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Business Case 

Project Name:  Modernization Program Management & Leadership
Channel: COO/CIO

Project Sponsor: Carol Seifert

Project Lead:  Carol Seifert/ Eric Stackman
Project Description 

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

SFA requires the management, technology and business expertise in the overall planning and execution of the Modernization program.

What is the purpose of the initiative?
This effort will focus on providing comprehensive program management activities via the Program Management Office (PMO) of the Modernization Partner program.  The PMO will focus on providing program management and leadership services in support of the overall business goals of the Modernization Program, while providing the continuous guidance and comprehensive program management activities needed to support the delivery of SFA’s targeted business capabilities.  

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

The Program Management & Leadership (PM&L) effort will support the program management, program planning and investment, status reporting, integrated product teams, technical consulting and communications, coordination of resources and capital, efficient and timely implementation of programs, and the rapid realization of SFA performance goals and objectives.  PM&L will enable the speed of integration within modernization, help SFA achieve clean audits, reduced unit costs, and improved employee and customer satisfaction.

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

Start Date: 
December 1, 2001

End Date:
November 30, 2002

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

The Program Management & Leadership effort will affect all SFA channels and business areas, operating partners, and legacy contractors as the Modernization effort encompasses enterprise-wide modernization and requires program management, oversight and planning.

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

All Modernization initiatives and systems are impacted by this project, including reengineering, organizational transformation, enterprise-wide technology initiatives, acquisition, share in savings, and financial management.

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

The Modernization Program Management & Leadership will impact all SFA business processes impacted by SFA Modernization.  Past, present, and future modernization efforts will impact the following SFA business processes:

· Loan Origination

· Loan Servicing

· Financial Management

· Document Management

· Customer Relationship Management

· Loan Consolidation

· Aid Awareness

· Aid Application

· Debt Collection

· Campus Based Programs Processing

· Lender Payment Processing

· Guaranty Agency Payment Processing

· Data Storage and Retrieval (i.e. data warehouse and data marts)

· Risk Modeling

· Performance Appraisals

· Human Resource Processes and Organizational Transformation

· Customer and Partner Access to SFA systems

· IT Methodologies and Standards

· Architecture Management & Standards

· Security Policies and Architecture

Enterprise Impact
What are the impacts on the Enterprise from the implementation of this initiative?  (Please detail decisions needed from Department)
The Modernization Partner Program Management Office will interact with both SFA and the Department of Education on matters pertaining to the Modernization program, including the Modernization budget, funding of projects, compliance with government legislation, including Clinger Cohen and Section 508, and handling of contracts.  The Modernization Partner supports SFA’s efforts to integrate its disparate legacy systems, retire redundant, outdated, and outmoded systems and streamline processes to aid SFA’s student aid delivery process.  The Program Management & Leadership effort within the modernization program supports SFA’s leadership’s response to various Departmental requests including GAO, IG, and OMB reports and submissions, Congressional briefings, and industry reports.  

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.
This effort is not required to meet Section 508 compliance.

Technologies Used

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

A wide range of technologies will be used to implement all of the reengineered processes.  In most cases the technology has not yet been chosen.  However, it is planned that all technologies will conform to SFA’s architecture standards.  In virtually all cases, either the Modernization Partner or its subcontractors will implement the technology.  The Modernization Partner is responsible for ensuring that it provides the technical expertise necessary to implement the technology successfully.  The technology required will be outlined in the business cases which will address the reengineering and modernization efforts on the above mentioned business processes.

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

The Program Management and Leadership effort provides clear direction setting and course correction for the entire modernization effort.  Key work processes include:

· Integration Execution

· Leadership Support

· Planning/Direction Setting

· Contract Management/Deal Shaping/Subcontractor Management

· Risk Management

· Process Improvement

· Program Reporting

· Integrated Communications

The Modernization program is a multi-million dollar endeavor.  The Program Management activities are designed to support the effort in proportion to the complexity of the entire program.  In FY2000, the Modernization program totaled about $66.4M in effort and the PM represented about 11% of the total cost or $7M.  As modernization grew, the PM effort grew in dollar value but decreased in terms of a percentage of the entire effort.  In FY2001, Modernization totaled $110.5M that included $67.9M of base modernization projects and $33.6M of Share in Savings initiatives.  PM was valued at $9M and represented about 8% of the total.  In FY2002, Modernization is projected to be valued at $148M of which $64M is for base Modernization projects and $75M for Share in Savings initiatives.  This business case requests funding of $9M for PM activities representing only 6% of the total value of Modernization.  

Reduce Unit Cost  (HARD DOLLARS)

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

	
	
	

	
	
	

	
	
	

	Assumptions

	It is assumed that the PML effort will support the business projects that will provide true hard dollar savings to SFA.  




Increase Customer Satisfaction

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

	Provide streamlined business processes.
	Customer satisfaction surveys, employee satisfaction surveys.
	Incremental benefits will be realized at the conclusion of each reengineering/modernization  project.

	Provide improved communication methods.
	Customer satisfaction surveys, employee satisfaction surveys.
	Incremental benefits will be realized at the conclusion of each reengineering/modernization  project.

	
	
	

	Assumptions

	ACSI customer satisfaction surveys to be conducted by SFA.  Success of modernization will impact positively on survey results.




Increase Employee Satisfaction

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

	Provide streamlined business processes.
	Employee satisfaction surveys
	Incremental benefits will be realized at the conclusion of each reengineering/modernization project.

	Improved communication methods, more effective organizations.
	Employee satisfaction surveys
	Incremental benefits will be realized at the conclusion of each reengineering/modernization project.

	
	
	

	Assumptions

	ACSI employee satisfaction surveys to be conducted by SFA.  Success of modernization will impact positively on survey results.




OTHER COST BENEFITS: (Include Avoidance of Future Costs, Reduction to any Non- SFA entity’s costs and Other Unquantified Benefits)

	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

	
	
	
	
	
	

	Assumptions

	Quantified benefits for the Modernization Program as a whole accrue from the individual projects comprising the Modernization Program.


Costs


Provide costs, including those to implement the initiative and the costs to support it over its useful life.
This business case requests the following in Modernization funds:

FY02 Modernization: $9M
Total Cost of Ownership

What is the level of required enhancement after implementation?

Modernization is a continuous process.  It is expected that as technology and customer expectations change, enhancements will be made to provide increased customer and employee satisfaction and further reduce unit costs to the extent that it makes economic sense.

What is the life span of this initiative?

The Modernization Program, as defined in the Modernization Blueprint, is expected to span a 5-year period based on the length of the BPA contract.  This business case covers only the period from December 2001 – November 2002.
Alternatives

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

	Alternative
	Consequence

	Remain as-is
	Customer satisfaction would remain static or decline.  This could result in the privatization of student aid.  Employee satisfaction would remain static or decline.  This could result in the loss of highly-qualified staff and the inability to hire highly-qualified replacements.  Contract costs would continue to increase, further impacting SFA’s restricted annual budgets.



	Non-technology solution
	There are no non-technology solutions available to process student aid at the volumes SFA experiences.



	Enhance an existing system
	Existing systems will be enhanced where it makes technical and economic sense, but without the coordination and integration of a modernization program these enhancements may not fully realize cost savings and customer satisfaction benefits.



	Implement on a smaller scale
	The Modernization Program is being implemented under the philosophy of “build a little, test a little, fix a little.”  This allows SFA to implement improvements using a phased approach with smaller scale projects.  Value should be realized at the conclusion of each project.  Decisions can then be made on whether to proceed with follow-on projects based on the success of previous efforts.



	Other
	


Risks

	Risk
	Description of Risk
	Mitigation Strategy

	Financial
	The Program Management & Leadership aspect of the Modernization Program has low financial risk.  Estimates for this task are based on previous program management tasks performed by the Modernization Partner for SFA.


	Carefully define the scope of the task to ensure that it stays within budget.

	Technology
	Difficult to implement in existing environment of multiple systems and contractors.  Low level of experience with the new technology among SFA staff and some contractors.


	Maintain the legacy contract transition plan and procurement report to streamline contracts.  Establish written standards and procedures for contractors to follow.  Upgrade skills in SFA and contractors through training and new hires.  Use proven demonstrable technologies from relevant commercial enterprises and government agencies.  Use appropriately skilled people, both internal to SFA and externally to augment existing skill sets.

	Scope
	The scope of the Modernization program is large with a high degree of complexity operating under a short timeframe.


	Develop modernization plans – sequencing, integrated master plans, maps – that can be used to outline and guide the modernization program.  Include milestones in performance plans that can be tracked at all levels of the organization.  Establish budgets and schedules that provide contingencies for associated risks.  

	Management
	High degree of executive commitment.  However, the modernization program is dependent on sponsorship and acceptance from all managerial ranks of SFA.


	Establish and contribute to Management Council and Investment Review Board processes to ensure that the goals of the organization are in line with the goals of the modernization program.  

	Exposure
	Very high risk of exposure if the modernization effort fails.


	Develop communications plan to ensure that customers – OMB, Congress, et al, are informed of the progress and problems facing the Modernization program.  Monitor sequencing plan milestones to ensure regular delivery of incremental capabilities.  Publicize “good news” about the successes of the modernization program.


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).  

· Project task orders will be awarded to the Modernization Partner under SFA’s existing Basic Purchasing Agreement with Accenture.

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

· The competitive procurement for this work has already been concluded, with the result being the award of the Modernization Partner BPA.  The Modernization Partner is required to use competitive procedures, where appropriate, in selecting subcontractors.

Contract Considerations (For each contract contemplated, discuss contract type selection; use of multiyear contracting, options, or other special contracting methods, ex: performance-based).
· Multiple contracts are not contemplated for this effort.  Most task orders awarded to the Modernization Partner will be firm fixed price and performance based, including share-in-savings and share-in-results.

Schedule/Milestones (including acquisition cycle)  

	#
	Milestone
	Start Date
	End Date

	1
	Develop follow-on business case for Program Management Task xx and attain IRB approval
	10/1/01
	11/14/01

	2
	Work with Mod Partner to determine approach for Program Management for the following year and issue Statement of Objectives
	11/15/01
	11/20/01

	3
	Complete proposal review and award task
	11/21/01
	12/1/01

	4
	FY2002 Modernization Blueprint Delivery
	10/1/01
	1/1/02

	5
	Quarterly Updates to Integration Documents
	12/01
	1/1/02, 4/1/02, 7/1/02, 10/1/02 

	6
	Monthly IRB and Weekly DSG Support
	11/01
	Ongoing

	7
	Annual 300B/CFO BSD Support via IT Portfolio
	11/01
	Ongoing
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