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Student Financial Assistance

IT Investment Management Operating Procedures

I. Introduction 
The Student Financial Assistance (SFA) IT Investment Management operating procedures have been developed to provide a detailed description of SFA’s IT funding decision making process.  This document is broken down into the following sections:

IT Investment Management

· Defines the purpose of the investment management process;

· Describes legislative drivers behind the investment management process; and

· Outlines critical success factors for effective IT investment management.

Decision Making Structure

· Defines the role and composition of the executive decision making body, the Investment Review Board (IRB), its working body, the Decision Support Group (DSG), and the individual Business Manager of IT initiatives, in the IT investment management process.

Process Overview

· Presents a high-level process map detailing the integration of IT investment management with strategic planning and capital planning and budgeting; and,

· Provides a brief description of the process to select, control and evaluate SFA’s IT initiatives.

Select Phase

· Establishes a definition for an IT initiative and the categories of IT initiatives;

· Describes the process, tools and roles for assessing and prioritizing IT initiatives to form the SFA IT Portfolio for budget formulation and tracking; and,

· Describes the process, tools and roles for reprioritizing the SFA IT Portfolio when immediate funding needs occur during budget execution.

Control Phase

· Describes the process, tools and roles for assessing the performance of IT initiatives once they have been funded.

Evaluate Phase

· Describes the process, tools and roles for evaluating IT initiatives once complete and for analyzing lessons learned to improve SFA’s select and control phases. 

Appendices 
· Contains the tools, templates and worksheets used to manage the IT investment management process.

II. IT Investment Management 

SFA’s IT investment management process is a business driven approach to managing IT initiatives that links the strategic priorities of SFA to the selection, control and evaluation of IT initiatives.  The focus of the IT investment management process is to ensure that SFA’s business priorities are met by selecting initiatives that best support the goals and objectives of SFA.  This is accomplished by controlling initiatives once they are selected to ensure they are still aligned to SFA priorities and appropriate funding is provided, and by evaluating initiatives after they have been completed to understand any deviations from established benefits, cost and schedule targets.

The IT investment management process provides SFA with:

· Clear accountability for each IT initiative (who is the sponsor, when does it start, when does it end, what are the benefits, how much it will cost, how will it be measured);

· A common understanding of when and how funding decisions are made;

· A process for managing SFA’s entire IT Portfolio;

· A process for consistent and repeatable assessments of all IT initiatives; and,

· Standardized and concise documentation for each IT initiative.

IT Initiative Defined
An IT initiative is any new or existing information technology idea/effort/entity/program identified by SFA personnel or other party that: 

· Pertains to a discrete IT application, technology or IT management process that is controlled, used, in place, or administered by SFA;

· Uses manual, automated, or innovative information technology to directly or indirectly further, add value, advance, improve or help achieve SFA’s mission, goals and performance targets;

· Is feasible, manageable, measurable, explicit and can be narrowly and specifically defined;

· Is expected to involve costs greater than $250,000;

· Can claim clear, specific and measurable value within a predefined timeframe; and,

· Can be sponsored (take ultimate accountability/responsibility) by a specific individual at SFA.

IT Initiative Types

· Enterprise Application Systems– Software applications that directly deliver the products and services of SFA (e.g., Direct Loan Servicing System).

· Infrastructure – Initiatives that support the management and delivery of SFA products and services (e.g., SAIG).

· Research and Development – The exploration of new technologies that may enable SFA to improve products and/or services.
IT Initiative Status

The categories listed below should be used in coordination with the initiative types listed above to describe IT initiatives.  For example, building a system to replace an existing system would be a New Enterprise Application System while adding functionality to an existing system would be an Enhancement to an Enterprise Application System.

· New - The acquisition of a new software application, infrastructure or research and development aimed at adding new business and/or technical functionality (e.g., develop a Subsidiary Ledger System).

· Enhancement – The addition of business and/or technical functionality to an existing system or infrastructure (e.g., provide web accessibility to an Enterprise Application System).

· Maintenance – Modifications to existing applications that are mandated and/or legislatively required (e.g., Y2K compliance).

· Operations – Systems and infrastructure that are currently in use at SFA.  Costs may include: Production, Processing, Key Personnel, system maintenance, Ad Hoc, and FTS2000 (e.g., operate Direct Loan Origination System).
Legislative Drivers
SFA’s IT investment management process is established to comply with several pieces of legislation and guidance:

· The Higher Education Amendments of 1998 which requires SFA to manage the information systems supporting the Service Areas to “improve the level of service”, to “reduce costs”, to “increase accountability of the officials responsible for these programs”, and to establish and achieve “measurable goals and objectives for the organization”;

· The Government Performance and Results Act of 1993 which requires that agencies identify the technology & information needed to achieve their goals and objectives;

· The Information Technology Management Reform Act (ITMRA) of 1996 (Clinger-Cohen Act) which requires each agency to undertake capital planning and investment control by establishing a “process for maximizing the value and assessing and managing risks of IT acquisitions of the executive agency”;

· Executive Order 13011, “Federal Information Technology” which states that executive agencies shall “implement an investment review process that drives budget formulation and the execution of information systems”; and,

· Office of Management and Budget Memorandum M-97-02 (Raines Rules) which provides guidelines for funding approval of IT investments.

· Chief Information Officer's Council, which provides extensive guidance on the creation and maintenance of successful Capital Planning and IT Management processes. 
Guiding Principles

In order to have an effective IT investment management discipline, SFA established these guiding principles to: 

· Design a business driven IT Investment Management Process that is streamlined and practical; 

· Ensure IRB involvement and understanding;

· Ensure program goals & objectives -- defined in the SFA 5-year Plan -- drive the IT investments;

· Capture SFA’s total IT spending;

· Establish a repeatable process that can be expanded for use with other capital investments;

· Integrate with overall budget and strategic planning processes; and,

· Comply with OMB, GAO, and Federal CIO Council guidance for capital planning (e.g., 

A-11 - Planning, Budgeting, and Acquisition of Capital Assets).
· Insure the 'Three Pesky Questions' as articulated in the Raines Rules are addressed including:

1. Does the investment in a major capital asset support core/priority mission functions that need to be performed by the Federal Gvoernment?

2. Does the investment need to be undertaken by the requesting agency because no alternative private sector or governmental source can better support the function?

3. Does the investment support work processes that have been simplified or otherwise redesigned to reduce cost, improve effectiveness, and make maximum use of commercial, off-the-shelf technology?
III. Decision-Making Structure

The decision-making structure that ensures effective IT investment management consists of three groups:

· Business Managers

· The Decision Support Group (DSG)

· The Investment Review Board (IRB)
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Business Manager

The business manager is the person who is ultimately responsible for the IT initiative.  Their role in the IT investment management process includes:

· Conducting preliminary analysis to determine the feasibility of the initiative;

· Providing supporting documentation to request funding for the initiative; 

· Scoring the initiative using IT initiative prioritization criteria;  

· Informing the DSG on the progress of initiatives that have been funded; and, 

· Evaluating initiatives that have been completed.

Business managers are accountable for the IT initiatives and may be supported by project managers in the following activities:  conducting the analysis to determine the feasibility and benefits of the initiative, developing the request, managing the initiative to ensure that goals outlined in the request are met and evaluating the outcome of the initiative after it is completed.

Decision Support Group (DSG) 
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: 

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

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

· Preparing a recommendation memo for the IRB with a prioritized ranking of IT initiatives and recommended funding levels;  

· Monitoring IT initiatives for earned value  estimates documented in the request; 

· Preparing a recommendation memo for the IRB for modification or cancellation of funding for initiatives;

· Updating IT initiative prioritization criteria based upon SFA’s 5-year Plan: and,

· Reviewing evaluations of completed projects to identify "lessons learned".

The DSG meets weekly (more frequent meetings may be necessary during the budget formulation process).

The DSG is comprised of the following people:

· Permanent members include a Chairperson (who may vote only to break a tie) and one representative from each Channel, CIO, COO and CFO each of whom have voting privileges.  One or more alternates support each permanent member. 

· As-needed members include subject matter experts called upon to assist in the review of investments (e.g. technical expertise) (A technical review board may be used to ensure that the initiative is sound and viable from a technical perspective).

Investment Review Board (IRB)
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 based upon recommendations from the DSG, 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 will meet 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 & General Managers, CFO and CIO).

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

[image: image9.wmf]— Decision Making Structure —

•

Consists of

COO/CIO/CFO/Channel 

Mng

•

Is the executive decision-making body, not a working

group

•

Sets priorities and objectives used to assess IT

initiatives

•

Convenes

monthly

 

and as needed

•

Consists of

Permanent (one from each General Manager Organization)

and As-Needed representatives

 

from other IT stakeholder groups (e.g.,

Architecture, Budget and Planning) and is responsible for analyzing

and

validating IT initiatives

•

Is the working body of the 

IRB -- coordinates the IT

investment

management process

•

Makes recommendations to the 

IRB for select, control, and

evaluate

decisions

•

Convenes on a

weekly basis

 

and as needed

•

Is a

business manager

 

from an 

SFA Service Area

•

Ultimately

responsible/accountable

 

for the IT initiative’s benefit (CIO

responsible for product development)

•

Requests IT funding and prioritizes IT initiatives against

established

criteria

•

Responsible for overseeing/managing IT initiatives through the

lifecycle

•

Supported by CIO and acquisition strategy

The 

SFA

 Investment Review

Board (

IRB)

The Decision

Support Group

(

DSG)

               Business Manager

Students

Schools

Fin.

Ptrs

.

— Key Characteristics —

CFO

COO

Support

CIO


IV. Process Overview

Critical to the success of IT investment management is integration with the overall budgeting and strategic planning processes. 
Planning Activities

SFA’s 5-year Performance Plan includes goals, objectives and strategies, which form the basis for aligning investment decisions to SFA’s strategic priorities. Appendix A of the 5-year Plan outlines specific annual performance measures and targets used to measure progress toward the goals and objectives defined in the 5-year Performance Plan.

Investment Management Activities

· IT investment management identifies the IT initiatives which best support SFA in achieving the goals and objectives outlined in the 5-year Performance Plan.  

· IT investment management calls for assessing the progress of IT initiatives against the performance measures and targets established in the Annual Performance Plan.

Budget Activities

· The IT initiatives selected form the SFA IT budget request.

· Budget uses the list of IT initiatives, approved for funding, to monitor request to obligate funds.

Linking strategic planning, investment management, and budgeting activities enables SFA to translate business priorities into IT investment decisions and increase the business value received from its IT initiatives.  
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The SFA IT investment management process consists of three phases – Select, Control and Evaluate.  Adopting this phased approach ensures that each initiative is business driven, financially and technically sound and clearly accounted for.  The Federal CIO Council Capital Planning and IT Investment Committee’s self-assessment criteria (http://cio.doe.gov/capitalplanning) will be used to monitor the SFA IT investment management process.
Select
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 SFA established decision-making approach, a standard set of criteria for assessing and ranking investments.  All IT initiatives selected for funding formulate the SFA IT Portfolio.  General Managers and the CFO and CIO 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.
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Control
In the Control phase, IT initiatives are monitored against costs, benefits and schedule targets and are periodically assessed to ensure that they are still aligned to SFA goals and priorities.  Most importantly, the control phase serves as an opportunity for 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.

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 actuals 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.

V. Select

Select Process - Budget Formulation
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The select process, conducted as part of budget formulation, assesses and prioritizes new initiative ideas and existing IT initiatives resulting in the selection of initiatives that form the SFA IT Portfolio.  The following key terms/tools will be used throughout the select process:

· Feasibility – An initial, preliminary assessment by the business manager to determine if an IT initiative idea meets a set of minimum criteria (e.g., economically feasible, technically possible, functionally reasonable.)   This determination concludes whether the initiative should be pursued any further.

· Initial Project Request - An initial summary of key characteristics and value provided by the initiative prepared for DSG and IRB review.  The Initial Project Request is prepared and approved in advance of the resource investment required of a Business Case to insure resources are not wasted.  The Initial Project Request is generated through the IRB database tool.

· Business Case – Thorough, rigorous analysis used to determine the value provided by an IT initiative (see Appendix E).  

· IT Funding Request – Accompanies the Business Case and required for each initiative when requesting funding.  Summarizes the key characteristics and value provided by the initiative.  Also includes the cost, schedule and benefits used to track the progress of the initiative during the control phase.  The IT Funding Request is generated through the IRB database.

· Initiative Ranking Tool – Mechanism used to rank initiatives based on established decision making criteria and weights (see Appendix C).  The Initiative Ranking Tool is provided through the IRB database.

· SFA IT Portfolio – Summary of SFA IT initiatives and the essential characteristics packaged for IRB review and approval of each IT initiative.  The Portfolio is created and updated by the DSG. 

· Recommendation Memo – DSG produced briefing memo used to recommend IT initiatives and funding levels to the IRB (see Appendix E).

Select Process  - Budget Formulation

#
Activity
Tools Used
Output/Outcome
Responsible 

1
Develop/Update Initial Project Request (Business Case may be prepared)
IRB database
(Where Business Manager is prepared to develop Busienss Case process may begin at Activity #5)
· Decision to move forward with a formal request

· Initial Project Request developed or updated 
Business Manager

2
Rank Initiative
IRB database
Each IT initiative is ranked and scored against SFA priorities
Business Manager

3
Prioritize Initiatives
· Initial Project Requests

· IRB database

· DSG Recommendation Memo
Recommended IT initiatives in a Memo to the IRB
DSG

4
Recommend SFA IT Portfolio initiatives for development of Business Case
· DSG Recommendation Memo 

· Initial Project Requests

· IRB database

· SFA IT Portfolio
Approved initial SFA IT Portfolio initiatives for development of Business Cases
IRB

5
Develop Business Case
· IRB database

· Cost Benefit Analysis Workbook
· IT Funding Request developed and supported by business case.

· Business Case
Business Manager

6
Re-rank Initiative
· IRB database
Each IT initiative is ranked and scored against SFA priorities
Business Manager

7
Re-prioritize Initiatives
· IT Funding Requests

· IRB database

· DSG Recommendation Memo

· SFA IT Portfolio

· Business Case
Recommended SFA IT Portfolio in a Memo to the IRB
DSG

8
Approve SFA IT Portfolio initiatives and fund
· DSG Recommendation Memo 

· IT Funding Requests

· IRB database

· SFA IT Portfolio

· Business Case
Approved SFA IT Portfolio initiatives and fund
IRB

Below, on Pages 14-18, each select process activity above (#1-8) is broken down into its components.

Activity 1 – Develop/Update Initial Project Request
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The first three steps in this activity serve as a screening process to filter out initiatives that are considered ‘not feasible’.  These steps should be taken before significant time is spent completing the Initial Project Request.  Business managers are accountable for completing the Initial Project Request but can receive support from project managers and other employees.

#
Task
Tool Used
Output/Outcome
Responsible

1.1
Gain approval from supervisor to determine the feasibility of the initiative idea
N/A
Approval to move forward and determine the feasibility of the initiative
Any employee

1.2
Determine whether the initiative is economically feasible, technically possible and functionally reasonable
Internal Channel initiative review process
· Feasibility of initiative determined

· Decision made to create initial request
Any employee

1.3
Identify the business manager
N/A
Business Manager identified
General and Other Mangers

1.4
Conduct analysis to develop the Initial Project Request
· IRB database

· Initial Project Request
Analysis started and impacted parties involved 
Business Manager 

1.5
Complete the Initial Project Request (or Business case if appropriate)
· IRB database
Initial Project Request completed
Business Manager 

Activity 2 – Rank Initiatives
After conducting the analysis to complete the Initial Project Request, the business manager ranks the initiative using the Initiative Ranking Tool available in the IRB database.  The score derived provides an objective and rational mechanism for ranking IT initiatives (linked to SFA priorities) and is submitted to the DSG along with the Initial Project Request. 

#
Task
Tool Used
Output/Outcome
Responsible

2.1
Rank the initiative 
Initiative Ranking Tool
Initiative ranked
Business Manager

2.2
Submit the Initiative Ranking Tool with the Initial Project Request to the DSG (attach business case if available)
· Initiative Ranking Tool

· Initial Project Request
Initiative Ranking Tool and Initial Project Request submitted to the DSG
Business Manager

Activity 3 – Prioritize IT initiatives

The DSG prioritizes the initiatives based on information in the Initial Project Requests and the initiative's rank.  Thereafter, the DSG develops the SFA IT Portfolio and prepares a memorandum to forward the Portfolio to the IRB. 

#
Task
Tool Used
Output/Outcome
Responsible

3.1
Receive Initial Project Requests and Initiative Ranking from Business Managers
· IRB database

- Initiative Ranking Tool
Initial Project Requests and Initiative Ranking 
DSG

3.2
Review Initial Project Requests and assess Initiative Ranking
· IRB database

- Initiative Ranking Tool
Initial Project Requests and Initiative Ranking Tool reviewed (recommend adjustment if necessary)
DSG

3.3
Provide additional information to clarify issues with initiatives/ranking
· Initial Project Request

· Initiative Ranking Tool


Issues clarified and rank adjusted (if necessary)
Business Managers 

3.4
Review and rank all IT initiatives
Initiative Ranking Tool
IT initiatives ranked
DSG

Activity 4 – Recommend/Approve SFA IT Portfolio initial projects for Development of Business Case

The IRB convenes once a month and reviews any Initial Project Request in the SFA IT Portfolio.  Members of the IRB receive the DSG Select Recommendation Memo and SFA IT Portfolio prior to meeting, providing the opportunity for review and clarification of any issues with the Initial Project Request.  The outcome of the IRB meeting is a list of initiative approved for development of Business Cases, which is documented in the SFA IT Portfolio.
#
Task
Tool Used
Output/Outcome
Responsible

4.1
Develop SFA IT Portfolio 
SFA IT Portfolio
SFA IT Portfolio developed
DSG

4.2
Develop DSG Select Recommendation
DSG Select Recommendation Memo
Recommendation Memo developed
DSG

4.3
Communicate initial  recommendations to the business managers
DSG Select Recommendation Memo
Recommendations communicated to business managers
DSG

4.4
Submit DSG Select Recommendation Memo, SFA IT Portfolio and Initial Project Requests to the IRB
SFA IT Portfolio

DSG Select Recommendation Memo

Initial Project Request
DSG Select Recommendation Memo, SFA IT Portfolio and Initial Project Requests submitted to the IRB
DSG

4.5
Review DSG Select Recommendation Memo and SFA IT Portfolio
DSG Select Recommendation Memo 


Ask for clarification or additional information
IRB

4.6
Provide additional information to clarify issues with initiatives (if necessary)
Meeting with business manager
Issues clarified
Business Managers and DSG

4.7
Convene IRB meeting to select IT initiatives
· SFA IT Portfolio 

· Initial Project Requests
Meeting held
IRB

4.8
Approval of the Initial Project Request
· DSG Select Recommendation Memo 

· Initial Project Requests
Approve Initial Project Request for development of Business Cases
IRB

After the Investment Review Board selects initiatives for development of detailed Business Cases the Budget staff develops an initial budget and the Acquisition Office develops its initial Acquisition Forecast. 

Activity 5 – Develop Business Case
After the Investment Review Board selects initiatives for development of detailed Business Cases the Business Manager conducts detailed analysis and market research in order to support the Business Case.  The Business Case is supported by a IT Funding Request and a Cost-Benefit Analysis. 

#
Task
Tool Used
Output/Outcome
Responsible

5.1
Conduct detailed analysis to develop Business Case including performance metrics and Cost Benefit
· IRB database

· IT Funding Request

· Cost Benefit Workbook
Analysis started and impacted parties involved 
Business Manager 

5.2
Complete the Business Case
· IRB database
Business Case Completed
Business Manager 

Activity 6 – Rank Initiatives

IT initiatives are re-ranked based on information in the Business Cases using the Initiative Ranking Tool.  Once the initiatives are re-ranked, the DSG reviews the information provided in the request and prioritizes the initiatives. 

#
Task
Tool Used
Output/Outcome
Responsible

6.1
Re-rank the initiative 
Initiative Ranking Tool
Initiative ranked
Business Manager

6.2
Submit the Initiative Ranking Tool with the Business Case to the DSG 
· Initiative Ranking Tool

· IT Funding Request
Initiative Ranking Tool and Business Case submitted to the DSG
Business Manager

Activity 7 – Re-prioritize Initiatives

Multiple funding scenarios are developed based on input from the SFA budget staff.  The DSG produces a Recommendation Memo along with the SFA IT Portfolio that is forwarded to the IRB.  The SFA IT Portfolio is a package, which includes the most significant details regarding the characteristics of each initiative along with the recommended funding level for each initiative.

#
Task
Tool Used
Output/Outcome
Responsible

7.2
Develop funding level scenarios based on estimates from SFA Budget personnel
SFA budget projections
Three funding scenarios developed (best/likely/worst case)
DSG

7.3
Update SFA IT Portfolio 
SFA IT Portfolio
SFA IT Portfolio developed/updated
DSG

7.4
Develop DSG Select Recommendation Memo (Indicate funding recommendations)
DSG Select Recommendation Memo
Recommendation Memo developed
DSG

7.5
Communicate recommendations to the business managers
Recommendation memo
Recommendations provided to business managers
DSG

7.6
Develop DSG Select Recommendation Memo, and SFA IT Portfolio
SFA IT Portfolio
DSG Select Recommendation Memo, SFA IT Portfolio
DSG

Activity 8 – Approve SFA IT Portfolio Initiatives and Fund

The IRB convenes once a month and reviews the SFA IT Portfolio.  Members of the IRB receive the DSG Select Recommendation Memo and SFA IT Portfolio before meeting, providing the opportunity for review and clarification of any issues with the Initial Project Request.  The outcome of the IRB meeting is a final approved SFA IT Portfolio.
#
Task
Tool Used
Output/Outcome
Responsible

8.1
Convene IRB meeting to select IT initiatives
· SFA IT Portfolio

· DSG Select Recommendation Memo
Meeting held
IRB

8.2
Approval of SFA IT Portfolio 
· DSG Select Recommendation Memo 

· SFA IT Portfolio 
Approve SFA IT Portfolio
IRB

8.3
Update the SFA IT Portfolio  
SFA IT Portfolio 
Adjustments made to the SFA IT Portfolio
DSG

8.5
Provide final SFA IT Portfolio to Budget office
· SFA IT Portfolio

· Business cases
OMB 300B developed 
SFA Budget Staff

8.6
Reprioritize IT Portfolio due to OMB passback or budget approval by Congress (start at 7.2)
· OMB passback

· Approved budget (by Congress)
Reprioritized IT budget
· DSG

· IRB

After the Investment Review Board selects initiatives, the Budget staff incorporates each initiative selected by the IRB into the SFA IT budget.  An OMB 300B, Capital Asset Plan and Justification is completed based on the information contained in the SFA IT Portfolio.  The SFA IT budget is provided to Budget Services for inclusion in the Department of Education budget submission to the Office of Management and Budget (OMB).  

OMB reviews the budget submission and provides revisions/comments/questions back to the Department of Education (passback in mid-November).  Adjustments and/or additional justification are provided by Education.  In January, the Education budget is included in the Presidential budget request sent to Congress.  Congress reviews the budget and makes modifications based on the results of its debates.  Representatives from the Department of Education may be called on to provide justification for budget items.  Congress approves the budget in the fall and appropriations are received soon thereafter.  Once appropriations are received, the initiatives can begin.

Changes to the budget may occur due to OMB passback or when Congress approves the budget.  These changes may necessitate the need to convene an IRB meeting to reprioritize the IT budget.

Select Process - Budget Execution (for Immediate Funding Needs)
The select process addresses requests for immediate funding when initiatives that are mandated or urgent are identified.  Approval of these IT initiatives and their subsequent incorporation into the SFA IT Portfolio budget results in the need to reprioritize the current SFA IT Portfolio.  As a result of this reprioritization, existing initiatives may lose some, if not all of their funding during the fiscal year, may be put on hold or even cancelled.  In extreme cases, the IRB may recommend and endorse a supplemental budget request, which would follow existing budgetary policies and procedures. 

This process is similar to the select process for budget formulation described on the previous pages.  However, there are slight differences in approval of initiatives and funding of initiatives as described on Pages 20-22 below.
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Select Process - Budget Execution (for Immediate Funding Needs)

#
Activity
Tools Used
Output/Outcome
Responsible 

1
Develop/Update Initial Project Request
IRB database
· Business Manager decision to move forward with formal request

· Initial Project Request developed/updated  
Business Manager 

2
Score IT Initiative
· IRB database

- IT Initiative Ranking Tool
Each IT initiative is scored against SFA priorities
Business Manager

3
Provide recommendation for new IT initiatives
· Initial Project Requests

- Initiative Ranking Tool 

· SFA IT Portfolio 

· DSG Select Recommendation Memo
Recommendations for new IT initiatives and funding changes to existing IT initiatives included in a DSG Select Recommendation Memo 
DSG

4
Approve/Deny new IT initiatives
DSG Select Recommendation Memo
New IT initiatives approved/denied by the IRB 
IRB 

5
Implement IRB and DSG Decisions 
SFA IT Portfolio 
· SFA IT Portfolio adjusted

· Approved IT initiatives started
Business Managers

Activity’s 1 and 2 follow the same steps as the select process for budget formulation.  After developing an Initial Project Request and scoring the IT initiative, the existing SFA IT Portfolio is reprioritized to incorporate the new IT initiative(s).  The following pages detail out Activities 3 through 5, which outline the process for reprioritizing the SFA IT Portfolio and adjusting the SFA IT budget.

Activity 3 – Provide Recommendation for new IT initiatives 

#
Task
Tool Used
Output/Outcome
Responsible

3.1
Develop recommendation for new IT initiatives


· Initial Project Requests

· Initiative Ranking Tool

· SFA IT Portfolio
Recommendations for approval/denial of new IT initiatives and funding changes to existing IT initiatives developed
DSG



3.2
Determine necessary changes in funding to accommodate new IT initiative(s) (may include cancellation or modification of funding for existing IT initiatives or locating available funding due to revised funding estimates, etc.) 
SFA IT Portfolio
Funding for recommended IT initiatives located (may result in funding changes to existing IT initiatives)
DSG



3.3
Develop and submit DSG Select Recommendation Memo to the IRB
· DSG Select Recommendation Memo

· SFA IT Portfolio
Recommended funding changes to accommodate new IT initiatives included in a recommendation memo for the IRB 
DSG

3.4
Inform business managers of the potential changes to the SFA IT Portfolio 
E-mail
Recommended changes to the SFA IT Portfolio communicated to business managers
DSG

Activity 4 – Approve/Deny new IT initiatives

#
Task
Tool Used
Output/Outcome
Responsible

4.1
Review DSG Select Recommendation Memo and Updated SFA IT Portfolio
· DSG Select Recommendation Memo

· SFA IT Portfolio 
DSG Select Recommendation Memo and Updated SFA IT Portfolio reviewed
IRB

4.2
Provide additional information to clarify issues with initiatives (if necessary)
· Business case (if available)

· Meeting with business manager
Issues clarified
· Business Managers 

· DSG

4.3
Approve/deny funding changes to the SFA IT Portfolio 
· DSG Select Recommendation Memo 

· SFA IT Portfolio

· Initial Project Requests
Changes to the SFA IT Portfolio approved/ denied
IRB

Activity 5 – Implement IRB Decisions  

#
Task
Tool Used
Output/Outcome
Responsible

5.1
Communicate the ‘approved’ changes to the SFA IT Portfolio to business managers
SFA IT Portfolio 
· Updated SFA IT Portfolio communicated to all business managers

· Approved IT initiatives started
· DSG

· Business Managers

5.2
Make necessary adjustments to the SFA IT budget 
SFA IT Portfolio
SFA IT Portfolio updated to reflect the new IT initiative(s) and modifications made in funding to existing IT initiative(s)
SFA Budget Staff

VI. Control 

The purpose of the control phase is to ensure that IT initiatives are achieving proposed benefits and to enable early identification of issues that may impact the cost, schedule or the benefit realization timeframe for IT initiatives.  The control serves as the forum for raising issues and for ensuring that IT funding is allocated to the initiatives that best support SFA priorities.   

Business managers establish an investment control review schedule when submitting the Initial Project Request.  Once the IT initiative is funded and begins, Investment Control Worksheets are submitted to the DSG at the established milestone dates for new, enhancement, and maintenance initiatives and quarterly for operational initiatives.  These reviews serve as an opportunity for business managers to elevate significant issues to management that may impact the cost, schedule and/or benefits of the initiative.

The DSG reviews the Investment Control Worksheets once a month and forwards their recommendations to the IRB for approval.  Once approved, the business managers implement the decisions. 

Control Roles

Business Manager
Decision Support Group

· Management of IT initiatives

· Oversee the IT initiative development team

· Manage the schedule 

· Manage the costs 

· Manage the scope

· Measure the benefits

· Identify and elevate issues that have impacted (or may impact) the funding of an IT initiative for management attention
· Review Investment Control Worksheets to identify significant cost overruns and schedule slippages and respond to issues raised by business managers to determine if funding changes to the SFA IT Portfolio are necessary



Control Process
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#
Activity
Tools Used
Output/Outcome
Responsible 

1
Complete Investment Control Review
Investment Control Worksheet 
Investment Control Worksheet completed and submitted to the DSG 
Business Managers

2
Develop Funding Change Recommendations 
· Investment Control Worksheets

· DSG Control Recommendation Memo
· Progress reviewed and issues identified

· Recommended funding changes included in a recommendation memo to the IRB
DSG

3
Approve/Deny Funding Changes 
· Investment Control Worksheets

· DSG Control Recommendation Memo
Funding changes approved/denied by the IRB
IRB

4
Implement Funding Changes
· SFA IT Portfolio
· Funding changes implemented

· SFA IT Portfolio adjusted
· Business Managers

· SFA Budget staff

The following pages detail the activities, tasks and tools used to control IT initiatives. 

Activity 1 – Complete Investment Control Review

The business manager establishes an investment control schedule when submitting the Initial Project Request.  New, enhancement and maintenance initiatives are reviewed at established milestone dates.  Operational initiatives should be reviewed when deemed necessary.

#
Task
Tools Used
Output/Outcome
Responsible 

1.1
Complete Investment Control Worksheet 
Investment Control Worksheet 
Investment Control Worksheet completed 
Business Manager 

1.2
Submit Investment Control Worksheet to DSG
Investment Control Worksheet
Investment Control Worksheet submitted to the DSG
Business Manager

Activity 2 – Develop Funding Change Recommendations

#
Task
Tools Used
Output/Outcome
Responsible 

2.1
Review Investment Control Worksheets 
Investment Control Worksheets
Progress reviewed and issues identified
DSG

2.2
Develop recommendations for funding changes to IT initiatives (indicate recommendation on the Investment Control Worksheet) 
DSG Control Recommendation Memo
Recommended funding changes included in a recommendation memo to the IRB
DSG

2.3
Submit the DSG Control Recommendation Memo and Investment Control Worksheets to the IRB
· DSG Control Recommendation Memo

· Investment Control Worksheets
DSG Control Recommendation Memo and Investment Control Worksheets submitted to the IRB
DSG

Activity 3 – Approve/Deny Funding Changes

The IRB receives a recommendation memo and Investment Control Worksheets (if funding changes are recommended).  After reviewing the recommended changes, the IRB will determine if a meeting is necessary (outside of the quarterly IRB meetings).  The IRB should meet only if there is disagreement among the IRB members regarding the recommendations. 

#
Task
Tools Used
Output/Outcome
Responsible 

3.1
Review DSG Control Recommendation Memo and Investment Control Worksheets
· DSG Control Recommendation Memo

· Investment Control Worksheets
Recommendations reviewed
IRB

3.2
Convene IRB meeting to approve/deny recommendations
· DSG Control Recommendation Memo

· Investment Control Worksheets
IRB meeting held and recommendations approved/denied
IRB

#
Task
Tools Used
Output/Outcome
Responsible 

3.3
Approve/deny changes to SFA IT Portfolio

(indicate recommendations on the Investment Control Worksheet)
· DSG Control Recommendation Memo

· Investment Control Worksheets
Changes approved/denied by IRB
IRB

Activity 4 – Implement Funding Changes

#
Task
Tools Used
Output/Outcome
Responsible 

4.1
Receive approved changes to the SFA IT Portfolio and make adjustments accordingly 
SFA IT Portfolio
· SFA IT Portfolio updated
· DSG

· SFA Budget Staff

4.2
Communicate ‘approved’ SFA IT funding changes to business managers
Updated SFA IT Portfolio 
· Changes to the SFA IT funding communicated to business managers

· Funding changes implemented
· DSG

· Business Managers

It is important to remember that the DSG’s role in monitoring IT initiatives is not to ‘police’ IT initiatives but instead to act as a forum for raising significant issues with IT initiatives.  The business manager and project manager maintains the responsibility for day-to-day management of IT initiatives.

VII. Evaluation

The evaluation phase calls for post-implementation reviews of IT initiatives 3-12 months after they have been completed.   The purpose of the post-implementation review is to determine how well the initiative is achieving intended benefits as well as documenting ‘lessons learned’.  The DSG focuses on the ‘lessons learned’ to continuously ensure that SFA selects the right IT initiatives and makes accurate and timely decisions to control IT initiatives.

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 for implementation.  For example, post-implementation reviews may identify that estimated costs frequently differ significantly from actual costs.  The recommendation may be to build a standardized, reliable cost estimation methodology.  

If the business manager is already conducting a post-implementation review as part of their initiative, the DSG post-implementation review is not necessary.  A copy of the business manager’s post-implementation review is sufficient for the DSG (as long as it addresses cost, schedule and benefits).  

The following pages detail out the activities, tasks and tools used to assess IT initiatives that have been completed and to continuously improve the IT investment management process.

Evaluate Process

#
Activity
Tools Used
Output/Outcome
Responsible 

1
Complete Post-Implementation Review 
Post-Implementation Review Worksheet
Post-Implementation Review Worksheet completed and submitted to the DSG
Business Managers

2
Analyze Lessons Learned
· Post-Implementation Review Worksheets

· DSG Evaluate Recommendation Memo
· Lessons learned (trend analysis) completed

· Areas for improvement identified

· Recommendation memo submitted to IRB
DSG

3
Approve/deny recommendations
DSG Evaluate Recommendation Memo
Recommendations reviewed and approved/denied by IRB
IRB

4
Implement IRB recommendations
DSG Evaluate Recommendation Memo
· Necessary initiatives initiated

· Operating procedures updated to address recommendations 
· IRB

· Business Managers

Activity 1 – Complete the Post-Implementation Review 

A post-implementation review is requested 3-12 months after the IT initiative is completed.  If the business manager has completed or is planning to complete a post-implementation review as part of his/her initiative, this step can be skipped (as long as it includes cost, schedule and benefits).  Otherwise, the business manager should proceed with completing the Post-Implementation Review worksheet. 

#
Task
Tools Used
Output/Outcome
Responsible 

1.1
Complete the Post-Implementation Review Worksheet 
Post-Implementation Review Worksheet
Post-Implementation Review Worksheet completed
Business Manager



1.2
Submit the Post-Implementation Review Worksheet to the DSG
Post-Implementation Review Worksheet
Post-Implementation Review Worksheet submitted to the DSG
Business Manager

Activity 2 – Analyze Lessons Learned 

At least annually, the DSG identifies trends/areas for improvement based on the lessons learned and develops recommendations for improving the investment management processes.  At least one monthly DSG meeting is spent on post-implementation reviews.  The exercise focuses on identifying ‘lessons learned’ from past experiences based upon information contained in the Initial Project Requests, Initiative Ranking Tools, Investment Control Worksheets and Post-Implementation Reviews. 

#
Task
Tools Used
Output/Outcome
Responsible 

2.1
Review the Post-Implementation Review Worksheet prior to the DSG meeting
Post-Implementation Review Worksheet
Post-Implementation Review Worksheet reviewed by DSG members prior to the DSG meeting
DSG

2.2
Discuss post-implementation review findings at the DSG meeting
· Investment Control Worksheets

· Post-Implementation Review Worksheet
Lessons learned for investment management process extracted
DSG

2.3
Determine trends and areas for improvement
N/A
· Areas for improvement identified

· Recommendations developed
DSG

2.4
Develop DSG Evaluate Recommendation Memo
DSG Evaluate Recommendation Memo
DSG Evaluate Recommendation Memo developed
DSG

2.5
Submit DSG Evaluate Recommendation Memo to IRB
DSG Evaluate Recommendation Memo
DSG Evaluate Recommendation Memo submitted to IRB
DSG

Activity 3 – Approve/Deny Recommendations  
#
Task
Tools Used
Output/Outcome
Responsible 

3.1
Review the DSG Evaluate Recommendation memo
DSG Evaluate Recommendation Memo
DSG Evaluate Recommendation Memo reviewed
IRB

3.2
Convene IRB meeting to approve/deny recommendations (part of monthly meeting)
DSG Evaluate Recommendation Memo 
IRB meeting held and recommendations approved/denied
IRB

Activity 4 – Implement IRB Recommendations  

#
Task
Tools Used
Output/Outcome
Responsible 

4.1
Approved recommendations communicated to DSG
N/A
Approval/denial of recommendations communicated to the DSG
IRB

4.2
Implement approved recommendations
· Operating procedures

· Special Initiatives
· Necessary initiatives initiated

· Operating procedures updated to address recommendations
· DSG

· Business Managers
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Voting and non-voting members for







SFA’s IRB







Voting







•







COO (Chair)







•







General Manager - Schools







•







General Manager - Students







•







General Manager - Financial







Financial Partners







•







SFA CIO







•







SFA CFO







Non-voting Department







Representatives







•







CIO







•







CFO







•







Director of Budget Service







•







IG







Non-voting SFA Representatives







•







DSG and ad hoc subject matter







experts (as needed)







•







COO Support







•







Ad hoc members from areas







that are impacted







•







Union
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— Decision Making Structure —







•







Consists of 







COO/CIO/CFO/Channel Mng















•







Is the executive decision-making body, not a working group







•







Sets priorities and objectives used to assess IT initiatives







•







Convenes 







monthly







 and as needed







•







Consists of 







Permanent (one from each General Manager Organization)







and As-Needed representatives







 from other IT stakeholder groups (e.g.,







Architecture, Budget and Planning) and is responsible for analyzing and







validating IT initiatives







•







Is the working body of the IRB -- coordinates the IT investment







management process







•







Makes recommendations to the IRB for select, control, and evaluate







decisions







•







Convenes on a 







weekly basis







 and as needed







•







Is a 







business manager







 from an SFA Service Area







•







Ultimately 







responsible/accountable







 for the IT initiative’s benefit (CIO







responsible for product development)







•







Requests IT funding and prioritizes IT initiatives against established







criteria







•







Responsible for overseeing/managing IT initiatives through the lifecycle







•







Supported by CIO and acquisition strategy







The SFA







 Investment Review







Board (IRB)







The Decision







Support Group







(DSG)







               Business Manager







Students







Schools







Fin. 







Ptrs







.







— Key Characteristics —







CFO







COO







Support







CIO
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Investment Management Process







		Screen

		Score

		Select



		Conduct Post-Implementation Review to determine project and process adjustments

		Apply “lessons-learned”



Select

How do you know you have selected the best projects?

		Conduct Control Reviews to monitor progress

		Take corrective action



Control

What are you doing to ensure that the initiative will deliver projected benefits?

Evaluate

Based on your evaluation; did the IT initiative deliver what you expected?







IT Initiative Prioritization Model

		Financial Value

		Non-Financial Value

		Financial Risk

		Non-Financial Risk
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