I. Background:

In January 2000 SFA developed and documented its IT Investment Management Operating Procedures to implement processes for the management and control of its IT investments and to comply with the Clinger-Cohen Act of 1996.  

These procedures established an Investment Review Board (IRB), a Decision Support Group (DSG), and IT investment management processes and documentation.  These processes and documentation consist of three (3) investment phases: (1) Select, (2) Control and (3) Evaluate phases.

II. Summary of Operating Procedures by Phase:
This section (Section II) summarizes the IT Investment Management Operating Procedures in the January 2000 operating procedures.  Note: Sections III, IV and V address how these procedures are to be implemented.
Select Phase:
The Select phase is conducted annually as part of the budget formulation cycle, or during budget execution for IT initiative requests that are deemed "immediate needs.”  IT initiatives are selected using the decision making approach established by SFA, which include a standard set of criteria for assessing and ranking investments.  The IT initiatives selected for funding constitute the SFA IT Portfolio.  General Managers the CIO and the CFO are involved in the decision-making process to ensure that decisions are made with SFA’s priorities in mind.  The Select phase ensures that investments selected have clearly defined costs, benefits and milestones that act as performance measures for monitoring the initiative during the Control phase.
Select Phase Activities:

· Activity 1: Develop/Update Initial Project Request

· Activity 2: Rank Initiatives

· Activity 3: Prioritize IT Initiatives

· Activity 4: Recommend/Approve SFA IT Portfolio initial projects for development of business case

· Activity 5: Develop Business Case

· Activity 6: Rank Initiatives

· Activity 7: Re-prioritize Initiatives

· Activity 8: Approve SFA IT Portfolio Initiatives and Fund

Activities for Immediate funding requests:

· Activity 1: Develop/Update Initial Project Request

· Activity 2: Rank Initiatives

· Activity 3: Provide Recommendation for New IT Initiatives

· Activity 4: Approve/Deny New IT Initiatives

· Activity 5: Implement IRB Decisions (make necessary adjustments to the SFA budget)

Control
In the Control phase, IT initiatives being developed and implemented are monitored against costs, benefits and schedule targets and are periodically assessed to ensure that they are still aligned to SFA goals and priorities.  The control phase allows the business manager to raise issues that have impacted (or may impact) the cost, schedule or benefits realization timeframe.  The DSG reviews issues raised by business managers and provides recommendations to modify or cancel funding to the IRB.

Control Phase Activities:

· Activity 1: Complete Investment Control Review (Investment Control Worksheets (ICW))

· Activity 2: Develop Funding Change Recommendations

· Activity 3: Approve/Deny Funding Changes

· Activity 4: Implement Funding Changes

Evaluate
In the Evaluate phase, post-implementation reviews are performed 3-12 months after the IT initiative has been completed.  A post-implementation review evaluates the actual costs, benefits and schedule against baselines developed in the Initial Project Request and examines performance data to identify discrepancies against planned objectives.  Results from the reviews are used as “lessons learned” to improve SFA’s Select and Control phases.

Evaluate Phase Activities:

· Activity 1: Complete the Post-Implementation Review (Post-Implementation Review Worksheets)

· Activity 2: Analyze Lessons Learned

· Activity 3: Approve/Deny Recommendations

· Activity 4: Implement IRB Recommendations

III. Investment Review Board (IRB) and Decision Support Group (DSG):
Investment Review Board (IRB) Role:

The IRB is the executive decision-making body and makes the final funding decision in the IT investment management process:

· Insures SFA IT priorities are addressed in business manager investment request;

· Reviews and evaluates investment request from business managers;

· Selects the IT initiatives that will most effectively further SFA’s priorities and form the SFA IT budget request to OMB, and identifies those initiatives that will be funded; and,

· Approves termination of, or changes to, the funding of IT initiatives that demonstrate unacceptable risk, progress, or costs after initial selection.

The IRB meets monthly, or as requested by the IRB Chairperson, to make IT investments decisions.

The IRB consists of the following people:

· Principal members, each of whom has voting privileges (COO, COO’s Chief of Staff, and General Managers, CFO and CIO).

· Non-voting members that serve in an advisory role to the IRB (including DSG and subject matter experts as needed).

Decision Support Group’s Current Role:

The DSG conducts an “across-the-board” analysis and review of all IT initiatives for the IRB and manages the IT investment management process by: 

· Providing Functional and Financial Expertise

· Providing Enterprise-Wide view

· Coaching business managers in the analysis of initiatives and development of business cases;

· Providing analysis and comparison of business cases

· Receiving and reviewing requests from business managers (the DSG evaluates request for clarity and consistency - it returns to business managers, as necessary, any request requiring additional information and clarification);

· Reviewing, by 6/30/01,  Investment Control Worksheets (ICWs) and forwarding on to the IRB

· Reviewing by 6/30/01 Post-Implementation Review Worksheets and forwarding on to the IRB and preparing an annual recommendation memo that is submitted to the IRB.  Included in this memo are trends that the DSG has identified in the execution of IT initiatives (particularly around costs, schedule and benefits) along with recommendations for areas of improvement.  These recommendations are reviewed by the IRB and approved or denied for implementation.

The DSG meets weekly, and more frequently as needed.

The DSG is comprised of the following people:

· Permanent members include a Chairperson and one representative from each Channel, CIO, and CFO.  The DSG does not vote nor develop recommendations to the IRB.  See Comment on DSG Memo to the Files.  One or more alternates support each permanent member. 

· Subject matter experts assist in the review of investments (budget office and architecture review).

IV. Operating Procedures SFA has implemented to date:
Select Phase:
The Select phase is conducted as part of the budget formulation cycle, or during budget execution for IT initiative requests that are deemed "immediate needs.”  IT initiatives are selected using the decision making approach established by SFA, which include a standard set of criteria for assessing and ranking investments.  The IT initiatives selected for funding constitute the SFA IT Portfolio.  General Managers, the COO, CIO, CFO and CIO COO’s Chief of Staff are involved in the decision-making process to ensure that decisions are made with SFA’s priorities in mind.  The Select phase ensures that investments selected have clearly defined costs, benefits and milestones that act as performance measures for monitoring the initiative during the Control phase. 
Select Phase Activities:

· Activity 1: Through Management Council and the DSG Initial project request are identified

· Activity 2: Through Management Council and follow-up with the DSG Initial project request are ranked to develop a view of the SFA IT Portfolio which is continually updated throughout the IT investment management process

· Activity 2: Develop Business Case

· Activity 3: DSG Reviews Business Case

· Activity 4: Through Management Council and follow-up with the DSG IT initiatives in the SFA IT Portfolio are continually reviewed and the portfolio revised

· Activity 5: IRB Approves/Denies SFA IT Portfolio Initiatives and Fund those Approved

Activities for Immediate funding requests:

· Activity 1: Develop Business Case for New IT Initiatives

· Activity 2: DSG Reviews Business Case for New IT Initiatives

· Activity 3: IRB Approves/Denies New IT Initiatives

· Activity 4: Implement IRB Decisions (make necessary adjustments to the SFA budget)

Control
Implementation expected by June 30, 2001.

Evaluate
Implementation expected by June 30, 2001.

V. Operating Procedures SFA will be implementing by June 30, 2001:
Select Phase:
Currently being implemented as detailed in Section III and IV not Section II.

Control
In the Control phase, IT initiatives being developed and implemented are monitored against costs, benefits and schedule targets and are periodically assessed to ensure that they are still aligned to SFA goals and priorities.  The control phase allows the business manager to raise issues that have impacted (or may impact) the cost, schedule or benefits realization timeframe.  The DSG reviews issues raised by business managers and submits Investment Control Worksheets (ICWs) to the IRB.

Control Phase Activities:

· Activity 1: Complete Investment Control Review (Investment Control Worksheets (ICW)

· Activity 2: DSG monthly meetings to review ICWs

· Activity 3: IRB Approves/Denies Funding Changes

· Activity 4: Implement IRB Approved Funding Changes

Evaluate
In the Evaluate phase, post-implementation reviews are performed 3-12 months after the IT initiative has been completed.  A post-implementation review evaluates the actual costs, benefits and schedule against baselines developed in the Initial Project Request and examines performance data to identify discrepancies against planned objectives.  Results from the reviews are used as “lessons learned” to improve SFA’s Select and Control phases.

Evaluate Phase Activities:

· Activity 1: Complete the Post-Implementation Review (Post-Implementation Review Worksheets)

· Activity 2: DSG Reviews Post-Implementation Review Worksheets

· Activity 3: Analyze Lessons Learned (The DSG prepares an annual recommendation memo that is submitted to the IRB.  Included in this memo are trends that the DSG has identified in the execution of IT initiatives (particularly around costs, schedule and benefits) along with recommendations for areas of improvement.  These recommendations are reviewed by the IRB and approved or denied for implementation.)

· Activity 3: IRB Approves/Denies Recommendations

· Activity 4: Implement IRB Approved Recommendations
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