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Project Sponsor:   

Project Lead:  Valerie Sherrer
Project Description 

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

Perhaps the most visible and vital function of the National Student Loan Database (NSLDS) is its role in the process of determining a student’s eligibility for Title IV Aid.  Schools rely on the data stored in NSLDS to determine aggregate loan limits, status of the borrower (i.e., in default, bankruptcy, disabled, etc.), and overpayments.  The data is available to a school through the CPS FAFSA process (known as prescreening), NSLDS Web site and financial aid history reports.   In addition, NSLDS continuously monitors updates to a student’s data through the postscreening process to notify schools of a change in the student’s eligibility.  For example, notification is given if a student went into default or cleared a default status after s/he applied for aid.  The new NSLDS Transfer Monitoring process will also use updated information to notify a school to which a student transfers of data affecting the student’s eligibility at the new school.

The NSLDS user community uses NSLDS to follow a student from the initial aid application process through loan repayment. NSLDS users have access to complete history of each student’s loan, Pell Grant and overpayments.  By using the data stored in NSLDS, users are able to track such things as trends on loan disbursements and cancellations, default rates, collection rates, deferment usage, and enrollment periods. The data stored in NSLDS is an invaluable tool to the Department of Education's (ED) administration and oversight of Title IV Aid programs. The vast majority of data on NSLDS is both accurate and timely.  However, given the importance of the data stored in NSLDS, it is also important that the financial aid community has confidence that NSLDS data is accurate and timely and when it is not, that it can be quickly corrected.

Today, data providers can only update NSLDS in a batch process and only on a pre-established schedule (monthly for Guaranty Agencies).  A loan must pass all of the NSLDS edits before the record is updated. A loan with one or more errors is rejected causing data in NSLDS to be out of sync with the data provider’s system of record.  As a result, a borrower’s eligibility may be incorrectly determined.  While schools can override the information provided they obtain adequate documentation, this is a time consuming process causing significant delays in the awarding of aid to affected students.  

The timeliness of NSLDS data changes is a major concern for the NSLDS user community because it affects student eligibility and other vital NSLDS functions. Providing the capability to immediately change a student’s incorrect or outdated information online would allow data providers and NSLDS to better meet the needs of the community. 

Data accuracy is an essential element to NSLDS’ ability to perform it’s many functions especially in its role of 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 a timely and efficient manner.

What is the purpose of the initiative?

The purpose of the NSLDS online update process is to provide a tool for data providers that will enable them to correct problems that are blocking students from determining and receiving financial aid.  It also gives data providers the opportunity to quickly stop an ineligible student from receiving any additional funds.  The online functionality will make it possible for data providers to correct loan statuses, repayment dates and default dates right up to the official cohort default rate calculation date.  The purpose of this project is to eliminate the current frustration felt by students, schools and the data providers trying to assist them.

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

The scope is web-based, immediate update capability that will allow data providers to update critical data that affects student eligibility, cohort default rate and other vital NSLDS function. It will also allow the correction of historical data. Rather, the Web-based process is intended as an exception process to correct records of students who are in immediate need of the change to enable them to receive Title IV benefits.  

On-line updates will not replace batch processing as the primary means to update a borrower's record. The initial development will be for the largest  NSLDS’ data provider group,  guaranty agencies.  Lessons learn from this development will be used to determine the appropriateness of  expanding the functionality  to Direct Loans,  Debt Collection Services or Perkins loans data providers.

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

The start date for this project will be as soon as funding is awarded.   The end date will be  approximately nine months later.
What other business areas/external groups are affected by the implementation of this initiative and how are they affected?

As a result of online functionality, schools will greatly reduce their administrative burden to gather the documentation needed to disprove 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, all of the departments’ 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.
What systems are impacted by the implementation of this initiative and how are they impacted?

The NSLDSFAP Web site will be modified to support this new update capability.  Current NSLDS load programs will be modified to edit and process online updates in a real time mode.  Security will be modified to add a new user group that will be controlled by NSLDS and will be limited to two person per guaranty agency.  Auditing will be maintained for each on line transaction.

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

The main impact is on updating loan records on NSLDS for selected students and borrowers in a more timely manner.  Currently, guaranty agency records are updated monthly.  If a record errors out, another month will pass before another update occurs.  The new Web update process allows individual records to be updated immediately pending resolution of data or system issues on the data provider’s system of record..  Data Providers will have to create their own business processes to make sure that their own systems reflect the online changes.

Currently, approximately 98% of all loan records from guaranty agencies sent to NSLDS are updated successfully.  While the approximate 2% that err appears relatively small, the errors affect approximately 960,000 loans or about 400,000 borrowers.  For the borrowers affected and particularly those who are aid applicants, the updates may be critical to accurately determine the borrower’s eligibility for aid.

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

This is a technology already used on the NSLDS  web site, this would be an enhancement to present system functionality.  

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

This online functionality will be imbedded in the current NSLDS Loan Detail Web page. The NSLDS 508 implementation plan has not been drafted.  It is estimated that it will cost approximately $2 Million to bring the NSLDS website into compliance.  The ability to update records will be restricted to two people at each of the thirty-six guaranty agencies.  Given the priority of this proposal,  the limited access to its use and the estimated cost of compliance this proposal does not include 508 capabilities.  

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?

	NSLDS
	Online updating of incorrect loan data
	Yes,  single record updates in the SSCR process
	Yes, real time data
	Yes, current experts will implement

	Internet
	Tool for communicating changes to NSLDS
	Yes, NSLDSFAP.ed.gov website
	Yes, not changing internet standard
	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.

Reduce Unit Cost

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

	Guaranty agencies estimate that today’s NSLDS correction process cost between $100-150 per case 
	Reduce time and labor of customer service calls and in tracking corrections sent to NSLDS which can take several weeks.
	Immediately at implementation

	
	
	

	Assumptions

	Today corrections are being made by NSLDS staff assigned to other duties  covered under the base contract.  There will be no reduction to the base contract as a result in this process.




Increase Customer Satisfaction

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

	Data Providers have been requesting this option as NSLDS usage has increased
	Increased customer satisfaction, and reduced administrative burden
	After implementation

	Schools Providers have been requesting this option as NSLDS usage has increased
	Increased customer satisfaction, and reduced administrative burden for schools
	After implementation

	Eligible students will receive aid more timely.
	Students will be able to immediately see a correction on their NSLDS record.  They will not have to wait for the batch feed.
	After implementation

	Assumptions

	


Increase Employee Satisfaction

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

	Reduce burden to Ombudsman office for NSLDS data correction conflicts
	Reduced time, labor and system usage.
	After implementation.

	Employee satisfaction will increase as complaints about NSLDS accuracy and timeliness go down.
	Less calls to customer service centers, more compliments to SFA about giving schools accurate data to work with.
	After implementation.

	Assumptions

	


Estimated overall dollar amount of all benefits listed above.

	Quantified Benefits

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

	
	
	
	
	
	

	Assumptions

	There are no dollar benefits associated with this project.  There is no reduction in the cost of contract personnel, but they will be freed up to do other work.


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
	
	
	
	
	
	

	Software Planning and Control
	$   18,000
	
	
	
	
	$   18,000

	Requirements Analysis
	$ 134,000
	
	
	
	
	$ 134,000

	Preliminary Design
	$   39,000
	
	
	
	
	$   39,000

	Detailed Design
	$  81,000
	   
	
	
	
	$   81,000

	Code and Unit Testing
	$475,000
	
	
	
	
	$ 475,000

	Testing and Approval
	$  54,000
	
	
	
	
	$   54,000

	Training
	$  25,000
	
	
	
	
	$   25,000

	Operations

	     Sys. Maint.
	
	
	100,000
	100,000
	100,000
	$ 300,000

	     Telecom.
	
	
	
	
	
	

	     Data Center
	
	
	Covered in base contract
	
	
	Covered in base contract

	          Sub. Ops
	
	
	
	
	
	

	
	
	
	
	
	
	

	Total
	$826,000
	
	100,000
	100,000
	100,000
	$1,126,000

	

	These cost estimates include security assumptions.  We are requesting $826,000 over two years forwarded funded in FY01.


Total Cost of Ownership

What is the level of required enhancement after implementation?

The Web update capability will initially be developed for use by guaranty agencies.  Once implemented, a lessons learned document will be used to determine whether or not the scope should include data providers other than Guaranty Agencies.

What is the life span of this initiative?

Once implemented, this would be permanent change to the database with occasional maintenance enhancements.

Alternatives

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

	Alternative
	Consequence

	Remain as-is
	If it remains as is, complaints to SFA will continue, eligible students will not receive aid as quickly as possible, and NSLDS would have to maintain a very labor intensive, manual correction process. Customer service centers will continue to receive phone calls concerning the issue.



	Non-technology solution
	

	Enhance an existing system
	This is an enhancement to an existing system.  The current interim method, developed as a result of  mad dog, which uses e-mail spreadsheets from the GAs to send corrections could be used as the standard method to correct data.  This will make the NSLDS contractor responsible for  making the correction.  Delays will still occur if there are errors in the data sent on-line.  The additional labor cost would have to evaluated.



	Implement on a smaller scale
	Limit the update capability to only those data elements that affect student eligibility. Other SFA functions supported by NSLDS, such as cohort default rates, would not benefit from the new update capability.



	Other
	


Risks

	Risk
	Description of Risk
	Mitigation Strategy

	Financial
	This is for development of a Guaranty Agency process. 


	Use lessons learned document from guaranty agency implementation to determine scope for other data providers, each will have their own development cost.

	Technology
	Data Providers may not update their system of record with the correct information. They could pass the incorrect data back to NSLDS after an online correction and undo corrections made via the Web.  

The process assumes that all data providers will use the NSLDSFAP.ed.gov web site.


	Implement a “locked loan” strategy to prevent this.

	Scope
	For Guaranty Agencies Only


	Phased implementation of data provider groups.  

	Management
	Data Providers will have to build business processes.


	May not be consistent between data providers. Strategy is to make sure that there is adequate training.

	Exposure
	Security groups and auditing


	RACF security and audit tables


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).  

Task Order under the existing contract with Raytheon. A statement of work will be provided through SFA contracts for Raytheon to bid on a Time and Materials proposal to complete this task.  
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
	Software Planning and Control
	6/01/01
	6/11/01

	2
	Requirements Analysis
	6/12/01
	8/23/01

	3
	Preliminary Design
	8/24/01
	10/05/01

	4
	Detailed Design
	10/05/01
	12/04/01

	5
	Code & Unit Test
	12/5/01
	1/29/02

	6
	Testing and Approval
	2/1/02
	3/21/02

	7
	Guaranty Agency Training
	3/21/02
	3/30/02

	8
	
	
	

	9
	
	
	

	10
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