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1 Overview 

1.1 Objective and Background 
Objective:  The objective of this executive summary is to give an overview of the steps, timeline, 
resources, and skills necessary to implement the preferred COD solution.  This plan also addresses 
the following at a high level:  

 
- New business capabilities and when they will be available to the schools 
- Necessary steps for schools, 3rd party software vendors, third party servicers, guaranty 

agencies, lenders, and state agencies to support COD 
- Potential impacts to other SFA business processes 
- Potential impacts to other SFA systems including changes needed to the technical 

environment 
- Potential required changes to regulations and statutes to fully implement COD 
- Plan for training and other resources necessary to transition schools to COD 

 
One of the main assumptions underlying the implementation plan is that the COD solution 
provider(s) will be selected in order to begin working on COD beginning in January.  The selection 
of the COD solution provider(s) has not been finalized, therefore, the timelines and task 
requirement is subject to change.  This implementation plan is a working document and will 
change as more detailed analysis of the requirements is completed with SFA and the COD solution 
provider(s). 

 
Background:  The implementation plan follows the previous work completed in phase II of COD 
which included development of mid-level functional requirements, a performance model, a 
summary of activities to assist SFA with community outreach, support, and feedback, identification 
of school implementation challenges, establishing a COD steering committee for schools to provide 
input for COD development, and a recommendation of a COD solution provider. 

 

1.2 Migration Strategy 
The migration strategy for COD involves:  
− Processing requests for Pell Grant and Direct Loan funds for the 2002-2003 award year using 

COD and allow for the reporting of detailed student level disbursement information in the 
Campus-Based Programs.  

− Utilizing Enterprise Application Integration (EAI) to allow COD to interface with other SFA 
systems. 

− Supporting the use of legacy record formats during schools’ transition to the common record 

1.2.1 COD Processes Award Year 2002-2003: 
The migration strategy for moving from the current legacy systems to the new COD solution is 
to deploy the new COD system in February 2002 in order to process the 2002-2003 award year.  
The current legacy systems, Recipient Financial Management System (RFMS) and the Loan 
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Origination System (LOS), will be used to process award year 2001-2002 until SFA closes this 
award year and begins post deadline processing. 
 
For the Pell program, SFA can close the award year for 2001-2002 as of September 30, 2002 and 
retire the RFMS system on or after December 2002.  For the Direct Loan program, SFA can close 
the processing year for the 2001-2002 award year after June 30, 2003 and retire the LOS system 
on or after September 2003.  
 
The Campus-Based System will not be retired, and will instead undergo a major reengineering 
effort.  However, schools will be able to send detailed student records for Campus-based 
programs to COD.  An interface will be developed through which this student–level data 
collected in COD will be aggregated and sent to the reengineered CBS to pre-populate the 
FISAP.  The details of this interface are still being designed. 
 
The following illustrates the timeline for the migration strategy: 

 
Figure 1: Migration Timeline 
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1.2.2  Enterprise Application Integration (EAI) 
Enterprise application integration is the integration of software applications across the 
enterprise.  The objective of EAI is an automated, seamless interface among the applications that 
support the major business functions.  Software packages that facilitate such integration are 
referred to as middleware.  The middleware product selected to support the SFA technical 
architecture is MQSeries from IBM.   This EAI will enable COD to interface with other SFA 
applications and support the use of legacy record formats during a school’s transition to the 
common record. 

 
1.2.2.1 Interface With Other SFA Applications 

Currently, schools transmit Pell and Direct Loan data to SFA via the Title IV Wide Area 
Network (TIVWAN) using the ED Connect software that is a part of ED Express.  Schools use 
ED Express, Commercial Off The Shelf Software (COTS), or their own in-house developed 
software, or a combination thereof, to support title IV financial aid processing.  Whichever 
option a school chooses, the connection to SFA systems is through the ED Connect component 
as illustrated in the following figure: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Figure 2:  Schools Interface to SFA through ED Connect (Current) 
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Management System (FMS), Direct Loan Servicing System (DLSS), and National Student Loan 
Data System (NSLDS), will continue to be hosted and operated at the SFA Virtual Data Center 
(VDC) and continue to be supported by the VDC operations contractor.  

A high-capacity communications link between the solution partner’s operations facility and the 
VDC will be required for development and for ongoing operations of the COD solution.  This 
connectivity is required to support the interaction of the COD solution with other SFA systems. 

The implementation of these interfaces requires the EAI solution to provide the interfaces, 
especially across the communications link between the VDC and the solution partner operation 
facility, as illustrated below in Figure 3.  Schools will communicate with SFA through the 
Internet Virtual Private Network (VPN) to the VDC.  The Internet VPN is scheduled to replace 
TIVWAN by mid 2001.  The VDC and the COD solution provider(s) facility are connected by a 
high capacity, dedicated, communications link that supports the transport layer of the MQ 
Series protocol.   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 3: EAI Bus provides link to COD 
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Implementation of the dedicated communications link, EAI Bus connectivity, and Internet VPN, 
requires coordinated efforts from multiple technical teams, as follows: 

• Modernization Partner, COD Team, Technical Architect 
• Modernization Partner, SFA Technical Architecture Team 
• SFA/CIO EAI Support Team 
• SFA/CIO TIVWAN Replacement Team  
• SFA/VDC Technical Team 
• IT Management Team 
• IT eCAD Team 
• IT Services Team 
• Solution Partner Interface Team 

 
Systems with which COD interfaces will need to be connected to the EAI Bus by mid to late 
2001 for integrated testing of these interfaces, and by February 2002 for deployment of the COD 
application.  

 
1.2.2.2 Support Legacy Record Formats During Transition 

To give schools time to transition to the Common Record format after COD is deployed in 
February of 2002, schools will be permitted to send origination and disbursement data in the 
legacy formats of RFMS and LOS even after those systems are no longer processing records. As 
illustrated in Figure 4 below, the data mapping and record translation capability of SFA’s EAI 
Bus will support the translation of those legacy records into the Common Record format 
required by COD.  This capability will be integrated with the Internet VPN that is scheduled to 
replace the TIVWAN by mid 2001.  Support from the SFA EAI Support Team and the SFA 
Internet VPN team will be required in addition to the COD solution provider(s)’ interface and 
implementation teams. 
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Figure 4: Final Configuration of COD 
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1.3 Implementation Timeline 
The high-level implementation timeline for developing and deploying the COD application is shown below in Figure 5: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 5: COD High Level Implementation Timeline 
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The Managing Phase spans the life of the project and includes tasks to establish the Steering 
Committee and COD Project teams for Phase III of COD as well as provide for on-going project 
management.  The Delivering Phase contains the steps to perform overall analysis and design to 
determine how to best modify the COD solution provider(s) application to create the new COD 
application, the activities (or tasks) to develop the core COD capabilities, as well as the tasks to 
convert data from the existing legacy systems over to COD as required.  The Deployment Phase 
contains the tasks to deploy the COD application, the workforce that will be involved in using the 
COD application, and the policies and procedures for the new COD process.  The activities 
underlying each of these phases are explained in more detail in the section 1.4 Steps Required to 
Implement COD. 
 
As depicted on the timeline, the key milestones in the implementation of COD are: 
 
Date Milestone 
June 2001 Middleware Deployed to Create Common Record from Legacy Records for Test 

Purposes:   
 
Using SFA’s Enterprise Application Integration Architecture solution, 
incoming legacy records are intercepted, copied, and translated into the 
Common Record Format.  These translated records are used as test data for the 
development of the COD application.  After COD begins processing for award 
year 2002-2003 in February 2002, this middleware will enable schools to 
continue to send legacy record formats as they convert their systems over to 
the new common record layout.  

February 
2002 

Deployment of COD: 
 
COD is deployed in February of 2002 to process for award year 2002-2003 Pell 
Grant and Direct Loan funds and receive reporting for Campus-Based funds. 

December 
2002 
 
 

Retire RFMS: 
-Objective is to retire as early as possible 
RFMS will process award year 2001-2002 until SFA closes this award year for 
Pell program on September 30, 2002 and begins post deadline processing.  
Once data conversion or an access strategy is completed, RFMS will be retired. 

September 
2003 
 
 

Retire LOS: 
-Objective is to retire as early as possible 
LOS will be used to process award year 2001-2002 until SFA closes this award 
year for the Direct Loan program on June 30, 2003 and begins post deadline 
processing.  Once data conversion or an access strategy is completed, LOS can 
be retired.  

 
To reach these milestones, COD is dependent on the following SFA and Modernization Partner 
initiatives listed in the table below: 
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Item 

 
External Dependency 

 
Responsibility 

Enterprise 
Application 
Integration (EAI) 
Infrastructure  

COD requires the development 
environment for EAI to be in place by 
April 1, 2001 to support developing and 
testing the programs to transform legacy 
records into the common record format.  
The production environment for EAI 
needs to be in place by June 1, 2001 to 
support deployment of the COD 
middleware that will intercept and 
transform actual incoming legacy format 
records into the common record format. 

SFA/CIO and 
Modernization 
Partner 

Connection of COD 
Interfacing Systems to 
EAI 

Systems with which COD interfaces will 
need to be connected to the EAI Bus by 
mid to late 2001 for integrated testing of 
these interfaces, and by February 2002 for 
deployment of the COD application.  
 

SFA/CIO, 
SFA/CFO and 
Modernization 
Partner 

TIVWAN replacement The new Virtual Private Network that 
enables schools to interface with SFA 
needs to be in place by February 2002.  The 
VPN is expected to be in production by the 
summer of 2001 

SFA/CIO and 
SFA/CFO 

High Speed 
Connection to COD 
Solution Partner(s) 

A high-capacity communications link 
between the solution partner operations 
facility and the VDC will be required both 
for development and for ongoing 
operations of the COD solution.  COD 
build and test activities are expected to 
begin in May 2001.  

SFA/CIO, 
Modernization 
Partner and COD 
Solution 
Partner(s) 

FMS Deployment COD will need to interface with FMS to 
schedule disbursements and authorize 
funds to be sent to schools and is 
dependent on FMS being implemented 
before COD. 

SFA/CIO, 
CFO/FMS,  and 
Modernization 
Partner 

Identification of 
Regulation and 
Statute Changes 
Required for COD 

An analysis is pending from the Policy 
Development Division (PDD) members 
involved with the requirements 
workgroups. 

SFA 
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Additionally, the following are expected inputs needed to start tasks in the implementation plan 
by March 1, 2001: 
 
− Definition of the Common Record Layout and data mapping from current legacy record 

layout to the Common Record layout. 
− Final selection and announcement of the selected COD Solution Provider(s). 
− Gap analysis between the COD Solution Provider(s) software capabilities and the COD To-Be 

concept and requirements. 
 

Finally, the first FISAP for which COD will provide aggregate student data will be for the 2004-
2005 award year.  The schedule for developing FISAP functionality in the re-platformed CBS 
application for this award year is as follows: 
 
Phase Timeframe 
Gather Requirements 10/1/2002 – 1/1/2003 
Perform Development and Testing 1/1/2003 – 8/1/2003 
Process in CBS II 8/1/2003 – 4/1/2004 
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1.4 Steps Required to Implement COD 
The activities and timeline to manage the COD implementation and develop and deploy the application are 
contained in the COD Implementation Workplan in Appendix A.  A summary of these activities is provided in the 
section below with an indication of which groups will need to be involved -- SFA, Modernization Partner (MP), or the 
COD solution provider(s) (CSP) recommended in the 19.1.3 COD Preferred Solution Selection deliverable.  A 
description of the activities at a level beneath those listed below can be found in Appendix B.  
 
The implementation plan is organized at its highest level into 3 phases:  Managing Phase, Development Phase, and a 
Deployment Phase. 

1.4.1   Managing Phase 
The managing phase includes the organization of the Steering Committee, the COD Project Team, and the on-
going COD Project Management for the life of the project.  It also includes the completion and evaluation of 
project tasks, documentation, and deliverables. 
 

Task Description SFA MP CSP 
Organize Steering 
Committee 

Includes tasks to organize the Steering Committee 
members and define the group’s objectives. 

ü  ü   

Organize COD Project Team Includes tasks to develop the project plan, organize project 
team members and physical resources, and establish the 
teamwork environment. 

 ü   

COD Project Management Includes tasks to monitor project status, (attend team status 
and Steering Committee meetings), and manage and 
measure team performance and quality. 

ü  ü  ü  

 
 

1.4.2   COD Development Phase 
This phase is divided into the following stages:   
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- Analysis 
- Design 
- Develop Common Record and Middleware 
- Develop Common Process 
- Develop Common Customer Service 
- Develop On-Line Access 
- Develop Fund Accountability and Management 
- Data Conversion 

 
The steps for both the Analysis and Design stages are required to perform analysis and gather system 
requirements for the COD application as a whole.   
 
The next 5 development stages are organized around the concept of COD capabilities that are logical groupings 
of COD functionality.  Each development stage contains the steps to design, build and test, and perform both the 
integration and acceptance test for that stage.  Business capabilities are further defined in section 2 of this 
document.  
 
Overall Assumptions For COD Development: 

- The COD Implementation Plan officially begins on 3/1/2001 after the end of COD Phase II on 2/28/2001.  
Development of the middleware to transform incoming legacy records into the common record format 
begins as soon as the common record format is available (expected on 2/1/2001). 

- The implementation plan does not contain tasks for operating the process and system past deployment. 
- The implementation plan assumes that the COD solution provider(s) recommended in the preferred 

solution selection deliverable will be selected to develop the COD system.  The COD solution will be 
implemented and operated by the solution partner at their data operations facility.  Since the COD 
solution entails buying the services of the COD solution provider and not the software itself, the COD 
software will not be hosted at the VDC.  

- Development of a career development program, a performance evaluation program, and a recruiting and 
selection program are important steps needed for successful implementation of COD but are under the 
responsibility of SFA Human Resources and are not included in the COD Implementation Plan. 

- Work defined in the IPT process phases for Concept Design, and Business Process Reengineering has 
been performed in COD Phases I and II from February 2000 – February 2001. 
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- Any changes to regulations or statutes will take up to 18 months to enact, but at this time no major 
changes are expected in order to implement COD in February 2002. 

- The Modernization Partner will be responsible for developing a plan, a calendar, and the vehicles for 
communication to internal and external audience.  

- SFA Staff will conduct school training.  They will be provided with materials and train the trainer 
sessions by the COD team.  

- Training of SFA staff will be coordinated with SFA University. 
 
 

ANALYSIS STAGE 
Task Description SFA MP CSP 

Change Readiness 
Assessment 

Includes steps to assess the overall organizational capacity 
to change and to identify potential barriers to change. Also 
includes identifying organizational strengths and 
weaknesses in order to understand factors that may 
support or inhibit change.  

ü  ü  ü  

System Requirements 
Analysis 

Includes steps to review and refine the new COD business 
process and determine the deployment requirements and 
approach for COD (e.g. define the phased-in approach for 
schools) 

ü  ü  ü  

SFA IV&V System 
Requirements Review 

Follows SFA’s guidelines for Independent Verification and 
Validation of System Requirements. 

ü  ü  ü  

Update Implementation Plan 
and Performance Metrics 

The implementation plan is revised as the deployment 
approach becomes further defined. 

 ü  ü  

Update Business Case The COD business case is updated as the implementation 
plan is revised. 

 ü  ü  

 
Assumptions for the Analysis Stage: 
− A good portion of the groundwork to determine systems requirements was performed during COD Phase II 

through development of the COD To-Be process model and by gathering functional requirements from SFA 
subject matter experts.   
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− An approach for handling supporting functions for the current origination and disbursement such as 
imaging will be developed during this stage. 

 
 

DESIGN STAGE 
Task Description SFA MP CSP 

Preliminary System Design Includes steps to identify application requirements as they 
relate to the business process, defining the overall system 
flow and database design, as well as defining testing and 
data conversion requirements. 

ü  ü  ü  

SFA IV&V Preliminary 
Design Review 

Follows SFA’s guidelines for Independent Verification and 
Validation of Preliminary Design. 

ü  ü  ü  

Design Organization and 
Performance Support  

Includes steps to design an organizational structure for the 
new origination and disbursement process as well as staff 
training and other support needed for COD. 

ü  ü   

Design and Plan Physical 
Environment 

Identify and resolve overall design and planning issues 
related to the physical environment that will form an 
integral part of the new COD process. 

 ü  ü  

Design Technology 
Infrastructure 

Includes steps to design the components of the Technology 
Infrastructure, including Execution, Development, and 
Operations Architectures as well as the design of the 
network, communication, and computing platforms. 

ü  ü  ü  

SFA IV&V Design Review of 
Technology Infrastructure 
Design 

Follows SFA’s guidelines for Independent Verification and 
Validation of Technology Infrastructure Design. 

ü  ü  ü  

 
Assumptions for the Design Stage: 

- It will take 60-90 days to establish a connection between the COD solution provider and the VDC. 
- Tasks for re-designing the organization are included in the workplan under the assumption that the 

organization will be re-structured in response to the new process and technology.  It is assumed that the 
re-organization will be limited to the Title IV Delivery area of the Schools Channel although other 
affected areas may be identified during this stage. 
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- The Schools Channel and SFA Human Resources (via Employee Development Center) will work to re-
deploy employees impacted by the implementation of COD.  SFA will identify employees impacted by 
the COD solution.  The Employee Development Center and SFA HR will assess employee’s skills, and 
work with the employees to satisfy staffing requirements. 

 
 

DEVELOP COMMON RECORD AND MIDDLEWARE 
Task Description SFA MP CSP 

Detailed System Design Design of middleware to create the common record from 
current legacy record formats. 

ü  ü  ü  

Acquire Physical 
Environment Assets and 
Services 

Set-up of the high-capacity communications link between 
the solution partner operations facility and the VDC will be 
required both for development and for ongoing operations 
of the COD solution.  This connectivity is required to 
support the interaction of the COD solution with the other 
SFA systems. 

ü  ü  ü  

Build and Test Technology 
Infrastructure 

Includes steps to build the components of the Technology 
Infrastructure, including Execution, Development, and 
Operations Architectures as well as the design of the 
network, communication, and computing pla tforms. 

 ü  ü  

SFA IV&V Review of 
Integration Test of 
Technology Infrastructure 

Follows SFA’s guidelines for Independent Verification and 
Validation of Technology Infrastructure Integration Test. 

ü  ü  ü  

Build and Test Middleware Build and test of middleware to create the common record 
from current legacy record formats. 

 ü  ü  

Integration Test Testing system components to ensure that they function 
properly together.  Performance and stress testing ensures 
that the system environment will support production 
volumes. 

ü  ü  ü  

Deploy Middleware Conducting Production Readiness Reviews to get approval 
for deploying COD middleware.  The middleware is 
connected to TIVWAN in order to obtain a copy of the data 
going to RFMS and DLOS, and convert the data into 

ü  ü  ü  
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DEVELOP COMMON RECORD AND MIDDLEWARE 
Task Description SFA MP CSP 

going to RFMS and DLOS, and convert the data into 
Common Record format using the data transformation 
capabilities of the EAI tool, MQ Series  

 
Assumptions for Development of the Common Record and Middleware: 

- The Common Record format will be defined by January 31, 2001 in order to begin the build and test of the 
Common Record with Middleware capability. 

- SFA’s EAI software (MQSeries) will be used to convert existing legacy record layouts sent by schools into 
the common record format.  

- Connecting the TIVWAN to the EAI will be performed by a separate SFA/Modernization Team but may 
require COD team resources for design aspects. 

- Contingency planning will require testing the middleware’s ability to reuse the process and re-create 
legacy records from the common record. 

 
 

DEVELOP COMMON PROCESS 
Task Description SFA MP CSP 

Detailed System Design Design of screens, reports, programs, system process flow, 
database design, and planning for integration and 
performance testing.  Includes design of interfaces to PEPS 
and CPS in this stage.  SFA performs an IV&V review of 
this detailed design. 

ü  ü  ü  

Build and Test Application 
and Performance Support 

Building and testing of the application involves 
programming and testing of development units for the 
common process.  Performance support includes 
developing training courses and user procedures, 
references, and job aids to support the common process. 

ü  ü  ü  

Develop and Deploy 
Communications relating to 
the Common Process 

Development of the communications relating to Common 
Process to both internal and external audiences (involves 
developing the plan, calendar, and the communication 
vehicles). 

ü  ü   



Student Financial Assistance Modernization Partner 
Common Origination and Disbursement 

 
 
 

Updated 01/24/01 1-18

DEVELOP COMMON PROCESS 
Task Description SFA MP CSP 

vehicles). 
Develop Deployment 
Procedures for the Common 
Process 

Updating the deployment approach developed in the 
Analysis stage with procedures specific to the Common 
Process. 

ü  ü  ü  

SFA IV&V Integration Test 
Readiness Review 

Follows SFA’s guidelines for Independent Verification and 
Validation of the Integration Test plan. 

ü  ü  ü  

Perform Integration Test Test developed components to ensure that they function 
properly together.  Performance and stress testing ensures 
that the system environment will support production 
volumes. 

 ü  ü  

Perform Acceptance Test Performing final functional test of the system to ensure that 
the system meets all user requirements and expectations. 

ü  ü  ü  

 
Assumptions for Development of the Common Process: 

- Connection of CPS, PEPS, and DLSS to the EAI will be performed by a separate Modernization Team and will 
require COD team resources for design aspects. 

- The Virtual Private Network (VPN) that is the replacement for TIVWAN will be in place before the 
implementation of COD. 

- Since the replacement for TIVWAN will be deployed before the implementation of COD, each system that 
interfaces with COD will be responsible for performing the work to connect to the EAI itself. 

- Impacts to other SFA business processes and systems will be minimal because COD will use existing formats for 
interfaces to PEPS, CPS, etc. and will interface via the EAI. (? COD will interface to other SFA systems (e.g. PEPS, 
CPS, etc.) via the EAI thereby minimizing the impact on those systems?) 

- The tasks for the development of training encompass the development of policies, procedures, user guides and 
training classes.  Development of Computer Based Training (CBT) is not included in these steps. 

- It is assumed that all training will be newly developed.  Plans for training and education will be coordinated 
with SFA University, which includes the training officers. 

- The steps in the workplan assume that some policies and procedures related to aid origination and disbursement 
already exist and will require review and revision, as opposed to creating new policies and procedures. 
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DEVELOP COMMON CUSTOMER SERVICE 

Task Description SFA MP CSP 
Detailed System Design Design of screens, reports, programs, system process flow, 

database design, and planning for integration and 
performance testing. SFA performs an IV&V review of this 
detailed design. 

ü  ü  ü  

Build and Test Application 
and Performance Support 

Build and test of the application involves programming 
and testing of development units for common customer 
service.  Performance support involves developing training 
courses and user procedures, references, and job aids to 
support common customer service. 

ü  ü  ü  

Develop and Deploy 
Communications relating to 
the Common Process 

Development of the communications relating common 
customer service to both internal and external audiences 
(involves developing the plan, calendar, and the 
communication vehicles). 

ü  ü   

Develop Deployment 
Procedures for the Common 
Process 

Updating the deployment approach developed in the 
Analysis stage with procedures specific to common 
customer service. 

ü  ü  ü  

Acquire Equipment and 
Services Needed for 
Customer Call Center Setup 

Set-up of the high-capacity communications link between 
the solution partner call center facility and the VDC will be 
required both for development and for ongoing operations 
of the COD solution as it pertains to call centers. 

ü  ü  ü  

SFA IV&V Integration Test 
Readiness Review 

Follows SFA’s guidelines for Independent Verification and 
Validation of the Integration Test plan. 

ü  ü  ü  

Perform Integration Test Test developed components to ensure that they function 
properly together.  Performance and stress testing ensures 
that the system environment will support production 
volumes. 

 ü  ü  

Perform Acceptance Test Performing final functional test of the system to ensure that 
the system meets all user requirements and expectations. 

ü  ü  ü  
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Assumptions for Development of Common Customer Service: 
- The tasks for the development of training encompass the development of policies, procedures, user guides and 

training classes.  Development of Computer Based Training (CBT) is not included in these steps. 
- The steps in the workplan for training assume that training will be instructor led, and that no relevant training 

currently exists. 
- The common customer service capability within COD will reflect the vision of enterprise-wide customer 

relationship management (CRM) at SFA. 
- An integrated customer service approach will be required to support each Title IV program (i.e., Pell Grant, 

Direct Loans, FSEOG, FWS, and Perkins loan).  Additionally, COD will need to integrate with the Customer 
Service function for funding (this Customer Service function is a FMS responsibility). 

- The current level of customer service associated with FSEOG, FWS, and Perkins loan will increase due to the 
proposed plan to support student level records. 

- It is expected that the volume of calls related to FSEOG, FWS, and Perkins Loan programs will be significantly 
less then calls concerning Pell and Direct Loans.  Although schools will begin submitting student level detail 
using the common record, these Campus-Based records will not drive funding for the programs.  COD will 
receive the student records, aggregate the data, and where appropriate pre-populate the FISAP.  It is anticipated 
that most customer service calls for Campus-Based will be related to the FISAP.  These calls will be handled by 
the reengineered CBS system. 

- It is expected that the COD solution will include school access to real time data.  This will change the type of calls 
received in the call centers from inquiries (loan status, authorization amounts) to problem resolution calls.  Given 
that the predominant volume of calls is for inquiry purposes, the volume of calls should decrease. 

 
 

DEVELOP ON-LINE ACCESS 
Task Description SFA MP CSP 

Detailed System Design Design of screens, reports, programs, system process flow, 
database design, and planning for integration and 
performance testing. SFA performs an IV&V review of this 
detailed design. 

ü  ü  ü  

Build and Test Application 
and Performance Support 

Building and testing of the application involves 
programming and testing of development units for on-line 
access.  Performance support involves developing training 
courses and user procedures, references, and job aids to 

ü  ü  ü  
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DEVELOP ON-LINE ACCESS 
Task Description SFA MP CSP 

courses and user procedures, references, and job aids to 
support on-line access. 

Develop and Deploy 
Communications relating to 
the Common Process 

Development of the communications relating to on-line 
access to both internal and external audiences (involves 
developing the plan, calendar, and the communication 
vehicles). 

ü  ü   

Develop Deployment 
Procedures for the Common 
Process 

Updating the deployment approach developed in the 
Analysis stage with procedures specific to on-line access. 

ü  ü  ü  

SFA IV&V Integration Test 
Readiness Review 

Follows SFA’s guidelines for Independent Verification and 
Validation of the Integration Test plan. 

ü  ü  ü  

Perform Integration Test Testing developed components to ensure that they function 
properly together.  Performance and stress testing ensures 
that the system environment will support production 
volumes. 

 ü  ü  

Perform Acceptance Test Performing final functional test of the system to ensure that 
the system meets all user requirements and expectations. 

ü  ü  ü  

 
Assumptions for Development of On-Line Access: 

- On-Line Access is for the development of a web-based interface for COD. 
- The tasks for the development of training encompass the development of policies, procedures, user guides and 

training classes.  Development of Computer Based Training (CBT) is not included in these steps. 
- The steps in the workplan for training assume that training will be instructor led, and that no relevant training 

currently exists. 
- Development and implementation of the on-line access capability will enable schools to access and edit 

individual student records on-line as well as make mass changes to selected records (i.e., change the anticipated 
disbursement date on a particular range of records). 

- On-line access will provide improved support to the Customer Service Representatives and the school 
community. 

- Reconciliation by the schools will be facilitated through on-line access. 
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- The COD process will simplify a school’s ability to access data. 
- On-line access will provide online information on funding transactions and reconciliation reports. 

 
 

DEVELOP FUND ACCOUNTABILITY AND MANAGEMENT 
Task Description SFA MP CSP 

Detailed System Design Design of screens, reports, programs, system process flow, 
database design, and planning for integration and 
performance testing.  Includes design of interfaces to FMS, 
DLSS, and NSLDS in this stage.  SFA performs an IV&V 
review of this detailed design. 

ü  ü  ü  

Build and Test Application 
and Performance Support 

Build and test of the application involves programming 
and testing of development units for fund accountability 
and management.  Performance support involves 
developing training courses and user procedures, 
references, and job aids to support fund accountability and 
management. 

ü  ü  ü  

Develop and Deploy 
Communications relating to 
the Common Process 

Development of the communications relating to fund 
accountability and management to both internal and 
external audiences (involves developing the plan, calendar, 
and the communication vehicles). 

ü  ü   

Develop Deployment 
Procedures for the Common 
Process 

Updating the deployment approach developed in the 
Analysis stage with procedures specific to fund 
accountability and management. 

ü  ü  ü  

SFA IV&V Integration Test 
Readiness Review 

Follows SFA’s guidelines for Independent Verification and 
Validation of the Integration Test plan. 

ü  ü  ü  

Perform Integration Test Testing developed components to ensure that they function 
properly together.  Performance and stress testing ensures 
that the system environment will support production 
volumes. 

 ü  ü  

Perform Acceptance Test Performing final functional test of the system to ensure that 
the system meets all user requirements and expectations. 

ü  ü  ü  
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Assumptions for Development of Fund Accountability and Management: 

- Impacts to other SFA business processes and systems will be minimal because COD will use existing formats for 
interfaces to DLSS and NSLDS and will interface via the EAI.  The interface with FMS will be developed in 
conjunction with the development of the FMS application. 

- The tasks for the development of training encompass the development of policies, procedures, user guides and 
training classes.  Development of Computer Based Training (CBT) is not included in these steps. 

- The steps in the workplan for training assume that training will be instructor led, and that no relevant training 
currently exists. 

- The steps in the workplan assume that some policies and procedures related to aid origination and disbursement 
already exist and will require review and revision, as opposed to creating new policies and procedures. 

 
 

DATA CONVERSION 
Task Description SFA MP CSP 

Detailed System Design Design of programs, system process flow, and planning for 
integration and performance testing. SFA performs an 
IV&V review of this detailed design. 

ü  ü  ü  

Build and Test Conversion 
Programs 

Building and testing of the application involves the 
programming and testing of conversion programs. 

 ü  ü  

Develop Deployment 
Procedures for the Data 
Conversion 

Creating the deployment procedures for data conversion.  ü  ü  

SFA IV&V Integration Test 
Readiness Review 

Follows SFA’s guidelines for Independent Verification and 
Validation of the Integration Test plan. 

ü  ü  ü  

Perform Integration Test Testing developed components ensures that they function 
properly together.  Performance test ensures that the 
system environment will support production volumes. 

 ü  ü  

Perform Data Conversion of 
RFMS and LOS data prior to 
award year 2001-2002 

Conversion of historical legacy data.  ü  ü  

Perform Data Conversion of 
RFMS data for award year 

Conversion of RFMS data for award year 2001-2002.  ü  ü  
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DATA CONVERSION 
Task Description SFA MP CSP 

RFMS data for award year 
2001-2002 
Perform Data Conversion 
LOS data for award year 
2001-2002 

Conversion of LOS data for award year 2001-2002.  ü  ü  

 
Assumptions for Data Conversion: 

− The majority of the work effort is performed by the COD solution provider(s). 
− Historical legacy data is converted first, then legacy data for RFMS and LOS once post-deadline processing is 

closed. 
− Based on a cost/benefit analysis it may prove viable to provide a mechanism to access legacy system data rather 

than convert the data. 
 

1.4.3 System Deployment Phase 
During the System Deployment Stage it is necessary to Assess the Deployment Unit Environment, transition the 
workforce into New Roles and Responsibilities, deploy the Physical Environment, deploy Business Policies and 
Procedures, deploy COD Application, deploy production technology infrastructure, activate business capability, and 
develop and deploy communications relating to the system deployment stage. 
 

Task Description SFA MP CSP 
Assess Deployment Unit 
Environment 

Develop a conversion plan and a work plan to manage the 
deployment effort of each deployment unit. 

 ü  ü  

Plan Operational Readiness 
Test 

Plan test to ensure that system steps to deploy application 
are completed. 

 ü  ü  

Install Equipment and 
Services to Support Call 
Center 

A high-capacity communications link between the solution 
partner call center facility and the VDC will be required for 
development and for ongoing operations of the COD 
solution as it pertains to call centers. 

ü  ü  ü  

Transition Workforce to new 
roles and responsibilities 

The gap analysis identifies roles that can be supported by 
the existing workforce, workforce resources that will be 

ü  ü   
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Task Description SFA MP CSP 
roles and responsibilities the existing workforce, workforce resources that will be 

redeployed, and gaps that can be addressed with training, 
recruiting, and selection. 

Deploy Physical 
Environment 

Manage the implementation of changes to facilities, 
equipment, and other physical assets. 

 ü  ü  

Deploy Business Processes 
and Procedures 

Plan, manage, and control the transition to the new policies 
and procedures. 

ü  ü   

Deploy Technology 
Architecture 

Outline the procedures and considerations for deploying 
technology infrastructure components at a deployment 
unit. 

 ü  ü  

Deploy COD Application Transition the new application and its operating 
environment into the deployment unit. Provide the data 
required by the new application; configure the operating 
environment to the needs of the deployment unit; install 
the application; configure application parameters needed 
for the deployment unit; and verify that the application is 
correct and consistent for deployment. 

 ü  ü  

Execute Operational 
Readiness Test 

Test that the system steps to deploy the application were 
completed correctly. 

 ü  ü  

Develop and Deploy 
Communications related to 
Deployment 

Development of the communications relating common 
customer service to both internal and external audiences 
(involves developing the plan, calendar, and the 
communication vehicles). 

ü  ü  ü  

SFA IV&V Post 
Implementation Review 

Follows SFA’s guidelines for Independent Verification and 
Validation of Preliminary Design. 

ü  ü  ü  

 
Assumptions for Deployment: 

- The implementation approach of testing with live data during the development year means that the technology 
will be fully tested with production data prior to deployment.  

- For deployment, a new physical environment does not need to be created since the production environment at 
the COD solution provider site and the production environment at VDC have been operated in test mode. 
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1.5 Testing Approach 

1.5.1 Approach 

The COD Implementation Plan follows the SFA System Integration and Testing Approach being 
developed by SFA and the Modernization Partner.  Following this approach, each stage in the 
Delivering Phase includes unit testing, integration testing, and performance and stress testing.   

Unit testing is performed at the programming unit level by the application development team 
to test the functionality and technical components at the programming unit level.  Integration 
testing is performed across programming units by the integration test team to ensure that all 
units work together correctly.  Performance and stress testing is performed by the integration 
test team and ensures that the systems environment will support production volumes, both 
batch and on-line, and that response times are acceptable.  

The SFA System Integration and Testing Approach also includes an acceptance test to test the 
application against the requirements defined in the design phase in an integrated testing 
environment.  The COD Implementation Plan includes an acceptance test for the following 
development stages:  Develop Common Process, Develop Fund Accountability, Develop On-
line Access, and Develop Common Customer Service.  Acceptance tests are not performed for 
development of the middleware to create the common record from legacy records or for data 
conversion since there are no user interfaces for these efforts.  However, the common record is 
the input to test the functionality for the Common Process and Fund Accountability and 
Management where Acceptance testing is performed. 

1.5.2 Test Data 
By developing the middleware to create the common record format from incoming legacy 
records, the COD application will be tested using data taken from production.  The objective is 
to intercept the data for Recipient Financial Management System (RFMS) for Pell and Direct 
Loan Origination System (DLOS) to produce Common Records for COD unit, integration, 
performance, and acceptance testing.  This will be accomplished by tapping into the ED 
Infrastructure component of TIVWAN, obtaining a copy of the data going to RFMS and DLOS, 
and converting the data into the format of the Common Record using the data transformation 
capabilities of the EAI tool, MQ Series. 
 
This will produce Common Records based on live data to be used by the COD solution 
provider(s) for testing the evolving COD capabilities (see Figure 5).  Implementation of this 
capability will require TIVWAN/ED Connect infrastructure resources to insert the MQSeries 
connection to extract a copy of the RFMS and DLOS data streams.  SFA EAI Support team 
resources will be required to implement the data conversion from RFMS and DLOS formats to 
the Common Record format.  The COD team will provide the definition of the Common Record 
format and the mapping from the existing records to the new record. 

To make use of this Common Record capability, the COD development team requires a high-
speed, dedicated, communications link between the VDC and the solution partner development 
and operations center.  (This is the same link that will be used for production operations.)  The 
SFA EAI support team, in conjunction with the COD solution provider(s) interface team, will 



Student Financial Assistance Modernization Partner 
Common Origination and Disbursement 

 
 
 

Updated 01/24/01 1-27

then implement the EAI connections to provide the Common Record to the COD solution 
provider(s) development environment for use during testing.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 5:  Common Record for Development Testing 
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2 New Business Capabilities 
The functionality for COD is grouped into 5 core capabilities: 
 

- Consistent Data Management 
- Common Process 
- Fund Accountability and Management 
- On-Line Access 
- Common Customer Support 

 
These capabilities are a combination of human performance, business process, and technology 
that together creates value by improving business performance. Also, they are used to organize 
the development of the COD application within the implementation plan. With the exception of 
the Common Record format, no capability can be implemented in and of itself and bring value 
to schools and SFA.   
 
However, development of each capability is followed by an integration and acceptance test 
using common records created from actual legacy records.  This supports SFA’s vision to “build 
a little, test a little” and provides confidence when all capabilities are implemented to support 
the 2002-2003 award year. 
 
The description of each capability and the mapping to the corresponding phase in the 
implementation plan is provided in the table on the next page.  Except in the case of the 
Consistent Data Management capability, each capability maps one for one with a development 
stage in the COD implementation plan.   
 
Within the Consistent Data Management capability the development of the common record 
maps to the first development stage in the implementation plan, Develop Common Record and 
Middleware.  This middleware is expected to be deployed in June 2001.  As explained in section 
1.5 Testing Approach of this document, the middleware will be used to convert incoming legacy 
records for RFMS and LOS into a common record that will be sent to a test repository for use in 
integration and acceptance testing of COD.   
 
Though the format for the common record and the middleware will be in place by June 2001, 
the approach for releasing the common record format and accompanying edits to schools and 
3rd party vendors and servicers will need to be determined in more detail as the implementation 
plan is refined. 
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Business 

Capability 
Description Maps to Stage in 

Development Phase of 
COD Implementation Plan 

When 
Available to 

Schools 
Consistent Data 
Management 

Receive/edit common record and acknowledge receipt Common Process Approach 
for releasing 
the common 
edits to 
schools 
needs to be 
determined 

 Development of a Common Record 
- Provides a single Title IV common payment request 

record for each eligible student. 
- Supports a single student identifier 
- Provides the data needed to request payment for Title 

IV programs 
 

Common Record and 
Middleware 

Approach 
for releasing 
the common 
record 
format to 
schools 
needs to be 
determined 

 Develop consistent and reusable data definitions across 
programs 

Common Process and Fund 
Accountability & 
Management 

February 
2002 

 Improve system functionality and access to data 
 

Integrated into Common 
Process, Fund 
Accountability and 
Management, On-Line 
Access, and Customer 
Service  

February 
2002 

 Integrate the information search process 
 

Integrated into Common 
Process, Fund 
Accountability and 
Management, On-Line 
Access, and Customer 
Service  

February 
2002 
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Business 
Capability 

Description Maps to Stage in 
Development Phase of 

COD Implementation Plan 

When 
Available to 

Schools 
Service  

 Provide the ability to access and report on targeted data 
requests 

Integrated into On-Line 
Access, and Customer 
Service  

February 
2002 

Common Process • Develop a streamlined and integrated common process 
that supports all Title IV delivery programs (i.e., Pell 
Grant, Direct Loan, Campus Based) 

• Report receipt of fund disbursements to all programs 
• Develop a common process of how schools request funds 

for Pell/Direct Loan 
• Develop a consistent interface with schools 

- Handling Record 
- Fulfilling Disbursement 

• Validate Institutional and Student Eligibility 
• Support Common Origination and Disbursement 
• Develop one system that supports COD for all financial 

aid programs 

Common Process February 
2002 

Fund 
Accountability and 
Management  

• Track all disbursements at the student-level detail for 
COD. 

• Track all funds at the school level detail for FMS. 
• Facilitate fiscal responsibility by the schools and SFA 
• Track school’s history and performance 
• Schedule disbursement, reconciliation, and settlement 
• Provide the ability to access funds via advance draw 

based upon school’s history of reporting and accounting 
for funds received 

• Establish “credit limits” that determine amount of funds 
accessible 

• Provide improved fiscal controls 

Fund Accountability and 
Management  

February 
2002 
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Business 
Capability 

Description Maps to Stage in 
Development Phase of 

COD Implementation Plan 

When 
Available to 

Schools 
• Supports only Pell and Direct Loans 

On-line Access • Support the ability to make on-line changes and 
downloads 

• Provide access to on-line data and records/edits for 
schools (real time sharing of data) 

• Provide real-time access to aid history 
• Integrated the information search process 
• Allow schools to schedule disbursements and accept 

changes on-line 
• Support the real time sharing of data 
• Provide a single real-time interface that supplies the full 

Title IV financial aid picture 
• Aid in school reconciliation and funds tracking 

On-line Access February 
2002 

Common 
Customer Service 

• Provide a single point of entry technical help desk 
• Provide a single source for functional support 
• Support the concept of integrated customer service 

Common Customer Service February 
2002 
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3 Steps Needed For Groups Outside SFA to Support COD 

3.1 Schools  

3.1.1 EDExpress Schools:   
The 2002-2003 version of EDExpress will support COD with a new interface, edits, and 
common record format.  Additionally, schools will need to reengineer external and 
internal processes to comply with the new COD process.   
 
With middleware in place, this new version of EDExpress does not need to be developed 
and rolled-out prior to February 2002 in time for schools to send records to SFA for the 
2002-2003 award year.   

 

3.1.2 School-Developed Software:  
Schools who maintain their own software will need to change their systems in order to 
use the common record format to send student data for Pell, Direct Loan, and Campus-
Based programs as well as use the common edits.  Schools will also need to reengineer 
external and internal processes to comply with the new COD Process.  
 
Additionally, these schools will want to test their systems with SFA once they have 
completed their changes.  SFA’s CIO is establishing a test environment in order to 
support the testing needs of schools, third party vendors, and servicers with SFA.  Since 
processing for the 2001-2002 and 2002-2003 award years overlap, schools will most likely 
want to test in order to get ready to send the common record by the 2003-2004 award 
year instead of maintaining multiple interfaces to SFA. 

 

3.2 Third Party Software Vendors   
Third Party software that is developed and sold to schools for Financial Aid Administration will 
need to be changed in order to use the common record format to send student data for Pell, 
Direct Loan, and Campus-Based programs as well as use the common edits.  Additionally, these 
vendors will need to test their systems with SFA.  SFA’s CIO is establishing a test environment in 
order to support testing of schools, third party vendors, and servicers with SFA. 

 

3.3 Third Party Servicers 
Third Party Servicers who represent schools by providing partial or complete outsourcing 
solutions will be impacted similarly to schools (see above).  Additionally, these servicers will 
want to test their systems with SFA once they have completed their changes.  SFA’s CIO is 
establishing a test environment in order to support testing of schools, third party vendors, and 
servicers with SFA. 
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3.4 FFEL Community (including Lenders and Guarantee Agencies) and State Agencies 
COD is designed to fully accommodate FFEL loan data on the Common Record.  It is anticipated 
that the FFEL community will take advantage of the processing efficiencies inherent in the use of 
a common record. As a result, FFEL participants that adopt the COD process will need to modify 
their systems to send, receive, and process the Common Record. 
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4 Potential Impacts to Other SFA Business Processes (Outside Title IV 
Delivery) 

4.1 Students Channel 
The COD solution includes plans to support the Students Channel in their objective to provide 
students with the ability to access their complete financial aid history (i.e., the student story).  
This gives the students channel the ability to better serve students and provide increased access 
to information.   
 
The following technology maintained in the Students Channel will be affected by the COD 
solution: 
 
- The Students portal will support the ability to receive COD data or link to a COD site.  This is 

a design issue that will be determined at a later date.   
 
- Currently, the Direct Loan Servicing System (DLSS) maintains an interface with the Direct 

Loan Operating System (LOS) to book loans.  This interface will be unaffected if COD sends 
the same type of record to book a loan. 

 
- EDExpress will have to be modified to support the Common Record.  This update will be 

transparent to the user.  
 

4.2 Financial Partners Channel 
It is expected that there will be no initial impact to the Financial Partners Channel as a result of 
the COD implementation.  Eventually, COD and the common record may make it easier for the 
FFEL community and SFA to present a more integrated view for the schools. 

 

4.3 CFO 
The CFO in conjunction with the Modernization Partner is developing a new Financial 
Management System (FMS).  This system will serve as the link to the Department of Education’s 
GAPS system that authorizes the release of funds to schools.  COD will interface with FMS, on-
line access, funding information, drawdowns, and reconciliation but will have little impact on 
changing the way in which the CFO’s office operates.  

 

4.4 Schools Channel 
The COD solution will impact the data sources accessed and customer support provided by the 
Direct Loan Schools Relations, Case Management and Oversight areas and Customer Service Call 
Center.   
 
Within the Direct Loan Schools Relations group, the Client Account Managers (CAM) function 
and responsibilities remain unchanged.  However, student and school-related data that currently 
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exists in RFMS, CBS and LOS will be consolidated within the COD solution.  As a result, CAMs 
will have increased, improved access to information, thereby improving the support they provide 
to schools.  Also, Reimbursement Analysts can interface directly with RFMS to release Pell 
funding for reimbursement schools.  Reimbursement Analysts, in addition, can interface with 
Direct Loans to release Direct Loan funding for reimbursement schools. 
 
Within the Case Management and Oversight area, the COD solution will also impact the source 
of data when performing reviews and/or analysis of schools.  
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5 Potential Impacts to Other SFA Systems Including Technical Environment 
Changes 

5.1 Retirement of RFMS and LOS 
Following the migration strategy for COD described in the Overview section of this document, 
RFMS and LOS will process award year 2001-2002 until SFA closes the award year and begins 
post deadline processing. For the Pell program, SFA can close the award year for 2001-2002 as of 
September 30, 2002 and retire the RFMS system on or after December 2002.  For the Direct Loan 
program, SFA can close the processing year for the 2001-2002 award year after June 30, 2003 and 
retire the LOS system on or after September 2003.   

 

5.2 Modifications for Interfacing Systems 

The COD solution will need to interface with the following systems to support the integrated 
financial aid process: 

- Central Processing System (CPS):  Data from CPS will provide COD information about 
students and eligibility. 

- Postsecondary Education Participant System (PEPS):  PEPS provides information about 
schools and identifies the Title IV programs for which they are eligible. 

- Direct Loan Servicing System (DLSS):  COD will provide Direct Loan disbursement data 
to DLSS. 

- Financial Management System (FMS):  COD will interface with FMS to disburse funds to 
schools for financial aid and provide data for school reconciliation, funds tracking and 
drawdown information. 

- National Student Loan Data System (NSLDS):  COD will provide disbursement data to 
NSLDS. 

- Campus-Based System (CBS): The Campus-Based System will not need to be retired as 
the system is being reengineered.  An interface will be developed between the 
reengineered CBS and COD.  This interface will supply the CBS with the aggregated 
student data that pre-populates the appropriate sections of the FISAP.  These logical 
interfaces are illustrated in Figure 6 below including interaction with the schools via the 
submitted Common Record: 
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Figure 6: Logical COD Interfaces to Other SFA Systems 

 

Implementation of these interfaces will require SFA’s Enterprise Application Integration (EAI) 
solution.  With SFA’s EAI infrastructure providing the interface channel to other SFA 
applications coupled with the fact that COD will be developed with current interface formats 
for CPS, PEPS, DLSS, and NSLDS with only minor changes expected, few modifications will 
need to be made to these interfacing systems 
 
The following table summarizes the impacts expected to the SFA systems affected by the 
implementation of the COD: 
 

 

System Impact 

RFMS Retired and replaced by COD. 
DLOS Retired and replaced by COD. 
CBS The CBS will be reengineered.  An interface will be developed between 

the reengineered CBS and the new COD.   
FMS Interface will be developed to facilitate the transfer of financial data. 
EDExpress System will be modified to support the Common Record and interface 

with COD. 
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System Impact 

with COD. 
PEPS Minimal impact due to the deployment of the Enterprise Application 

Integration (EAI). 
NSLDS Minimal impact due to the deployment of the Enterprise Application 

Integration (EAI). 
CPS Minimal impact due to the deployment of the Enterprise Application 

Integration (EAI). 
DLSS Minimal impact due to the deployment of the Enterprise Application 

Integration (EAI). 
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6 Changes to Regulations and Statutes 
SFA is responsible for identifying these changes.  An analysis is pending from the Policy 
Development Division (PDD) members involved with the requirements workgroups.  Changes to 
statutes may have to occur during reauthorization, although there may be opportunities to request 
changes outside of this process.  Regulation changes can occur more frequently.  However, 
according to the Federal Master Calendar, regulations that affect a given award year must be 
published by SFA no later than November 1 of the preceding calendar year.  For example, for the 
2002-2003 award year in which COD would handle processing, final regulations must be issued on 
or before November 1, 2001.  The following schedule shows the minimal amount of time needed to 
meet this November 1 deadline: 
 

Task Timeframe 
Publish intent to regulate in Federal Register By May 15, 2001 
Conduct Negotiated Rulemaking May 15, 2001 – August 15, 2001 
Publish Notice of Proposed Rule-Making 
(NPRM) 

By August 15, 2001 

Community Comment Period August 15, 2001 – October 15, 2001 
Incorporate Comments October 15, 2001 – November 1, 2001 
Publish Final Regulations in Federal Register By November 1, 2001 
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7 Resources and Skills 
Following is a listing of resource types that will need to be provided by SFA, Modernization 
Partner and the COD solution partner(s) to implement COD: 

7.1 SFA 
 

Role Skill Requirements 

SFA Subject Matter 
Expert 

Provides thought leadership and insights in a subject or area (e.g., 
business architecture components, organizational operations, 
financial concepts, communications Title IV program requirements, 
etc.).  Subject Matter Experts will be needed for the following areas: 
Direct Loan Program, Pell Grant Program, Campus-Based Programs, 
Financial Management (CFO), DLSS, and CPS. 

SFA IV&V 
Representative 

SFA Independent Verification and Validation Representative 

SFA/VDC 
Resource Manager 

SFA or VDC Manager empowered to make decisions regarding 
acquisition and allocation of resources. 

SFA/VDC 
Technical Team 
Resource 

Various skills as required to support implementation at the VDC.  
Most especially networking, interfacing, and MQSeries skills. 

IT Management 
Team 
Representative 

Provides expertise on compliance with government regulations and 
SFA policies, standards, and architectures. 

IT eCAD Team 
Representative 

Performs configuration management plan review, product readiness 
review, product stress and performance testing review, and post 
audit review. 

IT Services Team 
Representative 

Assists in planning, design, and VDC production readiness reviews 
for communications, capacity, performance, EAI and other services 
required for COD data and connectivity as well as any desktop 
services requirements. 

 
These SFA roles will be needed according to the schedule below: 

 
Month SFA SME SFA IV&V 

Rep 
SFA/VDC 
Resource 

Mgr 

SFA/VDC 
Tech Team 

IT Mgt IT 
eCAD 

IT 
Services 

Feb 2001 ü   ü  ü  ü  ü  ü  

Mar 2001 ü  ü  ü  ü  ü  ü  ü  

Apr 2001 ü  ü  ü  ü  ü  ü  ü  

May 2001 ü  ü  ü  ü  ü  ü  ü  

Jun 2001 ü   ü  ü  ü  ü  ü  
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Month SFA SME SFA IV&V 
Rep 

SFA/VDC 
Resource 

Mgr 

SFA/VDC 
Tech Team 

IT Mgt IT 
eCAD 

IT 
Services 

Jul 2001 ü  ü  ü  ü  ü  ü  ü  

Aug 2001 ü  ü  ü  ü  ü  ü  ü  

Sep 2001 ü  ü  ü  ü  ü  ü  ü  

Oct 2001 ü  ü  ü  ü  ü  ü  ü  

Nov 2001 ü  ü  ü  ü  ü  ü  ü  

Dec 2001 ü  ü  ü  ü  ü  ü  ü  

Jan 2002 ü  ü  ü  ü  ü  ü  ü  

Feb 2002 ü  ü  ü  ü  ü  ü  ü  

Mar 2002 ü   ü  ü  ü  ü  ü  

 
 

7.2 Modernization Partner and COD Solution Provider(s) 
 

Role Group Skill Requirements 
Application Deployment 
Specialist 

Modernization 
Partner 

Deployment release management skills, 
deployment requirement skills. 

Business Process Expert Modernization 
Partner 

Provides thought leadership and insights 
across all business architecture 
components of a business process or 
business line (e.g., customer service, 
product distribution). 

Process Designer Modernization 
Partner 

Process design skills, including high-level 
and detailed design skills, and 
requirements gathering skills. 

MP COD Technical Architect Modernization 
Partner 

Overall architecture planning, 
requirements definition, interface control, 
test coordination, issue resolution. 

MP Technical Team Modernization 
Partner 

Support from various members of the 
Mod Partner Tech Architecture Team 

Organization Architect Modernization 
Partner 

Ability to lead and guide an Organization 
Design effort, including knowledge of best 
practices in organization design. 
 
 
 

Organization Designer Modernization 
Partner 

Ability to apply best practices in 
organization design to create customized 
organization plan. 
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Role Group Skill Requirements 
 
 
 

Organization Developer Modernization 
Partner 

Ability to perform critical tasks relating to 
organizational plan. 
 

Training Architect Modernization 
Partner 

Ability to lead and guide the approach 
and strategy of a performance support 
design and development effort. 

Training Designer Modernization 
Partner 

Ability to determine the performance 
support requirements. 
Ability to design, develop, and deliver 
performance support to meet the 
requirements. 

Training Developer Modernization 
Partner 

Ability to develop and deliver 
performance support to meet 
requirements. 

Communications Architect Modernization 
Partner 

Ability to lead and guide the approach 
and strategy of a communications design 
and development effort. 

Communications Designer Modernization 
Partner 

Ability to determine the communications 
requirements. 
Ability to design and develop a 
communications plan to meet the 
requirements. 
Ability to design, develop, and deliver 
communications vehicles to meet 
requirements. 

Communications Developer Modernization 
Partner 

Ability to develop and deliver 
communications plan to meet 
requirements. 
Ability to develop and deliver 
communications vehicles to meet 
requirements. 

COD Manager COD Solution 
Provider(s) 

Project management skills and system 
design and implementation background. 

COD Requirements Team COD Solution 
Provider(s) 

Member of COD solution provider 
Systems Requirements team. 

COD Resource Manager COD Solution 
Provider(s) 

COD solution provider manager 
empowered to make decisions regarding 
the acquisition and deployment of 
resources. 
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Role Group Skill Requirements 
COD Technical Team COD Solution 

Provider(s) 
Member of COD solution partner’s 
Systems Technical implementation team – 
specific skill requirements to be 
determined by COD solution provider. 
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8 High-level Plan for Training and other Resources Necessary to Transition 
Schools 

8.1 Training Plan 
The following steps will be taken to assist schools in the transition to the new common process 
and to enable them to use the new technology: 
 
- First, a gap analysis will be performed in order to determine the differences between the new 

process and technology and the existing processes and technology.  Training, education, and 
communication requirements will be identified to mitigate the gaps uncovered in the 
analysis.   

- Next, during the design phase, training and education programs will be designed, and a 
communication strategy determined. 

- During the build and test phases, training and education programs will be developed and 
tested, and communications will be developed, reviewed, and distributed to inform schools 
of the coming transition and the training that is available. 

- The SFA Account Managers and Training Officers will provide the training and education 
programs to the schools.  The Account Managers and the Training Officers will learn the 
training through Train the Trainer sessions, provided by the training development team. 

8.2 Other Resources 
Additional resources need to support schools as they begin to make changes to their existing 
systems and need technical support, or begin testing their system changes with SFA, will need to 
be identified and investigated.  
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9 Implementation Risks 
 

# Risk Impact Potential SFA/Mod 
Partner 

Ability to 
Control 

 Mitigation Strategy 

1 Not allowed access to 
employees to determine 
the training requirements, 
or create a staffing plan. 

High High Medium Have impacted employees 
attend the employee 
development center (to be set 
up for the enterprise) for a 
skills assessment and work 
with the center to staff the 
new organization and re-
deploy impacted staff. 

2 Re-organizations take a 
long time to be approved 
by the Office of 
Management (primarily 
due to Union approval).  
Other re-orgs have taken 
8-10 months for approval.   

High High Low Develop plan for working 
with Union. 

3 SFA EAI Infrastructure 
and support team is not 
ready or in place to 
support COD 
requirements. 

High Medium Medium Coordinate immediately with 
SFA EAI organization to 
define requirements and 
implementation schedule 

4 COD is required to carry 
an inordinate share of EAI 
costs (The first application 
that requires that other 
applications are hooked 
into EAI may have to pay 
for this work). 

Medium Medium Low Clarify that EAI is an 
enterprise-wide strategy of 
which all applications are to 
be a part. 

5 The COD project could 
have cost overruns due to: 
- rework;  
- expanding scope; and  
- delays in receiving 

approval of deliverables, 
resolution of issues, and 
establishment of 
technical environments 

Medium Medium High - Develop/use existing 
standards including CMM 

- Maintain close 
coordination between the 
project team and those 
responsible for approvals 
and resolutions 

- Provide sufficient lead time 
for the stakeholders 

6 COD is implementing a 
relatively new technology 
for SFA 

Medium Medium High - Apply ‘lessons learned’ 
from Modernization 
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# Risk Impact Potential SFA/Mod 
Partner 

Ability to 
Control 

 Mitigation Strategy 

for SFA Partner and industry 
practices 

- Ensure that proper training 
is developed and 
conducted 

7 A Lack of SFA resource 
availability (staff and 
management) may lead to 
‘scope creep’ 

Medium Low High - Leverage Modernization 
Partner resources 

- Identify specific SFA full-
time staff to support COD 

- Use SFA resources as 
subject matter experts 

- Identify the specific 
processes and system 
functions to be 
reengineered – all 
extensions to this will be 
considered enhancements 
and will require a 
modification to the existing 
Task Order or a new Task 
Order 

8 The ability to identify 
areas impacting other 
internal/external systems 
and/or groups. 

High High High - Involve key stakeholders 
- Identify and communicate 

level of impact within an 
appropriate time frame 

9 COD will need to interface 
with FMS to schedule 
disbursements and 
authorize funds to be sent 
to schools and is 
dependent on FMS being 
implemented before COD. 

High Low Low Ensure that the COD team 
has frequent contact with 
FMS team to determine 
whether they are on target for 
implementation dates 

10 The organization change 
necessary to realize the 
benefits of the new 
solution will likely be 
extensive enough to cause 
the union and the 
employees significant 
concern.  The union does 
have the ability to hold up 
any changes to job 

High High Medium - Develop detailed 
communication plans  

- Ensure regular 
involvement of the union 
and SFA employees 
throughout the 
development and 
implementation process 
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# Risk Impact Potential SFA/Mod 
Partner 

Ability to 
Control 

 Mitigation Strategy 

any changes to job 
descriptions and to 
organizations. 
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10 Next Steps  
 

1. Finalize selection of COD solution provider(s) 
2. Begin working with the COD solution provider(s) to identify gaps between their system and the 

COD To-Be requirements, and confirm the implementation schedule. 
3. Start procurement of high-speed, dedicated, communications link between the VDC and the 

COD solution partner(s) development and operations center 
4. Develop the following approaches in more detail for the implementation plan: 

- Approach for phasing in schools to use the Common Record format 
- Approach and timeline for developing COD version of EDExpress 
- Approach to phase-out annual changes made to RFMS and LOS 
- Approach to incorporate support functions needed for COD 
- Approach for data conversion or access to legacy system data 
- Approach for contingency planning 
- Approach to support schools, and third party vendors and servicers as they make changes 

to their systems for COD (includes having these groups test with SFA) 
- Transition of Customer Service 

5. Define process for identifying post-implementation enhancements to accommodate schools 
reactions to COD.  Provide a mechanism for tracking problems identified through customer 
support activities. 

6. Include a Security Plan in the development efforts.  
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11 Appendix A – COD Implementation Workplan 
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12 Appendix B – Description of Detailed Tasks in COD Implementation 
Workplan 


