Student Financial Assistance

IT Investment Management Operating Procedures

Executive Summary

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.  Once selected and funded initiatives are monitored to ensure they remain aligned to SFA priorities.  Completed initiatives are evaluated 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.

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;

· The Government Performance and Results Act of 1993;

· The Information Technology Management Reform Act (ITMRA) of 1996 (Clinger-Cohen Act);

· Executive Order 13011, “Federal Information Technology”; and,

· Office of Management and Budget Memorandum M-97-02 (Raines Rules).

Decision-Making Structure - The decision -making structure that ensures effective IT investment management consist of three groups:

· Business Managers

· Decision Support Group

· Investment Review Board

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.

The Decision Support Group (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 against cost, schedule, and benefit estimates documented in the request and addressing funding issues that may arise; 

· 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 Investment Review Board (IRB) is the executive decision-making body and makes the final funding decision in the IT investment management process:

· 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 Process - The SFA IT investment management process consist 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 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 and IT initiatives selected 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.
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 affected the cost, schedule or benefits realization timeframe.  The issues raised by business managers are considered by the IRB who decides whether to modify or cancel funding for the initiative.

In the Evaluate phase, post-implementation reviews are performed 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.

Process Flow - The SFA IT Investment Management Process is represented on the following flow chart:
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