IRB DECISION RECORD

Meeting:
3rd IRB Meeting of FY02

Date:

11/15/01

IRB Member Attendance:  Greg Woods, Candy Kane, Steve Hawald, Jennifer Douglas, Jane Holman (for Kay Jacks) and Jim Lynch
DSG Member Attendance: Harry Feely, Michele Brown, Anna Allen, Richard Lucas, David Pappone, Jake Brody and Steve Shane
Others in Attendance:  Andy Boots, Katie Crowley, Reggie Ewing, John Gaeta, Denise Hill, Gary Hopkins, Red Feldman, Stephanie Johnson, Alex LeFur, Yateesh Katyal, Dottie Kingsley, Nancy Krecklow, David Moore, Paul Peck, Paul Pesavento, Ganesh Reddy, Martin Renwick, Carol Seifert, Mark Snead, Eric Stackman, Bill Szymanski and Amanda Wingo


MEETING DISCUSSION:

The meeting took place on Thursday, November 15, 2001 at 11:00am in the 11th Floor Conference Room in 830 Union Center Plaza.  The following items and business cases were discussed.

SFA FY02 IT Portfolio (“Placemat”):

Greg Woods said he asked to review the placemat because he is hearing that operations money is needed places.  He is also concerned that Modernization will not have enough funds to do all the things listed on the placemat. It was noted that operations funding does not take away funds from the placemat.  Of the $64.5M budget, $12.8M is committed, which includes all the projects in the IRB Approved column.  This leaves $51.7M for the rest of the fiscal year.

It was recommended the $9M intended for to Shared in Savings deals for FY02 be committed. We are currently using the $18.3M Shared in Savings from last year.  Carol Seifert said a lot of the SIS dollars are already committed to projects. Carol also indicated that funds are also due to the SIS Pool from the business units for savings realized this year.  A notation about this being the maximum amount will be made in the comments.

Some initiatives with possible operations cost issues are: Security – GSRA Compliance and the EAI bus release. Jennifer Douglas noted that with FAFSA infrastructure, there would be declining VDC costs to be accommodated.  This excess VDC costs might be able to be accounted in savings, but this decision needs to be made. With FAFSA, Steve Hawald noted that it would cost more money, because the overall cost will go up, but the unit cost will go down.

For VDC funding, it is being taken at last year’s level.  The new funding is not covered in the budget, therefore are looking to the channels to supply.

Greg Woods said that there are strains on the channel budgets regarding more funds for the VDC.  Need to figure out where this will come from, since this could affect the Modernization Budget if the money needs to come from the placemat.  A complete budget review was requested for December 7, 2001.

Noting the funding issues that exist, keeping a funding contingency, it was decided the IRB could move forward in reviewing business cases for today.

The following need to be addressed for the placemat:

(i) On the IT Placemat, regarding the SIS pool, show the $9M is approved and make a note stating that it is the maximum amount and will be assessed through the year.

(ii) Need to take a comprehensive look at the ups and downs of the funding, and have this prepared for the Management Council meeting.  A report of what affects the Operations budget, VDC, etc, will be led by Jim Lynch for December 7, 2001.

BC#1 – Financial Partners Data Mart (BC-FY02-05):
Greg Woods wanted to know if there was any evidence from Release 1 that the benefits stated really happened.  Nancy Krecklow gave the example about how six man months were saved with the FP data mart.  

It was established that the collections part was established in the first release, and the generating reports functionality will be addressed in release 2 and 3.

There were questions about what good the data mart does for SFA, and the relevant cost associated with it.  Johan Bos-Beijer spoke to the importance of aiding in issues with Financial Partners, i.e. ASA, CSAC, and how these problems now would be better anticipated and solved by the use of the data mart.

FP Data Mart integrity is reflected in the Financial Partners FY02 Performance Plan.

All Operation costs are covered in the budget; all VDC costs are also covered.

The IRB approved the funding of $1.73M for this project.

The following need to be addressed by the project team:

(i) Revise the business case to reflect the following: tie to the performance plan, this as an action item in the Secretary’s blueprint for program integrity, savings from FFEL are included.

(ii) Ensure that financial integrity is discussed in the business case, in order to prevent SFA from having financial audit issues.  (Nancy Krecklow and Johan Bos-Beijer can map to the programs and systems that Release 1 of the Data Mart helped assess and that we expect Release 2 and 3 to help prevent)
(iii) The Enterprise Impact section of the business case needs to be significantly enhanced.
(iv) Integrity needs to be addressed in the business case.

BC#2 – Program Management and Leadership (BC-FY02-18): 

The decision was made by the IRB to approve the $9M funding of this business case with no discussion.  This is because Program Management had been a topic of discussion in three previous meetings.  

The following need to be addressed by the project team:

(i) Improve the Enterprise Impact section.
(ii) Need to add discussion around the function of program management/Mod Partner oversight into the business case: law, integration, and the retirement of old systems.

BC#3 – Debt Management Collection System Replacement (BC-FY02-24)

Greg Woods was questioning whether or not this project would deal with the redundancy issue Direct Loan servicing currently has.

Martin Renwick stated that if you resolve the lockbox issue, with or without this initiative, savings will be achieved.

There was discussion around duplication of business centers being an argument for this case.  Greg Woods had trouble agreeing with this, and said a better argument for the business case would be the replacement of the old system and allow innovations into Commercial Off the Shelf (COTS) packages.

The funding for the initial part of this project is $958K, which will allow the project to work to the projected management checkpoint in January 2002. 

Greg Woods said there have been projects like this before: where the business case is laid out while the SIS deal is in the works.  SFA funds the front-end development piece, and if the project goes forward, the cost will be included in the total funding.

The IRB approved $2.55M, but will only release $958K.  In January, there will be a decision point to see if this project should continue forward and then the rest of the funds will be released.

The following need to be addressed by the project team:

(i)
In the business case, need to capture the savings to Treasury.

(ii)
Additions to the business case are needed, to include program integrity (emphasizing how this contributes to improving management in the Department).

BC#4 – Security and Privacy Program Support (BC-FY02-22)

Greg Woods stated that this project is guidance for people to work with and provides a linkage between this and open audit items related to GSRA.  

Noted that the channels need to support this and utilize the guidance document provided by this business case. 

The IRB approved the funding of $600K for this project.

The following need to be addressed by the project team:

(i) Need to enhance the enterprise impact section in the business case.

BC#5 – EAI Release 3 – Core Adaptors (BC-FY02-19)

Greg Woods wanted to know if there is anything running on the EAI bus right now and the answer is no.

It was noted that this is the connection to all new systems in SFA.

Greg Woods wanted to know specific examples of how the bus will access and use legacy data.  He also stated that this project would be hard to sell unless they can get to the old information.  

The IRB approved the funding of $3.5M for this project, with the contingency that once Greg Woods and the members of the IRB receive a sufficient answer to their questions about legacy data with the EAI bus, the funding will be released.

The following need to be addressed by the project team:

(i)
Need to add specific, concrete examples to the business case and presentation of how the EAI bus will allow SFA to use legacy data and access data from old systems.

(ii) Send the answer for specific examples of the EAI bus and legacy systems to all IRB members before November 22nd.  After this point, funding will be released.

BC#6 – ITA Release 3 (BC-FY02-20)


A question was posed whether or not this project would take operation costs out of the channels.

This project release will cover performance test environments, and the effort to run.  It also supports reusable common services.

The asked IRB funding will be from October 1, 2001 – October 1, 2002.

Greg Woods said that the channels need to understand what they are getting and how it will impact them.  Right now, there is difficulty in translating what is going on and how it will affect each channel budget.

The IRB approved the funding of $3.5M for this project.

The following need to be address by the project team:

(i)
Need to schedule a meeting with the General Managers by December 25th to explain the Integrated Technical Architecture and what the approved $3.5M will be spent on this year.  Also explaining what the channels will get out of having the ITA.  Financial Partners – Nancy Krecklow should be included in this.

(ii)
In the business case, need to correct that the Enterprise Impact section.  Reference the Department of Education and not SFA.

IRB DECISIONS:

Section I: Business Cases Pending Some Action:

	#
	PROJECT/

OWNER
	RECOMMENDATION
	REQUESTED

AMOUNT 
	APPROVED

AMOUNT PENDING
	COMMENTS

	1
	11/15:

Financial Partners Data Mart (BC-FY02-05)
	The IRB approved the funding of $1.73M for this project.

The following need to be addressed by the project team:

(i) Revise the business case to reflect the following: tie to the performance plan, this as an action item in the Secretary’s blueprint for program integrity, savings from FFEL are included.

(ii) Ensure that financial integrity is discussed in the business case, in order to prevent SFA from having financial audit issues.  (Nancy Krecklow and Johan Bos-Beijer can map to the programs and systems that Release 1 of the Data Mart helped assess and that we expect Release 2 and 3 to help prevent)

(iii) The Enterprise Impact section of the business case needs to be significantly enhanced.

(iv) Integrity needs to be addressed in the business case.
	$1.73M
	$1.73M
	See RECOMMENDATION.



	2
	11/15:

Program Management and Leadership (BC-FY02-18)
	The decision was made by the IRB to approve the $9M funding of this business case with no discussion.  This is because Program Management had been a topic of discussion in three previous meetings.  

The following need to be addressed by the project team:

(i) Improve the Enterprise Impact section.
(ii) Need to add discussion around the function of program management/Mod Partner oversight into the business case: law, integration, and the retirement of old systems.


	$9M
	$9M
	See RECOMMENDATION.



	3
	11/15:

Debt Management Collection System Replacement (BC-FY02-24)
	The funding for the initial part of this project is $958K, which will allow the project to work to the projected management checkpoint in January 2002. 

Greg Woods said there have been projects like this before: where the business case is laid out while the SIS deal is in the works.  SFA funds the front-end development piece, and if the project goes forward, the cost will be included in the total funding.

The IRB approved $2.55M, but will only release $958K.  In January, there will be a decision point to see if this project should continue forward and then the rest of the funds will be released.

The following need to be addressed by the project team:

(i)
In the business case, need to capture the savings to Treasury.

(ii)
Additions to the business case are needed, to include program integrity (emphasizing how this contributes to improving management in the Department).


	$2,545,845
	$2,545,845 (only $958K released)
	See RECOMMENDATION.



	4
	11/15:

Security and Privacy Program Support (BC-FY02-22)
	The IRB approved the funding of $600K for this project.

The following need to be addressed by the project team:

(i) Need to enhance the enterprise impact section in the business case.


	$600K
	$600K
	See RECOMMENDATION.



	5
	11/15:

EAI Release 3 – Core Adaptors (BC-FY02-19)
	The IRB approved the funding of $3.5M for this project, with the contingency that once Greg Woods and the members of the IRB receive a sufficient answer to their questions about legacy data with the EAI bus, the funding will be released.

The following need to be addressed by the project team:

(i)
Need to add specific, concrete examples to the business case and presentation of how the EAI bus will allow SFA to use legacy data and access data from old systems.

(iii) Send the answer for specific examples of the EAI bus and legacy systems to all IRB members before November 22nd.  After this point, funding will be released.


	$3.5M
	$3.5M with contingencies – see RECOMMENDATION
	See RECOMMENDATION.



	6
	11/15:

ITA Release 3 (BC-FY02-20)
	The IRB approved the funding of $3.5M for this project.

The following need to be address by the project team:

(i)
Need to schedule a meeting with the General Managers by December 25th to explain the Integrated Technical Architecture and what the approved $3.5M will be spent on this year.  Also explaining what the channels will get out of having the ITA.  Financial Partners – Nancy Krecklow should be included in this.

(ii)
In the business case, need to correct that the Enterprise Impact section.  Reference the Department of Education and not SFA.


	$3.5M
	$3.5M
	See RECOMMENDATION.



	7
	07/12:

Common School Identifier (CSID) (BC-FY01-37)
	The IRB decided to table the initiative for now because SFA needs to determine if it has available funds for this initiative.  The case will be brought back to the IRB for a quick approval.  Until then, it is tabled. 

Greg also commented that there needs to be dialog between the CSID project team  and the Office of Management and Budget (OMB) in order to understand the history of the idea of single identifiers.  The OMB tried to implement a single identifier (DUNS #), and they need to understand what happened in that case.  
	$3.0M
	$0
	The IRB decided to table the initiative for now because SFA needs to determine if it has available funds for this initiative.  The case will be brought back to the IRB for a quick approval.  Until then, it is tabled. 

Greg also commented that there needs to be dialog between the CSID project team  and the Office of Management and Budget (OMB) in order to understand the history of the idea of single identifiers.  The OMB tried to implement a single identifier (DUNS #), and they need to understand what happened in that


Section II: Business Cases Closed:

	#
	PROJECT/

OWNER
	RECOMMENDATION
	REQUESTED

AMOUNT
	APPROVED

AMOUNT
	COMMENTS


	FY02
	
	
	
	
	


	1
	11/30

SFA Students and Financial Partners Portals Release Strategy (BC-FY02-11)

10/19:

Portal Strategy
	The IRB did not approve any additional funding for this project.  $500K already approved is to get the project team through to December.

There are items for the project team to address (included throughout the IRB Meeting Minutes above).

The IRB approved the advancement of $500k.
	$3.869M ($500K of which was approved at the 10/19/01 IRB Meeting)

$500K
	$0

$500K
	The IRB did not approve any additional funding for this project.  $500K already approved is to get the project team through to December.

There are items for the project team to address (included throughout the IRB Meeting Minutes above).

The IRB approved the advancement of $500k.



	2
	10/19:

Electronic Financial Statements and Compliance Audits (BC-FY02-08)

Kay Jacks/Victoria Edwards
	The IRB approved $3.809 million in funding for this business case.  


	$3.809M

($3.49M Modernization/Development and $319K Operations for FY03)
	$3.809M

($3.49M Modernization/Development and $319K Operations for FY03)
	The IRB approved $3.809 million in funding for this business case.  

An alternative solution was discussed whereby schools would have their auditors fill out the form and then the schools could forward it to SFA. This would provide for accuracy and avoid typing and re-typing.

Greg said that the IRB wants to know what approach the project team would develop for entry at schools sites, and that the project team has to look at what SFA can do for problem schools. 

	3
	09/21:

Financial Management System (FMS) Phase IV

Jim Lynch
	The IRB approved this initiative (the amount of funds requested was $6.5M).
	$6.5M (FY02)
	$6.5M (FY02)
	The IRB approved this initiative (the amount of funds requested was $6.5M).

	4
	09/21:

SFA University LMS (BC-FY01-17)

09/14:

SFA University LMS (BC-FY01-17)

08/28:

SFA University LMS (BC-FY01-29)

05/15:

SFA University LMS (BC-FY01-29)

04/05:

SFA University LMS (BC-FY01-29)

Anne Teresa
	Greg Woods approved this initiative (the amount of funds requested was $1M), and instructed the project team to report back when LMS was up and running, and Kay has not spent the Direct Loan Conference money.
Greg Woods said that this initiative is not approved, and it has to come back to the IRB with a better plan for how we are going to get rid of the costs.

Anne Teresa said that they will come back at the September 19, 2001 IRB meeting.

The IRB approved allocation of $150,000 from the Electronic Promissory Note Processing Business Case return to this initiative pending CFO review of the return.

This initiative was not on the PBO Victory List, but the IRB decided to approve Phase I (requirements and software selection) for $150K contingent upon the PBO finding the money in the budget to fund it.  
	$1M (FY02)

$1M (FY02)

$150K

$150K
	$1M (FY02)

$0 (FY02)

$150K

$150K
	The IRB approved this initiative (the amount of funds requested was $1M), and instructed the project team to report back when LMS was up and running, and Kay has not spent the Direct Loan Conference money.
The IRB said that this initiative is not approved, and it has to come back to the IRB with a better plan for how we are going to get rid of the costs.

Anne Teresa said that they will come back at the September 19, 2001 IRB meeting.

CFO confirmed review of the IRB decision to allocate money returned to the budget from the Electronic Promissory Note Processing (BC-FY01-26) initiative to the Voluntary Flexible Agreements business case (BC-FY01-31) and the SFA University LMS business case (BC-FY01-29).

The IRB approved allocation of $150,000 from the Electronic Promissory Note Processing Business Case return to this initiative pending CFO review of the return.

This initiative was not on the PBO Victory List, but the IRB decided to approve Phase I (requirements and software selection) for $150K contingent upon the PBO finding the money in the budget to fund it.  The result of phase I will include a business case detailing the various alternative solutions (buy, build, partnering, ASP).



	5
	08/28

Campus Based Programs’ System Replatform (BC-FY01-11)
	Greg said that this is still something they want to do, and Kay agreed.  The IRB approved FY02 funding for $1M.
	$1M (FY02)
	$1M (FY02)
	Greg said that this is still something they want to do, and Kay agreed.  The IRB approved FY02 funding for $1M.


NEW and PENDING ACTION ITEMS:




ITEM






OWNER

SFA FY02 IT Portfolio (“Placemat”):
(Jim Lynch)

A complete budget review was requested for December 7, 2001.

The following need to be addressed for the placemat:

(iii) On the IT Placemat, regarding the SIS pool, show the $9M is approved and make a note stating that it is the maximum amount and will be assessed through the year.

(iv) Need to take a comprehensive look at the ups and downs of the funding, and have this prepared for the Management Council meeting.  A report of what affects the Operations budget, VDC, etc, will be led by Jim Lynch for December 7, 2001.

BC#1 – Financial Partners Data Mart (BC-FY02-05):
(John Reeves and Johan Bos-Beijier)
The IRB approved the funding of $1.73M for this project.

The following need to be addressed by the project team:

(i) Revise the business case to reflect the following: tie to the performance plan, this as an action item in the Secretary’s blueprint for program integrity, savings from FFEL are included.

(ii) Ensure that financial integrity is discussed in the business case, in order to prevent SFA from having financial audit issues.  (Nancy Krecklow and Johan Bos-Beijer can map to the programs and systems that Release 1 of the Data Mart helped assess and that we expect Release 2 and 3 to help prevent)

(iii) The Enterprise Impact section of the business case needs to be significantly enhanced.

(iv) Integrity needs to be addressed in the business case.

BC#2 – Program Management and Leadership (BC-FY02-18):
(Carol Seifert) 

The decision was made by the IRB to approve the $9M funding of this business case with no discussion.  This is because Program Management had been a topic of discussion in three previous meetings.  

The following need to be addressed by the project team:

(v) Improve the Enterprise Impact section.

(vi) Need to add discussion around the function of program management/Mod Partner oversight into the business case: law, integration, and the retirement of old systems.

BC#3 – Debt Management Collection System Replacement (BC-FY02-24):
(  )

The funding for the initial part of this project is $958K, which will allow the project to work to the projected management checkpoint in January 2002. 

Greg Woods said there have been projects like this before: where the business case is laid out while the SIS deal is in the works.  SFA funds the front-end development piece, and if the project goes forward, the cost will be included in the total funding.

The IRB approved $2.55M, but will only release $958K.  In January, there will be a decision point to see if this project should continue forward and then the rest of the funds will be released.

The following need to be addressed by the project team:

(i)
In the business case, need to capture the savings to Treasury.

(ii)
Additions to the business case are needed, to include program integrity (emphasizing how this contributes to improving management in the Department).

BC#4 – Security and Privacy Program Support (BC-FY02-22):
(Denise Hill and Andy Boots)

The IRB approved the funding of $600K for this project.

The following need to be addressed by the project team:

(i) Need to enhance the enterprise impact section in the business case.

BC#5 – EAI Release 3 – Core Adaptors (BC-FY02-19):
(Denise Hill and Ganesh Reddy)

The IRB approved the funding of $3.5M for this project, with the contingency that once Greg Woods and the members of the IRB receive a sufficient answer to their questions about legacy data with the EAI bus, the funding will be released.

The following need to be addressed by the project team:

(ii) Need to add specific, concrete examples to the business case and presentation of how the EAI bus will allow SFA to use legacy data and access data from old systems

(iii) Send the answer for specific examples of the EAI bus and legacy systems to all IRB members before November 22nd.  After this point, funding will be released.

BC#6 – ITA Release 3 (BC-FY02-20):
(Denise Hill and Ganesh Reddy)

The IRB approved the funding of $3.5M for this project.

The following need to be address by the project team:

(i)
Need to schedule a meeting with the General Managers by December 25th to explain the Integrated Technical Architecture and what the approved $3.5M will be spent on this year.  Also explaining what the channels will get out of having the ITA.  Financial Partners – Nancy Krecklow should be included in this.

(ii)
In the business case, need to correct that the Enterprise Impact section.  Reference the Department of Education and not SFA.

Electronic Financial Statements and Compliance Audits (BC-FY02-08):
(Randy Wolf)

Greg said that the IRB wants to know what approach the project team would Develop for entry at schools sites, and that the project team has to look at what SFA can do for problem schools. 





SFA eSign Possibilities Presentation:
(Charlie Coleman and Neil Sattler)

The project team’s recommendation was to task the core team that worked on E-SIGN to work with business channels to further analyze the 8 possibilities for FY02, and report back on 11/30/01 with details on cost/action plan/capacity/etc. for IRB decisions.

Greg Woods asked where signature requirements for all these opportunities come from.  The project team did not have the answer today.  The basis for signature will be addressed  in the 11/30/01 IRB update.

 



SFA University Learning Management System (LMS):
(Anne Teresa and Kay Jacks)

Greg Woods instructed the project team to report back when LMS was up and running, and Kay is not to spend the Direct Loan Conference money.

E-SIGN:
(General Managers)

Greg Woods directed each of the General Managers (GMs) to take inventory of the paper based  transactions in their business processes, and see how they can get anything with paper out of the system.  The IRB wants a discussion of this topic at the September 19, 2001 IRB meeting.






Operations Budget: FY02 Legacy Contracts: IT Development/Enhancement Efforts:
(GMs)

Identify development/enhancement efforts that are part of legacy contracts in the operations budget.  GMs to take this analysis back to their teams and discuss it with their staff members.









FY03 Placemat
 - Draft in approximately 2 weeks:
(Jim Lynch)
Human Resources Modernization:
(Calvin Thomas)
Next Quarterly Update at the Wednesday, November 14, 2001 Departmental IRB
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