digital certificates. 
3. In subsequent releases, a seamless user experience will be created between FAFSA on the Web, the Students Portal, and other state and institutional sites. Additional releases will move towards the original goal of “improved customer satisfaction by providing the student who uses the site a complete user experience in applying for Federal, State and Institutional aid."
What is the start date and end date of the initiative?

The start date for the first release (FAFSA on the Web release 6)  is July 2000  and the expected go-live date is June 2001.  The PIN Site release is expected to overlap and end in October of 2001.  The third release (FAFSA on the Web release 7) is expected to start in February of 2001 and end in January of 2002.   

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

The major business areas/external groups that will be affected by the implementation of this initiative are: 

· Students - Primary users of the system who are responsible for application submission, correction to an application, or renewal of an application. 

· Parents - Also primary users of the system who are responsible for providing data for application submission and act as a signature authority for a dependent student applicant.  Both students and parents will experience simplified forms that are easier to fill out, take a shorter amount of time to complete, have more consistent features and functions throughout the application, and have better availability (less downtime and more server capacity).  

· Schools - Represent secondary users who are considered “consumers” of the data entered on the FAFSA form and are capable of providing access to the form and assistance for students through labs, FAA offices, and libraries.  Schools will experience faster access to underlying information, fewer errors from key-entry, and easier and faster access for their students for application processing. 

· Third-party Vendors - Primarily developers of third party online applications who at sometime may integrate with FAFSA on the Web.  These Third-party Vendors will also experience faster access to underlying information, fewer errors from key-entry, and easier and faster access for their clients when processing an application. 

· The Students Channel (SFA) - Responsible for ownership of the FAFSA on the Web online application.  The Students Channel will experience increased job relevance, increased involvement in the delivery of solutions, tools which increase their ability to perform their jobs, and greater access to information.

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

Some systems may be impacted by the implementation of the FAFSA on the Web Redesign due to consistency, look and feel, and performance tuning:

· Third-Party applications - Schools, other SFA systems, States, and software vendors will be affected by enhancements in how they currently access, receive, and store information. 

· PIN Web site - The Pin Site and the Central Processing System (CPS) may both also be affected by new ways to transmit, receive, and store data. 

· The Student and School Portals - Portals will also be impacted by this implementation in their enhanced ability to receive and process applications in a more efficient and timely manner.  

· EDExpress - EDExpress could be affected by some functionality being incorporated or transitioned into FAFSA on the Web such as the sending of application, renewal or correction records. 

· EAI - Additional EAI or Legacy System functionality could be incorporated into the FAFSA on the Web system allowing these systems to be upgraded for increased supportability and scalability.

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

Only the business processes of applying for aid using FAFSA on the Web will be impacted by the implementation of the first release of this initiative.  Customer satisfaction will be increased through a user interface that is easier, faster, more intuitive, and more efficient.  With future iterations of the FAFSA on the Web Redesign, additional business processes could be affected such as: the process of registering for, receiving, or accessing PINs; how EDExpress receives or sends data; and how other SFA and external systems communicate with FAFSA on the Web.  Also, the business processes associated with how Customer Support, Schools, and SFA support, send, receive, and process application information could be affected.

Technologies Used in first release

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?

	IBM Websphere                  Application Server    Yes - IFAP/Portal  Yes-Standards           Yes

	Netscape iPlanet WebServer HTTP Server          Yes-IFAP/Portal   No. interim solution  Yes

	Neon Shadow Direct          Mainframe Interface Yes-FAFSA            No.  interim solution Yes

	Sun Solaris                            App Server OS          Yes -IFAP              Yes                               Yes         

	HP-UX                                   Web Server OS          Yes - FAFSA         Yes                               Yes

	Oracle                                    Database                     Yes - FAFSA PIN Yes                               Yes

	Java 2 Enterprise Edition    Dev Platform              Yes - IFAP             Yes                               Yes


The above technical architecture is for the initial redesign release (FAFSA on the Web release 6) and will fully migrate to the SFA Web Portal architecture as part of FAFSA on the Web release 7.  The interim architecture for release 6 is based on the assumption that this is the most cost effective approach given the recent investment in hardware and software.  Work is ongoing to confirm this assumption.  Depending on how these costs are allocated there may be an opportunity to move closer to the target architecture in release 6 rather than the current plan of release 7.

Benefits
Provide a narrative discussion to explain why SFA is 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.

Reduce Unit Cost, Increase Customer Satisfaction, Increase Employee Satisfaction

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

	· Reduced unit cost for processing new applications and renewals
	· Reduce paper submissions and related processing costs

· Reduce processing time and cost

· Less manual processing of documents
	June 2001

	· Enhanced Usability of  interface


	· Reduce the time it requires to complete the application

· Reduced Customer Service calls

· Improved customer satisfaction

· Increase accuracy of application
	June 2001

	· Increased capacity of web site
	· Eliminate site crashes and reduce response time as number of web based applications increases


	June 2001

	· Easier integration with Student Portal
	· Improved usage through single access point resulting in increased web based applications
	TBC with Student Portal initiative.

	Assumptions

	


Estimated overall dollar amount of all benefits listed above. 

	Quantified Benefits

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

	$440,000
	$2,900,000
	$5,200,000
	TBD
	TBD
	$8,500,000

	Assumptions

	See attachment 1 for detailed benefit breakdown.


Costs


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

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

	Development

Release 6

PIN Site & R7 Requirements
	$5,147,000

TBD


	
	
	
	
	

	Operations

	     Prod. Proc
	$42,000
	$60,000
	$72,000
	
	
	

	     Key Pers.
	
	
	
	
	
	

	     Ad Hoc
	
	
	
	
	
	

	     Sys. Maint.
	
	
	
	
	
	

	     Telecom.
	
	
	
	
	
	

	     Data Center
	
	
	
	
	
	

	          Sub. Ops
	
	
	
	
	
	

	
	
	
	
	
	
	

	Total
	
	
	
	
	
	

	Assumptions

	Benefits based on contract unit cost differential between Web based applications v’s other forms of application (Paper, ED Express and FAFSA Express).  The unit cost includes the cost of operations.  The operations cost above is the increase as a result of using a Sun based architecture over an HP based architecture.


Total Cost of Ownership

What is the level of required enhancement after implementation?

There will be several other development and implementation phases after the first phase.  Each of these phases will have their own business case.
What is the life span of this initiative?

Alternatives

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

	Alternative
	Consequence

	Remain as-is
	The rate of increase in web based applications could slow resulting in lower average unit cost reductions.  Depending on rate of web applications, technical performance problems could be encountered with the existing technical architecture.  In order to fully integrate the FAFSA on the Web application with the Student Portal, some of the above work would need to be completed.

	Non-technology solution
	FAFSA on the Web currently exists.  This business case is for the redesign effort.  A Non-technology solution is not applicable.



	Enhance an existing system
	The purpose of this project is to enhance an existing system.



	Implement on a smaller scale
	The consequence of implementing a redesign of FAFSA on the Web on a smaller scale is similar to remaining as-is. An increase in cost could occur as a result of the expected increase in customer service calls and complaints proportionate to the expected increase in users.   There is also a Potential performance issue with FAFSA on the Web with the expected increase in users.  Redesigning FAFSA on the Web to be more user friendly and able to handle larger volumes would lower the cost of customer service calls and complaints. Costs of data entry will only increase without shifting of student population to Web filing.

	Other
	None




Risks

	Risk
	Description of Risk
	Mitigation Strategy

	Financial
	Cost overruns due to rework; expanding scope; delay in receiving approval of deliverables, resolution of issues, and establishment of technical environments


	Develop/use existing standards; maintain close coordination between the project team and those responsible for approvals and resolutions; provide sufficient lead time for the VDC

	Technology
	Relatively new technology for SFA


	Apply ‘lessons learned’ from the Schools Portal while utilizing the architecture developed as part of the Enterprise Technical Architecture task order (TO16)

	Scope
	Lack of resources within SFA;  ‘scope creep’


	Leverage Modernization Partner resources and use SFA resources as subject matter experts.  Implementation will be phased and increases in the scope for a particular release will be examined in terms of cost/benefit.

	Regulatory
	There are a number of regulations governing federal web sites.  These may restrict the functionality that can be provided.
	Ensure specific tasks are defined early in the project to address the regulatory impacts (e.g. work with GSA to gain approval for any use of cookies prior to development).


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 will supply dedicated project team personnel to assist SFA in the implementation of this project.

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

This is a project for Modernization Partner.  Outside competition will not be sought.  

Contract Considerations (For each contract contemplated, discuss contract type selection; use of multiyear contracting, options, or other special contracting methods, ex: performance-based).
The Modernization contract will be firm fixed price. 

Schedule/Milestones (including acquisition cycle)  

	#
	Milestone
	Start Date
	End Date

	1
	FAFSA on the Web Redesign Release six (see attachment for detailed development plan)
	7/00
	6/01

	2
	PIN Site redesign
	TBD
	10/01

	3
	FAFSA on the Web Redesign Release seven
	2/01
	1/02

	4
	
	
	

	5
	
	
	

	6
	
	
	

	7
	
	
	

	8
	
	
	

	9
	
	
	

	10
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