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I. Introduction 
The Office of Student Financial Assistance (SFA) IT Investment Management operating procedures are being developed to provide a detailed description of SFA’s IT funding decision making process.  This document is the initial draft of the specific procedures necessary for staff in the Channels, CIO and CFO to support this process.  This document is meant to be a stand-alone reference guide for Channel personnel that discusses their roles, responsibilities, and procedures for participation in this process.  This initial document will require additional chapters as the process matures and other phases of the IT Investment Management Process are implemented.  It is organized into the following sections:

Introduction

· Defines the purpose of the investment management process; 

Channel Decision Making Structure

· Defines the role the individual Originator and Business Sponsor of IT initiatives; the roles and composition of the Channel decision making body, the Channel Decision Group (CDG), the SFA Decision Support Group (DSG) its working body, in the IT investment management process, and the Investment Review Board (IRB),

Process Overview

· The following sections describe the Channel personnel’s participation in the various Phases and overall IT investment management process.

· 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,

· 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 
· Provides Supplementary Information on the SFA IT Investment Management Process

· Contains the tools, templates and worksheets used to manage the Channel’s role in the IT investment management process.

II.  Channel Decision-Making Structure

The Channel’s decision-making structure to support IT investment management consists of three groups:

· Originators and Business Sponsors

· The Channel Decision Group (CDG)
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The General Manager or Designee

Originator


An Originator is any individual in the organization that has an idea for a change in the IT applications or processes.   The Originator’s role is to initiate a requirement for change by validating the idea with his or her supervisor and appropriate system staff.  Once validated, the Originator would complete a School Channel Preliminary IT Initiative Funding Request form and submit it to the CDG.

Business Sponsor  

A business sponsor 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 sponsors are accountable for the IT initiative 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. 

Channel Decision Group (DSG) 
The CDG is the Channel’s decision-making body, along with the General Manager or designee.  The CDG is responsible for approving or disapproving all Channel IT Initiative Requests.  The CDG conducts an on going “across-the-board” analysis and review of all proposed IT initiatives and manages the Channel’s IT investment management process by: 

· Providing and supporting the administrative process used by Channel to staff to initiate an IT request

· Coaching business sponsors in the analysis of initiatives and development of requests

· Receiving and reviewing requests and IT initiative prioritization scores from business sponsors

· Preparing a forwarding memo for the DSG with a prioritized ranking of Channel IT initiatives and recommended funding levels  

· Monitoring Channel IT initiatives against cost, schedule, and benefit estimates documented in the request and addressing funding issues that may arise 

· Preparing a request memo for the DSG for modification or cancellation of funding for initiatives

· Updating Channel IT initiative prioritization criteria based upon SFA’s strategic direction

The CDG meets monthly (more frequent meetings may be necessary during the budget formulation process).  The CDG is comprised of the following people:

· Permanent members include a Chairperson (who may vote only to break a tie) and one representative from each operating area within the School Channel, each of who 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).

General Manager or Designee
Each Channel’s General Manager, the CFO, and CIO have the ultimate responsibility for the IT investment management and initiatives within their particular organization.  Each manager will determine his or her level of participation and approval of decisions of the CDG.

III.   SFA IT Investment Process Overview

The SFA IT investment management process consists of three phases – Select, Control and Evaluate.  Adopting this phased approach ensures that each IT initiative is business driven, financially sound, technically sound and clearly accounted for. 

[image: image4.wmf]
Select

The Select phase is conducted in two different ways.

1. Annually as part of the budget formulation cycle, or
2. Anytime during budget execution (anytime it is not for budget formulation during the year) for IT initiative requests that are deemed ”immediate needs.” 
It is during the Select phase that Channel participation and procedures are most involved in the IT investment management process.  This phase and how the Channels participate in it are the focus of this initial draft Channel procedures.

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 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.

The following key terms/tools will be used to throughout the select process:

· Feasibility – An initial, preliminary assessment by the business sponsor 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.

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

· Preliminary Channel IT Initiative Request – Required for each IT initiative when requesting funding.  Summarizes the key characteristics and value provided by the IT initiative.  Also includes the cost, schedule and benefits used to track the progress of the initiative during the control phase (see Appendix E).

· IT Initiative Scoring Sheet – Mechanism used to score IT initiatives based on established decision making criteria and weights (see Appendix F).

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 sponsor to raise issues that have impacted (or may impact) the cost, schedule or benefits realization timeframe.  The DSG reviews issues raised by business sponsors 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 IT Initiative 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.

School Channel participation and procedures in the Control and Evaluate phases will be detailed in a later version of the Channel procedures.

Channel Select Process - Budget Formulation
Each year during April, the IT Investment Review Board will require the Channels and other SFA entities desiring IT investments to provide their IT initiative requests for consideration in the next IT budget.  This process is time dependent and is bound by budgetary and OMB requirements.  The select process, conducted as part of budget formulation, assesses and prioritizes new IT initiative ideas and existing IT initiatives resulting in the selection of IT initiatives that form the SFA IT Portfolio.  

Overview

#
Activity
Tools Used
Output/Outcome
Responsible 

1
Develop/ Update IT Initiative Request
Channel Preliminary IT Initiative Request (CP ITI Request)

(business case as necessary)
· Decision to move forward with a formal request

· CP ITI Request developed or updated 
Originator/ Business Sponsor

2
Score IT Initiative
IT Initiative Scoring Sheet
Each IT initiative is scored against SFA priorities
Business Sponsor

3
Prioritize IT Initiatives
· CP ITI Requests

· IT Initiative Scoring Sheets

· CDG Select Recommendation Memo
Recommended IT initiatives and funding levels included in a Recommendation Memo to the GM
CDG

4
Approve/Select Channel IT Portfolio
· DSG Select Recommendation Memo 

· IT Initiative Requests

· IT Initiative Scoring Sheets

· DSG Database


Approved Channel IT Portfolio submitted to DSG
GM/Designee and/or CDG

Activity 1 – Develop/Update Channel Preliminary IT Initiative Request

The first three steps in this activity are exclusive to new, enhancement and maintenance (see Appendix ?? for definitions) IT initiatives and 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 CP IT Initiative Request.  Business sponsors are accountable for completing the CP IT Initiative 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 IT initiative idea
N/A
Approval to move forward and determine the feasibility of the IT initiative
Any employee/ Originator

1.2
Determine whether the IT initiative is economically feasible, technically possible and functionally reasonable
Minimum criteria to determine feasibility  
· Feasibility of IT initiative determined

· Decision made create formal request
Originator with project manager or COTR

1.3
Identify the business sponsor
N/A
Business sponsor identified
General and Subordinate Mangers

1.4
Conducting analysis to develop/update the CP IT Initiative Request (involve those impacted by the initiative)
· Business Case Template (as needed)

· CP IT Initiative Request
Analysis started and impacted parties involved 
Business Sponsor 



1.5
Complete the CP IT Initiative Request
· Business Case Template (as needed)

· CP IT Initiative Request
CP IT Initiative Request completed/ updated (business case may also be created)
Business Sponsor 

1.6
Notify other Channels of affected SFA entities of Initiatives requiring reciprocal changes in other systems
· Convene IPT to develop coordinated submissions
Coordinated IT Initiatives are submitted by all affected entities
Business sponsor

Activity 2 – Score IT Initiative

After conducting the analysis to complete the CP IT Initiative Request, the business sponsor scores the initiative using the IT Initiative Scoring Sheet.  The IT initiative prioritization score provides an objective and rational mechanism for ranking IT initiatives (linked to SFA priorities) and is submitted to the CDG along with the IT Initiative Request. 

#
Task
Tool Used
Output/Outcome
Responsible

2.1
Score the IT initiative 
IT Initiative Scoring Sheet
IT initiative scored
Business Sponsor

2.2
Peer review 
IT Initiative Scoring Sheet
IT Initiative Scoring Sheet reviewed and validated by peers (perhaps COTR)
Business Sponsors

2.3
Submit the IT Initiative Scoring Sheet with the IT Initiative Request to the CSG (attach business case if available)
· IT Initiative Scoring Sheet

· CP IT Initiative Request
IT Initiative Scoring Sheet and CP IT Initiative Request submitted to the CDG
Business Sponsor

2.4
Key Initiative into DSG Database
· DSG Database
IT Initiative keyed into DSG database
CDG      

Activity 3 – Prioritize IT initiatives

IT initiatives are ranked based on information in the CP IT Initiative Requests and the IT Initiative Scoring Sheet.  Once the IT initiatives are ranked, the CDG should review the information provided in the request and prioritize the IT initiatives. Multiple funding scenarios may be developed based on input from the Channel budget staff.  The CDG produces a Recommendation Memo that is forwarded to the GM or her designee.  The Recommendation Memo contains a spreadsheet of all IT initiatives that includes the most significant details regarding the characteristics of each proposed IT initiative along with the recommended funding level for each initiative.

#
Task
Tool Used
Output/Outcome
Responsible

3.1
Receive CP IT Initiative Requests and IT Initiative Scoring Sheet from Business Sponsors (receive business case if available) 
· CP IT Initiative Request

· IT Initiative Scoring Sheet

· Business Case        
CP IT Initiative Requests and IT Initiative Scoring Sheet received 
CDG

3.2
Review CP IT Initiative Requests and assess IT Initiative Scoring Sheet (review business case if available)
· CP IT Initiative Request

· IT Initiative Score

· Business Case 
CP IT Initiative Requests and IT Initiative Scoring Sheet reviewed (recommend adjustment if necessary)
CDG

3.3
Provide additional information to clarify issues with initiatives/scores
Business case 


Issues clarified and scores adjusted (if necessary)
Business Sponsors 

3.4
Rank all IT initiatives
IT Initiative Scoring Sheets
IT initiatives ranked
CDG

3.5
Develop funding level scenarios based on estimates from Channel Budget personnel
N/A
Three funding scenarios developed (best case, most likely, worst case)
CDG

3.6
Develop/Update Recommendation Memo 
Recommendation Memo
Recommendation Memo developed/updated
CDG

3.8
Communicate initial  recommendations to the business sponsors
N/A
Recommendations communicated to business sponsors
CDG

3.9
Submit Recommendation Memo and CP IT Initiative Requests to the GM or her designee
N/A
CDG Recommendation Memo and CP IT Initiative Requests submitted to the IRB
CDG

Activity 4 – Approve/Select Channel IT Portfolio 

The CDG will meet with the GM or her designee to approve the total Channel IT Portfolio for the budget request.  The GM or her designee should receive the CDG Recommendation Memo prior to meeting, providing the opportunity for review and clarification of any issues with the IT initiatives.  The outcome of the meeting is an approved Channel IT Portfolio which, after approval, will be released in the database for DSG review and presentation to the IRB with the total SFA budget request.
#
Task
Tool Used
Output/Outcome
Responsible

4.1
Review CDG Recommendation Memo  

(IT Initiative Requests as necessary)
· CDG Recommendation Memo 

· IT Initiative Requests
CDG Recommendation Memo, reviewed 

(IT Initiative Requests as necessary)
GM or designee

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

· Meeting with business sponsor
Issues clarified
Business Sponsors and CDG

4.3
Convene meeting to select IT initiatives
· CDG  Recommendation Memo 

· IT Initiative Requests
Meeting held
CDG and GM or designee

4.4
Approve the Channel IT Portfolio 
CDG  Recommendation Memo  
Memo approved
GM or designee



4.5
Communicate the IT initiative selection results to business sponsors
· Memo

· IT Initiative Requests
Memo communicated to all parties involved
CDG

4.6
Update DSG database with results and release to DSG
Memo and IT requests
Channel requested IT portfolio released to DSG
CDG

4.7
Reprioritize Channel IT Portfolio due to IRB passback  (start at 3.4)
· IRB passback


Reprioritized IT budget
· CDG

· GM or designee

Channel Select Process - Budget Execution

(for Immediate Funding Needs)
The select process, conducted during budget execution, addresses requests for immediate funding when IT initiatives that are mandated or urgent are identified.  Approval of these IT initiatives and their subsequent incorporation into the SFA IT Portfolio budget may result in the need to reprioritize the current SFA and Channel IT Portfolio.  As a result of this reprioritization, existing IT 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.  It is also possible that an initiative may be approved but put on hold pending the availability of funding.

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.  One major difference is that this process is not time-dependent and is not bound by budgetary/OMB requirements. 

Channel Select Process - Budget Execution

(for Immediate Funding Needs)

#
Activity
Tools Used
Output/Outcome
Responsible 

1
Develop/Update CP IT Initiative Request
CP IT Initiative Request (business case as needed)
· Business sponsor decision to move forward with formal request

· CP IT Initiative Request developed/updated  
Business Sponsor 

2
Score IT Initiative
IT Initiative Scoring Template
Each IT initiative is scored against SFA priorities
Business Sponsor

IT Initiatives < $250,000

3
Approve/Deny new IT initiatives under $250,000* 
· CP IT Initiative Requests

· IT Initiative Scoring Sheet 

· Channel IT Portfolio list


· Reprioritized Channel IT Portfolio

· IT initiatives under $250,000 approved/denied by the CDG (includes funding changes to existing IT initiatives)
CDG and GM or designee 



IT Initiatives > $250,000

4a
Provide recommendations for new IT initiatives over $250,000*
· CP IT Initiative Requests

· IT Initiative Scoring Sheet 

· CDG Recommendation Memo
Recommendations for new IT initiatives over $250,000  and funding changes to existing IT initiatives included in a CDG  Recommendation Memo 
CDG

4b
Approve/Deny new IT initiatives over $250,000
CDG Recommendation Memo
New IT initiatives over $250,000 approved/denied by the GM or designee 
GM or designee 

5
Implement GM and CDG Decisions 
CDG Recommendation Memo
· Approved IT initiatives forwarded to DSG 
CDG

Activity’s 1 and 2 follow the same steps as the select process for budget formulation.  After developing a CP IT Initiative Request and scoring the IT initiative, the existing Channel 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 Channel IT Portfolio and adjusting the Channel and SFA IT budgets.

Activity 3 – Approve/Deny new IT initiatives under $250,000 

The existing Channel IT Portfolio represents the current ‘prioritization’ of IT initiatives in The Channel and SFA.  After receiving CP IT Initiative Requests and scores for new IT initiatives that are deemed ‘immediate’ needs, the CDG needs to reprioritize the Channel IT Portfolio to incorporate the new IT initiative(s).  Reprioritization of the Channel IT Portfolio may result in the modification, or even cancellation of funds for existing IT initiatives.  These immediate funding issues should be addressed in the regularly scheduled CSG meetings, except in urgent situations when an extra CDG meeting should be called.  Technical experts should address technical issues (e.g., impact on other systems) at the beginning of each CDG meeting.  

The CDG has the authority to make decisions regarding new initiatives, if the cost is under $250,000 and funding is available within the Channel.  If funding is not available within the channel, the CDG and GM have the option of (1) holding the initiative until funding becomes available within the channel, or, (2) forwarding the initiative on to the DSG for review and recommendation on to the IRB. 

#
Task
Tool Used
Output/Outcome
Responsible

3.1
Review CP IT Initiative Requests and IT Initiative Scoring Sheets (business case as needed)
· CP IT Initiative Requests

· IT Initiative Scoring Sheets
CP IT Initiative Requests and IT Initiative Scoring Sheets reviewed
CDG

CONVENE THE SCHEDULED CDG MEETING

3.2
Rank new IT initiatives in relation to IT initiatives in the existing Channel IT Portfolio  
· IT Initiative Scoring Sheets
New IT initiatives ranked in relation to IT initiatives in the existing portfolio
DSG 

3.3
Provide additional information to clarify issues with initiatives/scores
Business case 


Issues clarified and scores adjusted
Business Sponsors 

3.4
Approve/Deny new IT initiatives under $250,000 
· CP IT Initiative Requests

· IT Initiative Scoring Sheets 


· Reprioritized Channel IT Portfolio

· New IT initiatives under $250,000 denied/ approved
GM or designee and CDG



3.5
Determine necessary changes in funding to accommodate new IT initiative(s) (options include cancellation or modification of funding for existing IT initiatives or finding available funding due to revised funding estimates, etc.) 
Existing Channel Portfolio
Funding for approved IT initiatives located (may result in funding changes to existing IT initiatives)
CDG



3.6
Inform the DSG (via e-mail) regarding the changes to the Channel-SFA IT Portfolio (detailing new IT initiatives under $250,000 approved and existing IT initiatives impacted) 
Channel-SFA IT Portfolio)
DSG informed of changes (under $250,000) to the reprioritized Channel-SFA IT Portfolio 
CDG

Activity 4A – Provide Recommendations for new IT initiatives over $250,000

If a new Channel approved initiative exceeds $250,000 in cost; the initiative must be sent to the DSG with a recommendation that will be forwarded to the IRB for their review and approval/denial.
#
Task
Tool Used
Output/Outcome
Responsible

4A.1
Develop recommendations for new IT initiatives over $250,000


· CP IT Initiative Requests

· IT Initiative Scoring Sheets 


Recommendations for approval/denial of new IT initiatives over $250,000 and funding changes to existing IT initiatives developed
CDG/Business Sponsor



4A.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.) 
Channel IT Portfolio
Funding for recommended IT initiatives located (may result in funding changes to existing IT initiatives)
CDG



4A.3
Develop and submit CDG  Recommendation Memo to the GM
· DSG Recommendation Memo


Recommended funding changes to accommodate new IT initiatives included in a recommendation memo for the GM 
DSG

4A.4
Inform business sponsors of the potential changes to the Channel IT Portfolio 
N/A
Recommended changes to the Channel portfolio communicated to business sponsors
CDG

Activity 4B – Approve/Deny new IT initiatives over $250,000

#
Task
Tool Used
Output/Outcome
Responsible

4B.1
Review CDG  Recommendation Memo & Channel Portfolio
· CDG Recommendation Memo

· Channel Portfolio 
DSG Select Recommendation Memo and Updated Blue Report reviewed
IRB

4B.2
Provide additional information to clarify issues with initiatives (if necessary)
· Business case (if available)

· Meeting with business sponsor
Issues clarified
· Business Sponsors 

· CDG



Disagreements with the DSG recommendations

4.3b
Convene IRB meeting to approve/deny new IT initiatives over $250,000
· DSG Select Recommendation Memo 

· Blue Report 

· IT Initiative Requests
Meeting held and recommendations approved/denied
IRB

No disagreements with the DSG recommendations

4.4b
Approve/deny funding changes to the Blue Report 
· DSG Select Recommendation Memo 

· Blue Report

· IT Initiative Requests
Changes to the Blue Report approved/ denied
IRB

Activity 5 – Implement IRB and DSG Decisions  

#
Task
Tool Used
Output/Outcome
Responsible

5.1
Communicate the ‘approved’ changes to the Blue Report to business sponsors
Blue Report 
· Updated Blue Report communicated to all business sponsors

· Approved IT initiatives started
· DSG

· Business Sponsors

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

APPENDIX 1

SFA IT Investment Management Overview

SFA’s IT investment management process is a business driven approach to managing IT initiatives.   This organized process will link 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 or 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, unbundled, measurable, explicit and can be narrowly and specifically defined;

· Is expected to involve costs of 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 product’s and services (e.g., TIVWAN).

· 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 processing costs, bug fixes, etc (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 Performance-Based Organization Act (part of 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.

Guiding Principles

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

· Design a business driven IT Investment Management Process that is streamlined, practical and compliant with legislation; 

· Ensure Management Council involvement and understanding;

· Ensure program goals & objectives -- defined in the strategic and annual performance 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 and Federal CIO Council guidance for IT capital planning (e.g., 

A-11, OMB 300B, Raines Rules).
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SFA IT Investment Process
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APPENDIX 3

DEFINITIONS
Decision Support Group - The DSG's main function is to provide data to the IRB for decision-making.  To achieve this, the DSG first identifies the subset of projects and initiatives that have completed business cases and are ready for decision-making.  Then the DSG ranks the initiatives (according to score) determine the relative value of the projects.  Then the DSG identifies those projects that it recommends for approval (this includes new projects and maintenance activities - all IT spending initiatives) and groups / summarizes those projects by initiative or other logical grouping.  The DSG then prepares a list of recommended projects (grouped) and a pie chart communicating where the recommended funds are going.  The DSG also prepares lists of initiatives / projects recommended for cancellation or returned for more complete business cases, and identifies those projects considered marginal. These lists represent the complete portfolio of SFA's projects ready for IRB approval at the time of the meeting.  These projects also need to be shown in a pie chart relative to all of SFA's IT investments.

IT Investment Review Board - At the IRB meeting, the DSG Chairman walks the IRB through the DSG's portfolio recommendations by displaying the DSG's project lists and pie charts at the initiative level or other appropriate logical level.  The IRB then discusses the recommendations.  The DSG should be prepared to provided more detail for those projects which the IRB wishes to discuss in detail.  At meeting's end, the IRB votes to approve the new projects / initiatives in the select phase and to continue / cancel existing projects in the control phase.
 

APPENDIX 4

School Channel IT Initiative Request

School Channel IT Initiative Request

Version 1 – 12/99


Recommendation
Comments/Funding Level Recommended
Date

CDG
 FORMCHECKBOX 
 Approve

 FORMCHECKBOX 
 Deny

 FORMCHECKBOX 
 Postpone
     
     






~ This section to be completed by the Channel Originator ~

I. Initiative Name:       
Date Submitted to CSG:      

II. Contact Information


Name
Channel  Unit

Originator



Supervisor
     
     

Proposed Business Sponsor
     
     


     
     

III. Schedule


When Should Work Begin on this initiative:       









IV. Initiative Description

What is the business problem that the IT initiative is addressing?

·      

What is the scope of the initiative?

·      

V. Benefits

Identify and describe any tangible benefits for the Channel resulting from this initiative and to what operating entity they will accrue.

Quantify the Benefit

If the Initiative is successful:
SFA goal/objective/ performance target supported

·      
· Lower Unit Cost  ((need a check box next to each of these)

· Improved Customer Satisfaction

· Improved Employee Satisfaction

Identify and describe any intangible benefits resulting from this initiative and to what operating entity they will accrue

·      
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Channel Investment Management Decision-Making Structure
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		Originator may be any individual within the Channel 

		A Business  Sponsor :

		Is responsible/accountable for the IT initiatives

		Requests IT funding and scores IT initiatives against established criteria

		Is responsible for overseeing/managing IT initiatives throughout the lifecycle
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