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Section 1: Introduction

This Section introduces the Integration Leadership Support Contractor (ILSC) Integration Plan “the Plan” by describing the Plan’s purpose, scope, and structure.

1.1 Purpose and Scope

The U.S. Department of Education (ED), Office of Federal Student Aid (FSA) manages and administers student financial assistance programs authorized under Title IV of the Higher Education Act of 1965, as amended.  These financial aid programs are:

· Campus Based Programs (Federal Perkins Loans, Federal Supplemental Educational Opportunity Grant [FSEOG], Federal Work Study [FWS])

· William D. Ford Federal Direct Loan Program

· Federal Family Education Loan Program

· Pell Grant Program

Under the Higher Education Amendments of 1998, FSA was transformed into a Performance Based Organization (PBO) to enhance government services through increased flexibility and performance incentives in exchange for greater accountability for results.   In response to this legislation, FSA developed a business model focused on its customers and has progressively modernized Title IV program management, delivery and accountability within FSA. 

FSA has a high-level business view of its target state vision, which envisions the use of a common data architecture (CDA) to allow most of FSA’s major application systems to share data, the consolidation and reengineering of portions of several application systems, and the use of common services for both internal FSA use and for sharing with partners.  
FSA has acquired the services of an ILSC to support implementation of the target state vision.  The ILSC will support the continuing integration and improvement of FSA’s systems and business processes.  The scope of ILSC support to FSA may include:

· Maintaining and enhancing the target state vision and enterprise documents;

· Providing technical support;

· Supporting the implementation of standards and common tools;

· Providing business analysis and business process reengineering support;

· Performing cost and performance management;

· Supporting acceptance testing and Independent Validation and Verification (IV&V);

· Performing quality assurance;

· Supporting data quality and program integrity; and

· Conducting transition planning and execution.

The purpose of this ILSC Integration Plan is to:

· Define the organizational structure and management processes through which the ILSC will support FSA’s integration activities

· Identify issues, gaps, or areas where further study is required with regard to FSA’s integration plans.

· Present an Integrated Master Schedule (IMS) that provides a unified roadmap for achieving FSA’s target state vision.

The Plan includes the processes and activities processes necessary to develop and maintain ILSC deliverables and FSA integration artifacts (such as the target state vision), but does not define in detail all processes across FSA necessary to integrate FSA’s systems and achieve the Target State Vision. It does, however, define tasks and activities that FSA should complete to ensure that these FSA-wide integration processes are appropriately defined and are being implemented in an integrated manner across the organization.

1.2 Structure

This ILSC Integration Plan comprises the following sections:

1. Introduction.  This section introduces the ILSC Integration Plan by describing its purpose, scope, and structure.
2. Integration Team Organization.  This section presents the ILSC organizational structure and roles and responsibilities, and describes the processes that will be used to manage ILSC activities.
3. Work Breakdown Structure.  This section presents a deliverable-oriented work breakdown structure (WBS) that identifies the major work products and deliverables necessary to implement FSA’s target state vision.
4. Integrated Master Schedule.  This section presents a pictorial representation of ILSC Integrated Master Schedule (IMS), and a brief description of its major components.
5. Performance Management Assessment.  This section presents an assessment of FSA’s current performance management plans and measures as they relate to integration of FSA’s systems, and provides an action plan for activities that FSA should complete to improve its performance management system.
6. Risk Management. This section presents an approach and plan for risk analysis and mitigation across the ILSC integration initiatives, including integration-related risks at the enterprise level. 
7. Quality Assurance Plan. This section presents the quality assurance plan that will govern quality assurance activities for ILSC deliverables.
8. Change Management Plan. This section presents the change management plan that will govern changes to ILSC deliverables
9. Communications Plan. This section presents a plan for integration-related communications with both internal FSA stakeholders and with external community-wide stakeholders.
10. Appendix A – Acronyms and Definitions. This appendix provides definitions for all acronyms used within the ILSC Integration Plan.
11. Appendix B – Integrated Master Schedule. This appendix presents the MS-Project ILSC IMS.
12. Appendix C – Current Risk Assessment. This appendix presents the current FSA integration risk list.
13. Appendix D – Example Strategy Maps.  Strategy maps are visual tools that can be used to communicate the linkage between an initiative and an organization’s strategic business objectives.  This appendix presents example strategy maps for several FSA integration initiatives.

14. Appendix E – Performance Management Lexicon.  This appendix presents a lexicon of performance management terms

Section 2: Integration Team Organization

This section presents the organizational structure and roles and responsibilities of the Integration Team (comprising the FSA Integration Team and the ILSC Team), and describes the processes that will be used to manage Integration Team activities.

2.1 Integration Team Organization

This subsection introduces the Integration Team, and describes the relationships between the Integration Team and the other groups within FSA, contractors, and student financial aid community groups with which the Integration Team will interact. Figure 2‑1 below presents the working structure by which FSA enables and oversees integration activities.
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Figure 2‑1 FSA Enterprise Integration Operating Structure

The roles and responsibilities of the groups presented in Figure 2‑1 are as follows:

1. Management Council: The Management Council comprises FSA’s senior leaders and has the following responsibilities:
· Overall direction setting

· Defining strategic objectives

· Providing leadership to the organization
2. Business and Technology Integration Group (BTIG): The BTIG represents all the major FSA stakeholders in the integration process. The BTIG’s responsibilities include:
· Support enterprise vision definition

· Set scope/framework/boundaries for target business architecture

· Support definition of and inform enterprise sequencing plan

· Establish and manage governance approach for integration

· Manage business process models (high-level)

· Charter integration working groups and sponsor integration initiatives as appropriate:

· Investment Planning Council (IPC) sponsorship of tactical integration focused projects

· Review new projects to ensure proper integration and scheduling

· Identify necessary inputs needed for recommendations to Management Council on integration direction and progress

· Define enterprise needs & projects

· Assess target state vision alignment & impacts

· Develop enterprise sequencing & implementation approaches, associated risks and issues

· Inform procurement plan, strategic plan and annual budget

· Provide support to business areas and integration initiatives

· Participate in integration initiatives, market research efforts, establishment of an enterprise change control board, project level process flow definition 

3. FSA Integration Team: The FSA Integration Team comprises FSA staff who are assigned in a full- or part-time capacity to leading FSA’s integration efforts. 
· Support BTIG

· Manage Integration Leadership Support contract

· Set agenda topics and facilitate meetings

· Perform required information synthesis for meeting preparation

· Manage enterprise business artifacts, including business architecture, high-level process mapping, and sequencing plan

· Represent integration to Management Council, Decision Support Group (DGS) and IPC, Architecture Working Group (AWG), and Change Control Board (CCB)

· Coordinate with FSA Project Management Office (PMO) and project/ program managers to ensure integration of key projects and checkpoint integration dependencies

· Provide support to business areas (as integration owners)

· Provide project management for overarching integration activities (e.g.: risk and dependency tracking) to ensure follow-through on issues
· Communicate integration status, progress and other key messages to FSA

· Act as a point of contact on integration issues (e.g.: responses to external audits)

· Obtain resources to support integration (e.g.: funding, contracts)

· Facilitate the process of enterprise decision-making 
The ILSC provides day-to-day support to the FSA Integration Team; together the ILSC and the FSA Integration Team are referred to as the Integration Team. Figure 2‑2 below presents shows the relationship of the responsibilities of the BTIG to the responsibilities of the Integration Team.
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Figure 2‑2 BTIG and Integration Team Responsibilities

The Integration Team will work, as directed by FSA, with other FSA contractors as necessary to support FSA’s integration activities. The Integration Team also will work with the FSA Communications Team to plan and disseminate integration-related communications to FSA staff, ED staff, and the broader student financial aid community.

2.2 ILSC Organizational Structure and Roles and Responsibilities

This subsection presents the ILSC team organizational structure and the roles and responsibilities of the key individuals within the team. Figure 2‑3 below presents the ILSC Team organization structure.
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Figure 2‑3 ILSC Team Organizational Structure

The ILSC team organization comprises the following major components:

· ILSC Program Partner. The ILSC Program Partner is the ILSC executive with ultimate authority over and responsibility for the delivery of services to FSA by the ILSC. 

· ILSC Program Manager. The ILSC Program Manager has day-to-day responsibility for the delivery of services to FSA, and directs and oversees all ILSC activities in support of FSA’s integration efforts.

· ILSC Program Management Office (PMO). The ILSC PMO maintains the IMS, facilitates the risk management process across FSA’s integration initiatives, and provides staff support to the BTIG meetings. 

· ILSC Functional Team. The ILSC Functional Team provides the following types of functional, organizational, and communications services to FSA in support of FSA’s integration goals:

· Performance management
· Functional requirements

· Process redesign

· Activity-based costing

· Organization change

· Communications planning and execution

· ILSC Technical Team. The ILSC Technical Team provides the following types of technology services to FSA in support of FSA’s integration goals:

· Enterprise architecture
· XML strategy and repository support

· Technology advice and support

· Data strategy and integration

· ILSC Change Management Team. The ILSC Change Management Team provides the following types of quality and change management services to FSA in support of FSA’s integration goals:

· Configuration and Change Management

· Deliverable review

· Acceptance testing

· IV&V

The ILSC will provide integration-related support to FSA via a series of task orders to provide FSA with specific work products and deliverables. The ILSC organizational structure is defined such that as additional task orders are identified the ILSC management structure can scale to accommodate them. Task orders that fall within the scope of one of the core ILSC teams (e.g., Functional, Technology, or Change) will be overseen by that team lead. Task orders that cannot be aligned with any one core ILSC team may be executed through the formation of a multi-disciplinary task team lead by a task order lead who will draw staff from all appropriate disciplines.

2.3 Integration Management Processes

This subsection describes the integration management processes necessary to support FSA’s integration efforts:

· FSA-wide Integration Governance Processes.  These processes must be defined and implemented across FSA to support all aspects of the integration process, from strategy and planning through acquisition, implementation, and operations and maintenance.  These processes impact many organizations across FSA, and are discussed at a high level within this subsection.

· Integration Team-specific Management Processes.  These processes must be defined and implemented by the Integration Team to support their specific role in the integration process.  These processes can be considered a component of the FSA-wide governance processes, and due to their direct relevance to the Integration Team are discussed in detail in this subsection.

2.3.1 FSA-wide Integration Governance Processes

Figure 2‑4 below presents a diagram by the Office of Management and Budget’s (OMB) Federal Enterprise Architecture Framework (FEAF) PMO.  This diagram depicts the major management processes that, in the view of OMB, must be implemented within an organization to effectively manage large-scale technology change and to effectively integrate an organization’s IT assets.  This diagram also is consistent with the frameworks used by the General Accounting Office (GAO) when assessing the maturity of an organization in the areas of Enterprise Architecture (EA) and Information Technology (IT) Investment Management (ITIM). Three major processes are described in the diagram:

· Capital Planning and Investment Control (CPIC).  CPIC provides a structured and disciplined process for selecting IT investments, controlling the implementation of the investments, and evaluation the success of the investments once they are operational.

· EA Management.  EAs are managed through a process of initial definition and then a continual refinement, validation, and refreshment as business objectives, business functions, and technologies change.

· Program and Project Management.  Individual IT investments lead to implementation programs and projects, and these must be managed in a disciplined manner to successfully implement the expected capabilities and to ensure that the resulting IT assets remain in compliance with the EA.

These three processes use a common logical repository for all integration-related artifacts.
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Figure 2‑4 EA and CPIC Integration

When implemented together, these three processes create a cycle of integration activities and results as depicted in Figure 2‑5 below.  This diagram shows how an agency’s strategic plan gives rise to a to-be vision that encompasses process, data, application, and technology components.  By comparing the to-be vision against the as-is environment of the agency, a gap analysis can be carried out.  By defining a series of investments and projects to close the gap between the as-is and to-be, a transition plan can be developed that provides a roadmap for the future integration activities necessary to achieve the to-be vision.
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Figure 2‑5 Integration Cycle

This transition plan provides the information necessary to define the agency’s capital plan, and also provides the information necessary to justify the required expenditure of funds.  Once funds are approved, acquisitions can take place to procure the necessary assets or services, which are then implemented and migrated into the operational environment.  This new operational environment gives rise to an updated as-is environment definition, and provides input to future strategic planning activities.

FSA is executing all of these activities in one form or another.  In collaboration with appropriate FSA managers and staff the Integration Team plans to validate FSA’s current integration activities to ensure that the necessary dependencies and relationships between activities are recognized and that the artifacts and deliverables required by each activity exist.  The IMS presented in Appendix B includes a series of tasks that will result in a definition of the FSA-wide integration governance processes. Once a draft definition has been developed any recommendations for additions or changes to FSA’s current integration processes will be presented to the BTIG for review and approval.

2.3.2 Integration Team-specific Management Processes

This subsection presents the management processes that will be used by the Integration Team to manage their activities.  The processes for risk management, quality assurance, change management, and communications are described in Sections 6, 7, 8, and 9 respectively.

2.3.2.1 Maintenance of the Target State Vision

The target state vision provides, in a pictorial form, FSA’s current specification for the future FSA functional and technological environment. The ILSC will assume responsibility for maintenance of the target state vision on October 2, 2004. From that point forward, the target state vision will be updated whenever an integration planning deliverable is completed or whenever a new procurement occurs that might have some impact on FSA’s future technology state. In addition, a more cursory review of the Target State Vision will occur on a monthly basis to review if any events or discussions during that month might impact the Vision. The Target State Vision will be reviewed in more detail on an annual basis as a checkpoint that the Vision is still consistent with FSA strategy and objectives.

2.3.2.2 Maintenance of the IMS and Enterprise Sequencing Plan

The IMS and Enterprise Sequencing Plan (ESP) will be updated once per month. Any updates will be reviewed within the Integration Team and then presented to the BTIG for approval. BTIG members will be provided with a version of the IMS that does not require the reader to have MS-Project software installed on their desktop.

2.3.2.3 Support to the BTIG

The BTIG meets twice a week. The ILSC will support the BTIG by executing the following tasks:

· Maintaining and distributing the BTIG calendar

· Notifying BTIG presenters of their presentation dates and times

· Compiling and distributing minutes of BTIG meetings

· Facilitating BTIG meetings as required.

2.3.2.4 Status Reporting and Tracking

The ILSC will track the status of all ILSC task orders and will report this status to the FSA Integration Team via a weekly status meeting. This status meeting will comprise review of a weekly written status report, review of updated project plans for each task order, and a review of open issues and action items. As directed by FSA, the ILSC will used Earned Value Management (EVM) metrics in reporting the cost and schedule status of each ILSC task order.

2.3.2.5 Issue Reporting and Tracking

The ILSC will track the status of all integration issues related to the execution of ILSC work, and will report this status to the FSA Integration Team via a weekly status meeting. 

2.3.2.6 Prioritization of Core Integration Support Tasking

The ILSC will define and maintain a list of potential technical and business support tasks that could be executed under the ILSC Core Integration Support task order. These tasks will be reviewed on a regular basis with the FSA Integration Team to confirm which tasks provide best value to FSA in expending the limited Core Integration Support task hours available.

Section 3: Work Breakdown Structure

The WBS is intended to accomplish these goals for FSA:

· Be compatible with how the work will be done and how costs and schedules will be managed.  It should be possible to link project budget elements to groups of tasks assigned to specific managers, providing a means of performance measurement feedback. 

· Give visibility to particularly important or risky work elements,

· Allow mapping of requirements, plans, testing, and deliverables,

· Foster integration across FSA integration activities,

· Foster clear ownership by managers and task leaders, and

· Provide data for performance measurement and historical databases.

The figure below represents the WBS for FSA. It is a program-level WBS, identifying major integration process activities and specific integration-focused programs.  Descriptions of these processes and projects (Level 2) project are provided below.  Both current and recommended future activities are included at Level 3.  Since ILSC activities have just begun, many activities and related deliverables are not yet identified.
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LEVEL 2 Descriptions:

Program Management:  Program Management includes the processes for managing the Integration Program and individual ILSC task orders.  Deliverables include a Risk Management Plan, execution of on-going risk management processes, BTIG support, and maintenance of the Integrated Master Schedule. 

Enterprise Architecture:  Enterprise Architecture (EA) defines the FSA enterprise though five layers, Performance, Process, Data, Applications and Technology.  Each can have an as-is and a to-be state.  Within each of these models analysis may be performed to document and define the current situation and a desired future environment.  

Quality Assurance and Configuration Management:  Quality Assurance and Configuration Management includes quality management activities such as deliverable reviews, change management, requirements traceability, requirements analysis and management, project planning and project planning and oversight.  Both a Quality Assurance Plan and a Configuration Management Plan, along with the Electronic Project Library are deliverables related to these processes.

Communications:  The Communications Plan will be based on analysis and application of interviews, feedback, and lessons learned.  Timely and appropriate communication; consistent, accurate information; feedback and evaluation will provide visible leadership support to internal and external communities of interest.

Acquisition Management:  Acquisition management occurs after Transition Planning, as projects are identified.  Acquisition management provides the framework for execution of FSA’s Solution Life Cycle.  The project team works within these guiding processes to define a problem, build a business case, develop a statement of objectives, conduct market research, build a plan and schedule, prepare acquisition documents, conduct the acquisition and manage the subsequent contract.  Deliverables are not yet determined.

Processing Activities:  This WBS category is for all current operational systems and the activities related to keeping them in routine, satisfactory delivery of services.  Deliverables are not yet determined.

Business and Technical Integration Initiatives:  This WBS category includes the currently identified integration programs such as CSB, FEBI, IPM, and Ollie.  Deliverables are not yet determined.

Contracts:  This WBS section is for the purpose of monitoring major contract milestones, including base period, option year dates, and completion dates.  Deliverables are not yet determined.

Section 4: Integrated Master Schedule

This section presents the FSA Enterprise Sequencing Plan (ESP) and introduces the Integrated Master Schedule (IMS). FSA uses the ESP to track and oversee integration-related activities and to correlate them with ongoing processing operations and with contract periods of performance. The Integration Team also has developed an IMS that represents the information in the ESP in a MS-Project format. Documenting FSA’s integration-related activities in MS-Project enables analysis of dependency and critical path information that is not possible in the ESP’s Excel format. The IMS is structured to more clearly represent FSA’s integration activities within the context of the overall integration process presented in Figure 2‑5. The IMS presents FSA’s integration activities within four major streams:

· 2004 – 2006 (and prior) Processing Activities: This stream represents FSA’s ongoing operational activities.

· Enterprise Integration Planning and Management (EIPM): This stream represents FSA’s efforts to define and implement common standards and processes for integration, and to develop plans and conceptual designs for future integration activities.

· Business and Technical Integration Initiatives: This stream represents the major integration initiatives that FSA is planning or is executing.

· Contracts: This stream documents the integration-relevant contracts awarded by FSA, and their expiration and option year dates.

The following subsections introduce the EIPM section of the IMS in more detail, and describe a series of tasks included in the IMS to validate the current target state vision.

4.1 Enterprise Integration Planning and Management

The EIPM portion of the IMS provides a mechanism to a) gather together related planning activities currently represented in the IMS; and b) recommend future integration planning activities necessary to further define and implement the Target State Vision. The EIPM portion of the IMS is structured into the following major subcomponents:

· Enterprise Management Processes. This component represents the tasks necessary to define and implement an integration set of management processes for FSA’s integration effort. 
 Within this component some of the major task areas are:
· Integration Governance Processes

· ILSC Management Processes

· Enterprise Change Management (ECM)

· Solutions and Systems Life Cycle Management

· Enterprise Quality Assurance

An initial series of integration activities have been identified and included within this component of the IMS that relate to the implementation of the ILSC’s internal management processes, and definition of FSA-wide stewardship processes for FSA EA artifacts (e.g. process models, data models etc.) and an overall (ECM) approach to implementing these processes.

· Enterprise Integration Transition Planning. This component represents the tasks necessary to define FSA’s As-Is and To-Be environments, and then to plan the transition from the As-Is to the To-Be environment.  Within this component some of the major task areas are:
· Document As-Is Environment 

· Document To-Be Environment 

· Define Integration Transition Plan

Both the As-Is and To-Be environments are defined in terms of layers in the FSA enterprise architecture – performance measures; process; data; applications; technology; and security.

This component of the IMS has so far been populated with currently known integration activities that contribute to the definition of FSA’s As-Is or To-Be environment. The IMS will be expanded to include all significant ongoing or completed deliverables that support As-Is or To-Be environment definition. This effort will enable viewers of the IMS to more easily see where gaps exist and where future planning activities must be undertaken. In addition, several future high-level design and implementation planning tasks are presented. These tasks are necessary to provide FSA with a comprehensive sequencing plan for implementation of all elements of the To-Be EA.

Previously completed integration accomplishments (such as the retirement of the Central Data System [CDS] and the implementation of Common Origination and Disbursement [COD]) will also be included in the IMS so that current and planned integration activities can be properly viewed in context as the next steps in an ongoing integration program that has been running for several years.

The current IMS is provided in MS-Project format in Appendix B. The IMS will updated on a monthly basis through a review with the BTIG.

4.2 Validating the Target State Vision

The FSA target state vision, presented in Figure 4‑1 below, comprises an integrated architecture organized around a set of Business Capability Areas (BCAs). These BCAs represent core FSA business functions that in the target state will be provided by one or more integrated IT solutions. The BCAs currently defined in the target state are Application, Origination and Disbursement, Common Services for Borrowers, Integrated Partner Management, Partner Payment Management, Financial Management, and Enterprise Analytics and Research. FSA has undertaken or is planning a series of acquisitions to implement each of these BCAs. 
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Figure 4‑1 FSA Target State Vision

The IMS includes a series of tasks designed to validate the BCAs in the target state vision against FSA’s target functional and data architecture. This validation process is important because it provides FSA with a means to demonstrate that the BCAs in the target state vision do in fact represent a means of integrating FSAs target processes and data. This validation will give FSA additional confidence in the appropriateness of current integration plans and may provide additional guidance for future integration planning. Once the target state BCAs have been validated, FSA can more assuredly claim that progress towards implementing the BCAs is progress towards integration. This validation of the target state vision also provides a sound basis for measuring integration progress and is important for the integration measurement scheme introduced in Section 5. Figure 4‑2 below represents the steps in this validation process.
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Figure 4‑2 Target State Vision Validation Steps

To validate the target state vision, the following steps will be executed:

1. Define Target Business Functions. We will confirm the target Enterprise Business Functions (EBFs) for FSA. These EBFs were initially defined during the Data Strategy I task, and are being reviewed during the Data Strategy II Gaps Analysis work. We will confirm the list of target EBFs and their mapping to the appropriate BCAs.
2. Define Target Data Entities. We will identify the major target data entities, using input from the Common Data Architecture (CDA) task.
3. Map Functions to Data. We will map each of the target EBFs to the target data entities manipulated by each EBF. We will use this mapping to develop a CRUD (Create, Read, Update, Delete) matrix for the target state, identifying which EBFs create, read, update, or delete information within one or more of the target data entities.
4. Perform Cluster Analysis. We will perform a basic cluster analysis of the CRUD matrix developed in step 3. This cluster analysis will identify which target EBFs tend to manipulate the same data entities, and which data entities tend to be manipulated by the same EBFs. 
5. Define Logical Solutions. The cluster analysis completed in step 4 will allow us to group the EBFs and data entities into logical solutions that represent groupings of functions and data entities that are highly related to each other. Generally, building information systems around these logical solutions results in systems that are tightly integrated internally and that minimize the number and complexity of interfaces required between systems.
6. Validate Against Target State Vision. We will compare the logical solutions defined in step 5 against the BCAs from the target state vision to assess the degree of correlation that exists. If the target BCAs match closely to the logical solutions, this implies that implementing target information systems based on the target BCAs represents a logically sound method of integrating FSAs functions and data. If the logical solutions differ from the BCAs, the reasons for these differences will be explored and documented.
7. Update Target State Vision as Appropriate. Based on the validation conducted in step 6, we will identify and recommend any appropriate changes to the target state vision (such as the movement of an EBF from one BCA to another). These recommendations will be reviewed with the FSA Integration Team and with the BTIG, and impacts on ongoing or planned acquisitions will be assessed, prior to any changes being made.
Section 5: Performance Management Assessment

Performance measures are tools that help organizations understand, manage, and improve what they do. Performance measurement has many beneficial uses. For example, it can be used to:

· Set goals and standards.

· Detect and correct problems.

· Manage, describe, and improve processes.

· Document accomplishments.

· Gain insight into, and make judgments about, the effectiveness and efficiency of programs, processes, and people.

· Determine whether organizations are fulfilling their vision and meeting their customer-focused strategic goals.

· Provide measurable results to demonstrate progress towards goals and objectives.

Effective performance measures help determine how well an agency doing, if the agency is meeting its goals, satisfaction of the customers and stakeholders, statistical control of the processes, and if and where improvements are required.  This section presents the assessment approach and recommendations for FSA’s current performance measurement system, an action plan, and a suggested approach to measuring the progress of FSA’s integration effort.
5.1 FSA Performance Management Assessment for Integration

To support the development of the ILSC Integration Plan, the Integration Team reviewed FSA’s performance management documents and measures.  We also reviewed FSA’s existing strategic and operational performance measures to ensure that the integration initiatives currently contained in the Enterprise Sequencing Plan (ESP) directly support FSA’s integration and overall strategic objectives.  The objectives of the FSA performance management assessment were to:

· Demonstrate how the integration program supports FSA’s strategic objectives and its performance measures

· Confirm that the integration initiatives currently in the ESP directly support FSA’s integration and overall objectives

· Identify measures or process gaps and recommend necessary activities to ensure that FSA has an integrated performance management plan

Figure 5-1 below presents a summary of the approach taken in performing the performance management assessment.
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Figure 5‑1 Performance Management Assessment Approach

5.2 Performance Management Recommendations

This subsection presents the recommendations resulting from the review of FSA’s current performance management framework.

Recommendation 1:  Most organizations that are considered mature from a performance management perspective have a performance management framework that resembles Figure 5-2 below.  In this example, the emphasis is on all of the elements supporting or ‘rolling up” to the mission.  Supporting strategies affect annual performance measures and goals, which affect long-term measures and goals, which in turn push the agency closer to achieving strategic goals and mission.  Based on the performance documentation reviewed, the Team could not discern that such a framework is being used by FSA, because the linkages between all the performance management elements were not apparent.
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Figure 5‑2 Performance Management Framework

FSA should establish linkages among all the performance management elements and represent those linkages in a framework. The pyramid model shown in Figure 5-2 is one way to represent the relationship between performance elements, but another way is to use a branch model depicted in Figure 5-3 since the elements have a one-to-many correlation and this may be a more effective way of displaying the relationships.

Figure 5-3 shows an example of a branch model using performance management terms as defined by the 2006 Instructions for the Performance Assessment Rating Tool (PART).
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Figure 5‑3 PART Performance Management Terms

Recommendation 2:  After FSA’s framework is in place, populating a matrix like the sample in Figure 5-4 can link actions/strategies/initiatives to agency-level measures and objectives, and show alignment of individual projects all the way up to goals and mission.  This type of matrix links the tactical or operational with the strategic.  Showing that projects help the agency move from current to target performance level and get closer to achieving objectives and goals justifies the investment of resources.

We created the sample in Figure 5‑4 using only on the contents of the draft FSA Strategic Plan and re-labeling them according to A-11 definitions.  In this matrix means and strategies and performance measures/goals were taken from the tactical goals outlined in the draft FSA Strategic Plan.  Those means and strategies have been linked to a particular measure that in turn has been linked to a strategic objective based on a causal linkage we inferred from the language within the plan.  For instance, under the tactical goal of “Default Prevention and Management” in the draft FSA Strategic Plan, FSA created a new organizational function of Portfolio Risk Management.  This new function should contribute to increasing the default recovery rate to 10% by 2005, which will move FSA closer to achieving its objective of reducing program administration costs.  Usually, several initiatives and performance goals are aligned to one strategic objective.

Recommendation 3:  The FY06 PRM Report contains measurement indicators such as “higher education” that do not fit the construct of a good measure; however the structure of the PRM does resemble the tactical end of the matrix recommended in Figure 5-3. Following the adjustment of performance management terminology suggested in Action Item 2, revise performance management documentation to achieve consistency in the use of strategic and performance elements.
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Figure 5‑4 Sample FSA Performance Measurement Matrix

5.3 Integration Metrics Recommendations

As means and strategies, FSA’s integration initiatives should be traceable to FSA’s performance goals and strategic objectives to confirm that strategic FSA objectives are being supported by the integration effort.  In addition to the matrix discussed above, FSA can display and explain these tracings using strategy maps.  A strategy map is simply a visual representation of an organization’s strategic elements (mission, goals, etc.) and the processes and systems necessary to implement that strategy.
  

Strategy maps display key priorities and relationships between outcomes (the "what") and performance drivers (the "how").  Maps can be used to create alignment among sub-units and individuals by linking their objectives to the map, and promote transparency by communicating with and educating constituents, partners, oversight bodies, and the general public.

FSA can link any number or levels of mission, goals, objectives, measures, and initiatives on their maps.  The sample maps attached in Appendix D are simple ones that display relationships between integration initiatives, performance measures, and strategic objectives, with some causal inferences (CI) annotated.  Linkages shown in theses samples were inferred from the language of business cases for these initiatives.  Performance measures were also crafted from language in the business cases, borrowed from the FSA draft Strategic Plan, or the FSA Performance Reference Model (PRM), so the maps may not be complete or precise in each case.

Performance Management Action Plan

As shown in Figure 5‑5 below, FSA has completed all but a few steps of the performance measurement development process (those steps highlighted in green have been completed).  All that remains are the steps highlighted below: 1)To set performance targets where they have not been set, and 2) To align initiatives to measures and then objectives.  Targets can be set according to past performance (internal benchmarking) or in comparison with other organizations with similar functions (external benchmarking). 
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Figure 5‑5 Performance Measurement Development Process

Based on the observations and recommendations above, there are a few basic steps FSA can take to bring alignment and consistency to its performance management system:

1. Review and revise performance management terminology to be more in line with legislative and executive guidance but still be applicable to and usable by FSA. A lexicon of commonly used performance management terminology is present in Appendix E.

2. Review and revise performance documents so that labeling and usage of performance management terms is consistent and uniform.

3. Complete the performance measurement matrix shown in Figure 5‑4:

· Align all strategic elements, from the Department’s mission and objectives to FSA’s strategic objectives, performance measures/goals, initiatives (integration and others), accountabilities, and resources.

· Determine baseline, target, and timeframe for each performance measure.

4. Build strategy maps for each integration initiative linking the initiatives to performance goals and strategic objectives, and explaining causal inferences.

These activities will bring all of the elements of FSA’s robust performance management system together and in tune with each other, and provide documentary evidence that FSA’s investments in the integration initiatives (and other initiatives) will significantly contribute to achieving FSA’s goals and objectives. Summary level tasks representing the action plan steps presented above have been included in the IMS presented in Appendix B.

5.4 Measuring Progress Towards Integration

This subsection presents a suggested approach to measuring FSA’s progress towards integration.

5.4.1 Defining Integration

Webster’s dictionary defines integration as an action “To make into a whole by bringing parts together”. When applied to integrating an organization such as FSA, this definition implies that all the major components of an organization must be brought together into a unified whole. One way to identify these components is to use the EA metaphor and define the scope of integration through the various layers of the EA. These EA layers must be integrated both for FSA’s operational activities and for FSA’s management activities. Figure 5‑6 below depicts the layers of the architecture for both operational and management activities that must be considered when planning and tracking integration. For example, FSA must integrate its processes, data, and systems relating to the delivery of financial aid (an operational activity involving such current systems as the Central Processing System [CPS] and Common Origination and Disbursement [COD]), in addition to integrating the processes, data, and technology used to manage the development and maintenance of the FSA EA (a management activity involving tools such as Popkin’s System Architect).

	EA Layers
	Operational Activities
	Management Activities

	
	Performance Management
	Performance Management

	
	Processes
	Processes

	
	Data
	Data

	
	Applications
	Applications

	
	Technology
	Technology

	
	Security
	Security


Figure 5‑6 Components of Integration for FSA

There are three major reasons why organizations integrate:

· Support the achievement of strategic business objectives. The primary reason organizations integrate is to assist them in achieving their strategic business objectives. For FSA, this means using integration as a means to help FSA:
· Improve program integrity;

· Reduce cost;

· Improve human capital management; and

· Improve products and services.

· Enable the organization to be more nimble in response to change. Organizations may also integrate in order to improve their ability to respond to changing business requirements. Integration may allow the organization to introduce new or changed capabilities quicker, more cheaply, or with higher quality.
· Improve the ability to plan for the future. Integration may allow an organization to better plan for the future by providing better data for decision-making and by providing more sophisticated tools for analysis. For FSA, improving the quality of the data used in the planning process is particularly important.
5.4.2 Measuring the Outcomes of Integration

FSA’s integration investments must ultimately be justified by demonstrating that they result in improved organizational performance in achieving business objectives, responding to change, or planning for the future. Demonstrating these results requires a range of performance measures:

· Achieving strategic business objectives. FSA needs to be able to measure how well the organization is achieving its strategic business objectives, and trace some of that achievement to the results of one or more integration activities. The performance measurement matrix defined in Figure 5‑4 provides a structure to capture this information, since if completed it would allow specific performance measures within an FSA integration initiative (e.g., FEBI) to be mapped through to one or more of FSA’s strategic business objectives. This will be the most important outcome measure for FSA.

· Responding to change. Measuring improvements in the ability to respond to change can be difficult, and will primarily affect FSA’s management activities. An example might be improvements in the speed, cost, or quality of the software development and implementation process, but any measurement scheme would require that a baseline of current performance data be defined.

· Planning for the future. The primary planning measures that are likely to be relevant to FSA are the quality of the data used in the decision-making process, and the speed of access to that data. No FSA-wide standard for measuring data quality currently exists, but such a measurement standard would be required if improvements in data quality were to be used as a measure of the outcomes of FSA’s integration efforts. This ability of FSA to effectively aggregate and analyze data is also relevant to this measure.

5.4.3 Measuring Progress Towards Integration

FSA’s integration effort is large and complex, and it will take a number of years to achieve the target state vision as it is defined today. Meanwhile, many internal and external stakeholders in the FSA integration effort are interested in understanding FSA’s progress towards integration. In the period before a significant percentage of FSA’s target state capabilities are in production use, the outcome measures described in subsection 5.4.2 above will yield little data. FSA requires an ability to demonstrate progress towards integration even before many of the integration initiatives are complete. This subsection presents a suggested approach to measuring integration progress.

Subsection 5.4.1 above defined integration as the sum total of a series of integration activities that impact each layer in the FSA EA and that are applied to both FSA’s operational and management activities. If some measure of progress towards an integrated state within each EA layer can be defined for both operational and management activities, then it would be possible to develop an aggregate measure of overall progress towards integration.

There are several prerequisites that FSA must have in place in order to put such a measurement scheme into effect:

· A valid definition of an integrated target state. Before FSA can measure progress towards an integrated target state for any layer of the EA, a definition of that target state must exist such that it can reasonably be claimed that, if the target state were achieved, FSA would be integrated. The IMS presented in appendix B contains proposed tasks that would define such a target state for the performance management, process, data, and application layers of the EA. The technology and security layers require further research.

· A mechanism for measuring integration progress for each layer. Within each EA layer a measurement scheme must be defined and implemented that will enable FSA to measure progress towards the integrated state. The measurement scheme must be reasonable in terms of accurately reflecting actual progress and must also be relatively simple so that significant extra resources are not required simply to undertake the measurement process.  In several instances it may not be possible to establish an ideal measure at this stage because the necessary information may not be available.  In this case a “proxy” measure could be established that defines a very simple measure that can be used until a more permanent measure can be implemented. Figure 5‑7 below presents the kind of measures that must be defined.
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Figure 5‑7 Integration Progress Measures

· A weighting scheme for each layer of the EA. To calculate an overall integration progress measure, the individual measures for each EA layer need to be aggregated in some manner. This requires that a relative weighting be given to each layer of the EA. There are several options for doing this:

· Equal weighting for all layers – a simple average is taken

· Weighting by contribution to integration objectives – those EA layers that are considered to be most important to the achievement of FSA’s integration objectives are weighted more heavily

· Weighting by estimated level of effort to integrate – those EA layers that are considered to require the greatest investment in resources to integrate are weighted more heavily

Another alternative is not to a have a single measure at all, but use a dashboard of the individual measures for each EA layer as the primary tracking and reporting tool.

Figure 5‑8 below presents an overview of this measurement scheme.
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Figure 5‑8 Integration Progress Measurement Scheme

The measurement scheme outlined above need not be heavily impacted by changes in the detail of the target state vision. Other than possibly the application layer of the EA, it should be possible to define measures that are concerned with the overall level of integration, not the specifics of which integration initiatives are implementing the target state. For example, if the data integration measure were primarily concerned with the standardization of data elements and the ability to seamlessly share information across FSA, that measure need not be significantly impacted by a change in the design of FSA application systems provided those changes did not reduce the overall level of data integration across FSA.

5.4.4 Initial Integration Progress Measurement Scheme


FSA is currently in the process of developing high-level designs for the major components of the To-Be FSA EA, such as the CDA, IPM, and Security Architecture.  Each of these high-level designs will include a sequencing plan that will define the steps and timeline necessary to implement the target state defined in the design. Taken together, the implementation planning activities planned for the next several months will provide FSA with a basis for an overall sequencing plan that will define the timeline and milestones to implement each layer of the To-Be FSA EA (i.e., performance measures, process, data, application, technology, and security). Once these sequencing plans have been designed it will be possible to define a simple series of milestone-based measures that will enable FSA to track progress towards implementing the Target State Vision for each layer of the EA.

We propose that FSA implement an initial milestone-based integration progress measurement scheme based on the sequencing plans defined for each layer of the To-Be FSA EA. The progress measurement for each layer of the EA would be based on the integration activities that have been completed since FSA’s modernization effort began in 1999. This measurement scheme will provide FSA with a simple mechanism for tracking future progress towards integration, demonstrating progress already achieved towards integration, and for assessing the impact of future activities on FSA’s integration goals.

This proposed measurement scheme provides FSA with a starting point for measuring integration progress, but as more precise and sophisticated measurement criteria become available to FSA the measurement scheme should be revisited as necessary to provide FSA the integration measures that are most useful and practical.

Section 6: Risk Management

Risk Management (RM) addresses factors that may adversely affect a project’s costs, schedule, or benefits (including performance requirements).  This section presents the rm process that will be followed in tracking and managing risks to FSA’s integration initiatives. The risks currently identified and tracked by FSA are presented in Appendix C. The overall RM process employs the following processes:

· Risk identification process

· Risk analysis process

· Risk mitigation planning

· Risk tracking and reporting process

A pictorial overview of risk management is provided below.
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Figure 6‑1 Risk Management Overview

RM at FSA is the joint responsibility of the Integration Team and of the organizations conducting acquisition, developing systems, or controlling an operations contract.  RM items will be reviewed monthly at the BTIG.  The Integration Team will maintain the RM database, interacting with risk owners, business owners, and/or other BTIG members as needed to monitor the execution of the following processes.

6.1 Risk Identification

FSA teams responsible for the development and operation of integration-related systems have primary responsibility for identification of risks related to their project.  Risks which may impact other FSA systems or which may otherwise impact FSA’s integration efforts should be brought to the attention of the BTIG.  After approval by the BTIG, the Integration Team will enter the risk into the Integration Risk Database so that it may be reviewed routinely. Each risk will be assigned a risk owner.

6.2 Risk Analysis

Risk analysis is the responsibility of the risk owner. Risk analysis will document the risk impact and the risk probability.  Risk impact identifies the consequences to the project if the risk occurs.  Consequences may be identified in terms of schedule, cost, quality, or adherence to requirements.  Risk probability is identified in terms of the likelihood of the risk occurring, using a High, Medium, Low scale.  Risk priority takes the impact and probability into account.  Figure 6.2 below provides a chart frequently used to evaluate the level of risk mitigation and contingency planning required.

The  BTIG will review the impact and probability assigned to a risk by the developing project organization.
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Figure 6‑2 Risk Evaluation Matrix

6.3 Risk Mitigation Planning

Risk mitigation planning is the responsibility of the risk owner.  Risk mitigation planning comprises developing mitigation plans and contingency plans.  Mitigation plans identify actions that can be taken to reduce the impact or probability of occurrence of a risk, prior to the risk occurring.  Contingency plans identify actions to be taken if the risk occurs.

The BTIG may review the mitigation and contingency planning for integration risks to ensure adequate communication of planned (potential) activities relative to the external interfacing system(s) or other affected organizations.

6.4 Risk Tracking and Reporting

Integration risks will be maintained in the Integration Risk Database for periodic review.  Risk owners (or their designees) will provide updates to the BTIG at the scheduled monthly BTIG risk review.  The Integration Team will maintain the Integration Risk Database.

Section 7: Quality Assurance Plan

7.1 Introduction

This section presents the definition, purpose and scope of the Integration quality assurance (QA) plan for contract deliverables within the ILSC/Integration program and its relationship to the overall Integration Plan.   QA provides management with appropriate visibility into the process being used by the project or task and of the work products being built. It involves reviewing and auditing the work products and activities to verify that they comply with the applicable standards and procedures and providing the project and other managers with the results of these reviews and audits.

This QA plan describes a list of all QA activities and processes that can be applied to a task or a project within the Integration scope. These processes shall be tailored to each task needs at the beginning of the task work.  Each proposal to a task order will propose a set of activities that would be included within the task.  All proposed activities will be approved by FSA and the overall Integration team before commencing the work. 

The overall QA function interfaces with and integrates into each of the other functional areas contained within this Plan:

· QA reviews the adequacy of the risk management approach, reviews the identified risks and concurs with the sufficiency of the mitigation and contingency planning.  Additional identified risks uncovered by the QA review will be inserted into the risk analysis process ensuring that no risk will be overlooked.

· QA provides a key oversight in the development of the IMS and the WBS.  Adequacy of schedule planning techniques and processes will ensure completeness of the plan, reducing the chance of schedule surprises.  

· QA’s role in the performance management function will ensure that deliverables from the project team will meet contractual requirements and FSA expectations.  QA will validate the recommended integration metrics proposed for the integration initiative as well as the appropriateness of the actions required to achieve program-wide performance management architecture.  

· QA will provide the conduit to ensure communications channels within the technical community on the program remain open and functional throughout the Integration program life cycle.  A consistent flow of program information is vital to program success.  QA validates existent communication channels, determines their effectiveness, and develops and recommends alternative means of communicating program status and issues that may be more effective. 

7.2 Quality through Verification & Validation (QV2) Methodology

QA consists of those procedures, techniques and tools used to ensure that a product meets or exceeds pre-specified or implicitly assumed standards during its life cycle.  Although product quality is the ultimate goal, QA should also be concerned with process quality: a well planned and managed process is more likely to efficiently and consistently lead to high quality products. 

QA is closely related to the verification and validation (V&V) activities carried out at each stage of the product development life cycle.  However, a clear distinction should be made: 

· QA is a management function, whereas V&V are technical processes. 

· V&V activities are concerned with fault detection, but QA has a broader focus.   QA is also concerned with deliverable value and how effectively the deliverable meets FSA’s expectations.

Quality should be engineered into the product; it is not an attribute that can be added at delivery.  Quality should be the driver of the process; at all stages of development, achieving high quality results should be the goal. 

Figure 7-1 below depicts the quality assurance processes that will be used for the Integration activities.


[image: image17]
Figure 7‑1 Integration Quality Assurance Processes

7.3 Methods and Activities

QA activities are focused in three main areas: 1) Advising management on QA policies and approaches; 2) supporting the program team members in implementing QA methods; and 3) increasing the body of knowledge of systems engineering and how QA is effectively implemented.

In its management advisory role, QA develops and maintains the body of standards that will govern the quality course of the program tasks.   If standards already exist, the QA function validates the standard’s applicability to the current program and determines its latest version.  If a standard does not exist, QA will research industry standards for applicability and recommend appropriate standards.  In addition, QA will advise management as to the skills required to adequately perform program tasks with a high degree of embedded quality.  A training plan will be developed that will delineate training designed to ensure program staff possess adequate skills.

In supporting program team members, QA staff participates in all deliverable reviews to ensure that the product is in compliance with contractual requirements.  In addition, QA makes certain that deliverables adhere to the appropriate standards, that they meet FSA’s expectations, and are delivered in accordance with the program master schedule.  QA assists with the integration of tools required to develop the deliverable and provides guidance during product generation.  

The third area of QA activities provide a base for the continuous increase in knowledge on the systems engineering disciplines that are essential to provide world-class program integration support to FSA.  QA regularly researches the available literature and industry body of knowledge for new and updated techniques and makes them available to the program.  Improvements in processes and techniques represent “state of the professional art” in engineering and quality that can bring significant savings in program development costs.  QA identifies applicable tools available for use to the program staff and keeps an up-to-date inventory of both the tools and of required training.

A description of the methods and activities used by QA to ensure the quality of the product development process and the end products are as follows.

Project planning – project planning involves the detail planning of each work item and deliverable for the top level and detailed project work packages.  Planning also provides scheduling of the work and the development and maintenance of overall integrated project milestone schedule.

Project tracking and oversight – consists of weekly and monthly oversight of task progress with input from task leaders.  An analysis and comparison of actual progress vs. planned progress indicated in baseline project schedule is performed to assess status of the active tasks.  In addition, a performance assessment is made through the calculation and evaluation of earned value for the program.

Standards and Metrics – standards and metrics activities involves the identification of work, documentation, and development standards and conventions to be used on the program.  These activities also include the monitoring of standards usage throughout the development of the deliverable and correction of work product defects, as necessary.  Metrics are developed, collected, and analyzed that measure the effectiveness of the processes of QA and whether the investment in the implementation of QA processes are providing an adequate return in terms of improved output quality.

Peer reviews – the peer review process of the deliverable documents involves a tri-level review process.  The first level consists of the internal task team review where the individual team members review and updates the deliverable.  The second level consists of an Integration management level review of the deliverable prior to final delivery.  The third level of review is the actual acceptance review performed by the Contract Officer (CO), Contract Officer Representative (COR), Integration task lead, and the FSA Integration Team.  Once the document has been reviewed and accepted, the change request process will be followed to implement changes to the baselined work product.

Defect tracking – the defect tracking activity consists of the identification of defects in deliverables before final delivery to the Integration task lead.  The activity also includes the generation and tracking of action plans for the resolution of identified defects.  In addition, full defect accounting – if appropriate for a task- will be accomplished for each defect recorded.

Quality control reporting – quality control reporting provides for monthly and quarterly reporting on all quality assurance activities and quality control actions taken throughout the life of the program.  This activity includes the identification of areas for improvement and plans of action for those improvements. 

7.4 Procedures

As shown in Figure 7-1, Quality Assurance is an integral part of the overall product development and management processes that govern this project.  QA is intimately involved at the very beginning of development and performs final reviews prior to product delivery.  The table below shows the QA activities, what is performed for each activity, how it is performed, and by whom.

	QA Activity
	What is performed
	How performed
	By Whom
	Frequency of Occurrence

	Project planning
	Activity planning for the development of deliverables
	Planning sessions
	Integration Program Manager, Integration Project Manager (PM), QA lead, CM Lead, Task Leads
	At beginning of project; as new requirements/activities are identified

	Project tracking and oversight
	Activity progress review on tasks
	Oversight, weekly review
	Integration PM, QA lead, CM Lead, Task Leads 
	Weekly/monthly

	Standards and Metrics
	Identification of standards and conventions usage
	Research of applicable standards; review
	QA, recommends to  PM
	At beginning of project

	Peer reviews
	Product deliverable review
	Structured, facilitated review session
	Designated peer review leader, CM Lead
	As required by project plan

	Defect tracking
	Identification and documentation of product deliverable defects
	Capture of defect information; periodic review of resolution progress
	QA team member; PM;  Task Leads
	On going; reporting monthly or as required

	Quality control reporting
	Review and report of quality activities
	QA status report
	QA lead, PM
	Monthly 


7.5 Roles and Responsibilities

The table below identifies the roles and responsibilities for the QA function within the Integration Team.  Overall responsibility for the project rests in the hands of the Integration Program Manager.  The QA team lead and team provide oversight and advises the Integration Program Manager on project quality health.

	Role
	Responsibility
	Interfaces with

	Integration Team
	Strategic oversight of project
	PM , QA Lead, CM Lead, Task leads

	Integration Program Manager
	Overall responsibility for project effort, achievement of milestones, and product deliverables
	PM, Task leads, QA lead, CM Lead, Subject Matters Experts (SMEs)

	Integration Project Managers
	Overall responsibility for project effort, achievement of milestones, and product deliverables
	Task leads; QA lead, CM Lead, team members, SMEs, management

	Task Leads
	Work activities in specific functional area of project
	Team members, SMEs , PM, QA lead and QA team members, CM Lead

	Team Members
	Work activities in specific functional area of project
	Task lead; PM, QA team members, CM Team members

	QA Team Lead
	QA planning and oversight
	PM, Task Leads, QA team members, CM Team Lead, Management, SMEs.

	QA Team Members
	QA activity oversight
	QA Lead, Task Leads, CM Lead, team members

	SMEs
	Provide subject matter expertise
	Integration Program Manager, PMs, Task Leads, QA lead, CM Lead, team members


Tools

The two major tool sets that have been identified to be used on this project to implement Quality Assurance and provide continuity of the quality function are processMax™® and two Rational Suite tools.

processMax™® is a web-based tool that provides procedures, guidelines, and templates for project management and quality assurance project processes. It also provides an active, on-line, easily accessible repository for all process-related documents generated by the project.  It is setup to be accessible by project team members as well as customer representatives.  Specifically, processMax™® provides workflow processes that can help enforce disciplined engineering, work product, and QA processes to ensure superior end product development for contract deliverables.  The processMax™ tool provides for email notification of each required action in the chain of product deliverable development and records all activities during the development process.  Documentation configuration control is accomplished through both version control of the document and change control for tracking changes to the baselined documents.  Procedures for RTM generation, effective peer review conduct; change request recordation and tracking, and defect recordation and tracking are included in the functionality of the tool.  All team members will be trained on the effective use of the processMax™ tool.

Rational tools for QA are also anticipated to the used during the development of contract deliverables and management of the Integration program.  RequisitePro will be used for requirements gathering and traceability with the results being uploaded into project repository for review and ultimate project use.  ClearQuest is also an effective tool for change management that can supplement the tracking of change requests, their status, and resolutions with the results being uploaded into project repository for review and ultimate project use. 

7.6 Meeting Minutes Documentation Process

It is essential to apply QA procedures in the documentation of meeting minutes and any communications, action items, decisions, issues, or risks that need to be tracked as a result of these meetings. It is also essential to facilitate the disbursement of information among the Integration Team members efficiently. The following process shall be followed in documenting and conducting meetings within the Integration Team as Figure 7-2 illustrates. 

For meeting setup, each task lead is responsible for determining meeting attendees, assigning a scribe to take minutes and sending the actual invitation. After the meeting, the scribe sends the minutes to meeting attendees for validation and sends it to the Configuration Manager for checking into the project repository. If there are updates to the meeting minutes, the scribe checks out the minutes from the repository and makes necessary updates. The scribe then sends a notification to the team at the end of the process.
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Figure 7-2 – Meeting Minutes Documentation Process 

The QA Plan is a living document. It shall be continually updated to reflect progress, changes, and decisions within the Integration program. Each time the QA plan is updated, changes will be evaluated and integrated within the overall Integration Plan to avoid conflicts and ensure traceability. Any changes shall follow the change management processes described in Section 8 (Change Management Plan).

Section 8: Change Management Plan

8.1 Introduction

The purpose of this Integration Change Management Plan is to define an approach and plan for change management across the integration initiatives, including the storage, updating, and control of all integration artifacts.  
8.2 Purpose and Scope

This Section provides detailed guidance for implementing both Change Management (CM) and Configuration Management of integration initiatives, and provides CM guidance for Integration implementation projects.

This CM Plan documents the Integration Team’s CM activities to be performed, the schedule of activities, assigned responsibilities and resources required, including staff, and tools.  This plan applies to all integration artifacts and documentation developed and maintained by the program  team.  

This Plan establishes the set of baseline work products for the Integration program deliverables and describes the process for controlling changes to these products. The goal of this process is to ensure that all changes to baselined work products are coordinated within the project; are documented as to their origin, review, and delivery; and are approved by a Change Control Board (CCB) before any change implementation.

8.3 Change Management Processes

Change Management is defined as a set of management disciplines and best practices used to ensure a smooth transition and minimal disruption when process or system changes are introduced in an organization. 

There are several aspects to Change Management:

8.3.1 Planning and Risk Evaluation

As in any process, there are inherit risks to change management. It is essential to plan and identify risks as change management is implemented. The following table shows a list of risks that may hinder the Change Management from moving forward and their contingencies or workarounds if applicable:

	Risks
	Contingencies

	Lack of management support to accomplishing Change Management.
	Change Management tasks can be scaled down to meet management expectations.

	Lack of human resources committed to Change Management
	Change Management roles can be distributed among several team members with different tasks. 

	Lack of budget allowances committed to Change Management tasks
	Change Management tasks can be both scaled down and/or distributed among several team members.

	Lack of tools and physical resources, such as hardware resources committed to Change Management.
	Change Management tasks can be accomplished by using a manual tracking process if tools are not available. 

	Lack of time slated for performing Change Management tasks
	Change Management roles can be distributed among several team members.


Table 8‑1 Risks and Contingencies

8.3.2 Cost Identification

Change Management process helps identify costs incurred by change across an organization. An impact analysis of changes can determine both feasibility and cost of a single change.  

8.3.3 Dependencies Identification
A major role of Change Management is determining dependencies across several processes, projects or tasks. There are two sets of dependencies to be identified; the internal dependencies within a process or a task and external dependencies from external processes or tasks. Impact analysis of proposed changes are conducted after determining a certain set of dependencies. Impact analysis is usually conducted by testing the actual change and examining the actual outcome and effects on processes that are considered parent or child processes. Analyses of scenario outcomes help clarify and confirm dependencies.  

8.3.4 Change Management Reporting

Change Management Reporting may include tracking of action items, risks, issues, and decisions on an organizational level. Reporting is required on baselined work products that document and track all these items on a bi-weekly basis. 

8.4 Configuration Management Processes

Configuration Management is defined as a discipline used to plan and oversee the development and changes of a work product through its phases, from inception through delivery.  

There are several aspects to Configuration Management: 

8.4.1 Configuration Identification

Configuration Identification is the process of defining and documenting the technical descriptions of a system or a work product and any of its discrete components.  It includes selecting work products that are Configuration Items (CIs) and establishing baselines for them.  All items that are products of, or contribute to, the creation and maintenance of a certain deliverable are subject to CM control and are classified as CIs.

8.4.2 CI Categories

Work products identified as Configuration Items (CIs) are controlled under CM and stored in a project repository. The Integration Team will utilize the processMax™ tool for storing, updating and controlling CIs.  CIs for the Integration Team will be identified and listed for future tracking.  
The CM Manager will work with the Change Management Lead to identify all known CIs, including future CIs.  The CIs will be listed in a CI List maintained by the CM Manager.  The CI List is a living document and is updated throughout the program lifecycle. 

8.4.3 Levels of CM Control

CM has defined three levels of control for CIs; strict, managed, and non-managed. The level of control will be defined on a task by task basis. Below is a description of the three levels.

a.   Strict Control

Strict control is the highest level of CM control and is the control level of any CIs that are part of any baseline.  Strictly controlled work products are subject to formal review, approval, and control by the CCB.  For this project, items under strict control are of the following types:

· All integration deliverables

b.   Managed Control
Typically, CIs that do not require Strict CM control are classified as Managed controlled work products. Change is controlled and authorized by document owners. The document owners perform check-in and check-out of the work products.  A formal review process is also required for Managed controlled work products, however CCB has no involvement. Managed CIs require change management and version control, but are not part of any baseline. For this project, items under managed control are of the following types:

· Meeting Minutes 

· Status reports
c.   Non-Managed or Non-Configuration Items

Any other work products the project chooses to keep outside of Change Control Process to reduce administration effort, is considered ‘non-managed’ item. For this project, items under non-managed control are of the following types:

· Historical documents

· Historical deliverables

· Obsolete documents

8.4.3.1 Version Labeling for Documents and Files

Using a CM tool and associated processes, each work product will be assigned a version label or a control number that corresponds to a baseline.  Only the Change Management Lead and the CM Manager will have access to create version labels for deliverables.   Version labels may correspond to the specific date/time when a work product is baselined. The processMax™ tool will be used for version labeling.

8.4.3.2 Description of Identification Tracking Scheme

The processMax™ tool will be used to track versions of documents and files. The processMax™ tool has a specific numbering scheme that increments automatically when a document is checked in. For example, the first version number of a document when first checked into processMax™ has number of ‘1.0’. When document is updated, upon check-in, the number increments to ‘1.1’.   This numbering scheme will be used for iterative drafts. For approved deliverables, the numbering scheme will increment to one whole number. For example, if the previous version of the approved deliverable is ‘1.0’, the next delivered version is ‘2.0’. The CM group may change or increment to a new number if they choose to do so. 

8.4.4 Configuration Control Process

The Configuration Control Process is the systematic proposal, evaluation, coordination, approval or disapproval, and implementation of all approved changes to established baselines.  All CIs, which constitute part of an established baseline configuration, are maintained under formal control procedures in the repository and will not be changed except by formal change procedures.  Configuration control will be exercised throughout the life of the program to provide an orderly process to manage proposed changes. 

There two basic processes that will be followed within the Integration Program.  The first process identifies the steps to be followed to include an initial or new work product within the baseline and the second process includes steps describing how to update an already baselined work product. 

The process below illustrates the integration change management process to be implemented by the Program Team.  Specifically, the diagram depicts a high level flow for initial work products entering the project arena; how CM supports the change control flow; and how project and task teams will utilize a tri-level review process (internal task team peer review, Integration management review and acceptance review) for the work products.  The goal of the three review processes is to ensure the work product meets the requirements of the task and if necessary, provide any suggestions for improvements.

· A team member submits an initial draft of a work product and any impact assessment documentation

· Team member sends draft to Configuration Manager (CM)

· CM checks in draft and notifies team member

· Team member requests Internal Task Team Peer Review

· Internal Task Team reviews draft

· If approved, team member requests to check out the draft and updates with comments

· Team member checks in updated version and requests an Integration Team review

· If approved, team member requests CM to check out the draft and updates with comments

· Team member requests CM to check in updated version 

· Team member deliver work product to CO, COR, Integration Task Lead, and Integration Team for review and approval

· Integration Task Lead will act as one point of contact for collecting comments

· Integration Task Lead will have 10 days for submitting consolidated document with comments (with track changes on).

· After receiving comments, Team member requests to check out work product for updates

· Team member sends updated work product to the CM for checking in final draft

· CM checks in work product and submit it into the baseline

· Team member notifies and delivers a copy to CO, COR, Integration Task Lead, FSA Integration Management and ILSC Program Manager 

· If at any of the three review levels, the work product does not get approved to move forward, the submission and approval cycle will be repeated until the work product is approved.

Figure 8-1 below presents the CM work flow for initial work products.
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Figure 8‑1 Change Management Work Flow for Initial Work Products

A baseline is a CI or a logical grouping of CIs that constitute a work product at a specific point in time.  A baseline is also an effective means to communicate the information contained in a work product.  The project team is assured that they are working off of the proper version of the work product.  Each new baseline and its associated changes collectively represent the evolution of the work product.  The transition from one baseline to the next is characterized by the addition of one or more updates to the original baseline. Once work products have been baselined, required changes must go through a formal change process and be reviewed and approved by the Change Control Board.

The process of updating an already baselined work product is as follows:

· An Integration team member submits a Change Request (CR) and assigns it to CM

· CM assigns CR to Integration Program Manager (Graeme Finley) for defining the Assessment Team to begin working on the impact analysis

· Assigned Assessment team requests to check out the work product and conducts analysis and assessment of the change on the work product itself and on other affected work products

· Assessment Team updates CR with findings and asks for Internal Task Team and Integration Management (Katie Crowley, Jeanne Saunders, Carol Seifert, Graeme Finley, Susan Pentecost) level reviews

· After passing both reviews, both CR and work product are updated and a request to check in is submitted.

· Both CR and work product are submitted to Change Control Board (CCB) by the CM 

· The CCB may differ from one deliverable to another depending on stakeholders and the specific task deliverable. Also, in some instances, CCB members may be the same as Integration Management Review members ( COR, , Katie Crowley, Jeanne Saunders, Carol Seifert, Integration Program Manager (Graeme Finley), and Integration Task Lead)

· If approved, CM checks out the work product and sends to team member for updates

· If updates are substantial, they may require going through the previous three levels of review (Internal Task team, Integration Management, and CCB).

· Team member then sends updated work product to CM

· CM Checks in work product and close CR

· If CR is rejected by CCB, the CR will be closed after adding a justification description

· Whether CR is accepted or rejected, the CR submitter is notified with the outcome.

Figure 8-2 below illustrates the Change Management Work Flow for Baselined Work Products.
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Figure 8‑2 Change Management Work Flow for Baselined Work Products.

Figure 8-3 below illustrates the Change Request Form within processMax™.
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Figure 8‑3 ProcessMax™ Change Request Form

8.4.5 Configuration Status Accounting

The purpose of Configuration Status Accounting (CSA) is to maintain a continuous record of the status of all baselined items.  This record is a useful management tool for planning and accomplishing all tasks related to implementing approved changes.  Also, it describes the frequency of the report and its contents. The information required for comprehensive CSA includes:

· Baseline name, version, and designation

· The date and time at which each baseline was established

· The date and time when each CI and change was included in the baseline

· A description of each CI

· The status of each change request

· The description of each change

8.4.6 Configuration Audit

CM Audits should be conducted periodically to ensure the CM practices and procedures are rigorously followed. This subsection also describes the procedures for the CM Internal Audits. These audits are performed by the CM team. Typically, several types of CM audits might take place to ensure compliance; CM process audits, baseline/release audits, and library audits.  The CM group will document the audit and report the results to senior management.  Action items resulting from the audit are tracked to closure. Typically, the QA team periodically audits the CM Team to verify compliance with applicable CM policy and procedures. The QA team will document the audit and report the results to the Integration Program Manager.  Action items resulting from the audit are tracked to closure. The scope of CM audits shall be determined on task by task basis.

CM audits are conducted to verify the contents of the project library and baselines. Library audits shall be conducted to verify the completeness and accuracy of the library’s contents, and to review the structure and facilities of the repository.  As tasks increase in number and complexity, the CM audits become very important to maintain traceability and control, especially, if more tools are added to store specific work products, such as, Rational tools and a WebSphere process modeling tool.. In addition, an audit of the physical library is performed.

The CM group will document the audit and report the results to the Integration Program Manager.  Action items resulting from the audit are tracked to closure. The CM group will document issues encountered during a CM audit in the project action item log and track them to completion.  If issues are not resolved in an appropriate amount of time, they are escalated to the Integration Program Manager.  

Typically, QA team periodically audits the CM Team to verify compliance with applicable CM policy and procedures. The QA team  will document the audit and report the results to the Integration Program Manager.  Action items resulting from the audit are tracked to closure.

8.4.7 CM Plan Activities and Milestones

The following table describes CM activities and their frequencies for the Integration Program.

	CM Activity
	Frequency

	Manage changes to the baseline
	Ongoing

	Maintain CI List in both electronic and physical libraries
	Ongoing

	Report CM activities to the tasks teams and Program Manager
	Ongoing

	Create specific tasks CM plans 
	Ongoing

	Review CM Plan for current tasks requirements
	Monthly

	CCB Meetings
	As necessary

	CM Library Audits
	Quarterly

	Review Audit Results with management
	Quarterly

	Review Audit Results with the tasks team
	Weekly/Monthly

	CM Configuration Status Accounting (CSA) and Reporting
	As necessary

	Capture CM Metrics
	Monthly

	Report CM Metrics
	Monthly

	Update the CM Schedule of Activities
	Weekly

	Support QA audit of CM practices
	As necessary


Table 8‑2 Frequency of CM Activities

CM Metrics

CM metrics are collected over the life cycle of the project and are intended to provide predictive insight and/or historical assessment.  The CM metrics are managed, controlled, coordinated and analyzed by both the Change Management Lead and the CM Manager. Metrics are presented to the Program Manager for evaluation.  The metrics will help guide the re-planning effort for the documented CM activities.  Table 8-3 identifies some basic metrics that are reported at various intervals by the Change Management Lead and CM Manager.  Other metrics can be initiated as project progresses. 

	Metric
	Purpose

	Change Requests Submitted
	Identifies the number of change requests submitted, by initiating factor, within a timeframe.  The initiating factor would indicate the source of the change request  This provides the CCB with a view of where most change requests originate and help identify whether there may be potential areas for improvement.  There may be other metrics that break the change requests into more detailed allocations based on characteristics that the CCB deems important. 

	Change Requests Approved/Disapproved
	Identifies the number of change requests approved or disapproved by the CCB within a timeframe.  This metric may indicate, based on the number of change requests, whether the CCB is responsive in reviewing change requests.  Further breakdowns of this type of metric may indicate patterns as to what tends to be approved vs. disapproved.  


Table 8‑3 CM Metrics

8.5 Roles and Responsibilities

This subsection describes the roles and responsibilities of change and configuration management teams. These roles include Change Management Lead, CM Manager, CM Analyst(s), Integration team members, The Change Control Board (CCB) members and members of any other CCBs .

Change Management Lead

The Change Management Lead is responsible for the following:

· Reports to Integration Program Manager 

· Interfaces and works with Integration management and Integration team members

· Manage and provide leadership in the areas of Change Management and Configuration Management within the Integration Program.

· Advise Integration Team and ensure adhering to Change Management standards and best practices .

· Manage Change Management team and report status to Integration Program Manager and Integration management

· Create processes and procedures to be applied to Integration activities

· Work with Task leads to create CM plans specific to their tasks

· Maintain and work with CM manager on program repository

· Serve as a member of the CCB

· Ensure current Change Management plan as part of the Integration Plan

· Act as a backup to the CM Manager

CM Manager

The CM Manager is responsible for the following:

· Reports to Change Management Lead

· Supervise and control all Integration detailed CM activities (i.e., configuration identification, configuration control, configuration status accounting, configuration auditing).
· Ensure that processes and procedures defined in the Integration plan are appropriately implemented and operated.
· Update CM Plan at key life cycle milestones.
· Initial set up of the CM tool.
· Initially populating CM tool with past CIs.
· Monitor CIs as they are identified.
· Monitor incoming CRs.
· Maintain all integration baselines
· Serve as a member of the CCB.
· Act as a backup to the Change Management Lead
CM Analyst

The CM Analyst is responsible for the following:

· Perform any combination of the above responsibilities as determined by the CM Manager and the Change Management Lead.  
Change Control Board (CCB)

The Change Control Board (CCB) is the body responsible for implementing the change management process described in this document and for ensuring that all changes to the Integration product baselines are managed and controlled effectively. In particular, the CCB has the following responsibilities:

· Review all CRs submitted and making a decision whether or not to implement the change.

· Review all CRs ready for closure and making a decision whether or not to approve the release of new versions of configuration items affected by the change.

· Review the status of all CRs that have been opened to determine if any adjustments to priorities are needed in terms of resources and schedule to complete the changes.

· Review CM Policy and making recommendations, as necessary, to help insure CM consistency across systems.

· Provide input , as necessary, on the list of configuration items for the Integration program.

· Provide input, as necessary, on the change management processes described in this document to be more effective.

Other CM Group Members

Other staff may be identified as necessary to participate in specific CCB meetings as required to explain and fully discuss CRs and CM issues.

8.6 Tools

This subsection describes the tools that are used for both the Change Management and Control process.

Project Repository -- processMax™. 

processMax™ is used for perform the following functions:

· Documentation configuration control

· Recording and tracking of Configuration Change Requests, Risks, Action Items and Issues

The processMax tool is maintained by McDonald Bradley, Inc. and it resides in the McDonald Bradley Domain. 

Disaster Recovery Procedures:

The processMax™ database is completely backed up weekly, and backed up incrementally 4 days a week (Monday through Thursday).  Weekly backup tapes are removed offsite once a week, and daily backups are stored onsite for 30 days.  Weekly backups are retained for a period of 3 months.  In the event of a disaster the following steps would be taken:
 Server/Hardware failure only
The processMax™ server would have to be rebuilt (this would imply an Operating System and software re-installation).  Recovery would entail restoring the Weekly database backup and the associated incremental daily backups.  Loss would be limited to one work day.  The restoration process also includes a random scan through the processMax™ database to confirm artifacts stored in processMax™ are indeed in place.  Typically, this would entail checking recent as well as dated items, as well as confirmation that multiple versions of artifacts exist as warranted.

Catastrophic Recovery
The processMax™ server would have to be rebuilt off-site (for example, in the event of a fire destroying the offices where the server resides), connectivity established to the domain and the Operating System and software installed.  Subsequently, the database would be restored from the Weekly backup and the content again verified.  However, in this case, the daily backups may also have been destroyed, in which case one work week’s worth of data will have been lost and would have to be recreated manually.
 Rational tools

The following Rational tools will be used to support the ILSC:

· RequisitePro - Requirements Traceability tool

· ClearQuest - Change management tool that tracks change requests, their status, and resolutions.

· ClearCase - Configuration management tool that track project work products. 
Rational Tools are maintained internally by FSA. The Integration Team will use these tools within the FSA Domain. Backup and recovery procedures follow FSA standard procedures. 

8.7 Physical Library

The physical library is located at the Grant Thornton offices in Alexandria, Virginia. The physical library will store and house the physical artifacts for the Integration Project. The CM Manager acts as a gatekeeper for checking in and out CIs from the physical library.

8.8 CM Training

Training is provided to the Integration team and to appropriate FSA staff and may consist of formal external or internal classroom training, computer-based training, or on-the-job training.  The Change Management Lead and the CM Manager will determine whether the Integration team has the requisite training and, if not, what form of training is needed. The project's CM team members will be provided with and trained on the program’s CM Plan and the CM tools employed. 

Section 9: Communications Plan

9.1 Introduction

In any organization, significant change causes doubt and insecurity among employees and other stakeholders.  Unless proactively addressed, this doubt and insecurity can lead to confusion and fear about the nature and value of the change and to decisions not to attempt or to support the change.  The best way to prevent this scenario and to ensure the success of a project is to proactively and strategically communicate to all those who will be affected.  One way of enabling acceptance and commitment to a project is by developing a communications plan that will guide the development of specific communication preparation and delivery as well as disseminate information about the project to all stakeholders involved. 

Communicating the impending change tends to reduce the number of rumors and negative deliberations, as stakeholders gain awareness, understanding, and buy-in to the initiative.  Ultimate success begins with building a general awareness of the project into understanding, adoption, and ending with internalization. However, this progression does not happen naturally.  It requires planning and pro-activity.  This Plan is intended to be the first step in defining the communication needs of the Integration Team.  The Integration Team will continue to define information needs and messages as the integration program progresses

This plan has been developed to be a living document (i.e., as the integration team continues to collect information, and as the project continues to evolve, this document will be modified on an iterative basis).  The Plan will define the set of communication principles for the flow of information and ensure consistency among multiple stakeholders and target audience, including the frequency of communications, approval process, messengers, feedback mechanism and measurement criteria to evaluate communication effectiveness. Also included is a communications plan framework that will organize and orchestrate logistics such as; messengers, key messages, communication vehicles, frequency, and feedback.

Objectives of the communication plan are:

· To coordinate key messages to be communicated

· To foster an open relationship with stakeholders

· To deliver consistent messages

· To minimize the unknown

· To provide a mechanism for feedback from stakeholders

· To inform and involve all impacted groups whose commitment will be needed

· To build realistic expectations regarding impacts and benefits of integration efforts

· To provide timely information, which is appropriately tailored for various audience groups 

· To sustain interest and energy of team members and business representatives who are involved with the project

9.2 Communication Strategy 

9.2.1 Communications Principles

This Communications Plan is based on analysis and application of feedback and lessons learned from expert sources. Communication principles are a means to ensure consistency and effectiveness in the communication process.  A complete communication process can be lengthy and may involve numerous people.  Communication principles can provide valuable direction by guiding the flow of information and ensuring consistency over time and among multiple sponsor, agent, and target audiences.  

For example, communications principles may state how managers are informed of all matters related to integration.  If credibility is an issue, communication principles may state from whom the communications originate.  Another principle might state that multiple messages should be delivered to all concerned groups in each phase of the implementation process.  Communication principles may also define the frequency of messages, variations in the flow of information among different target audiences, the approval process before communications are released, and the specific objectives and measurement criteria for determining the effectiveness of the communications initiative.  Essentially, information needs to be directed, so that there is a balance between providing sufficient detail and overwhelming people with information they do not need. 

Communication principles are shown in Figure 9‑1 below.

	1. Link all messages to the strategic purpose and direction

2. Map the specific number and type of communications to the audience, in consideration of the importance of the message, the size of the audience, and the difficulty of ensuring that the audience has been reached. 

3. Create an “Awareness and Understanding” of the communications plan that includes both “personal” types of communication media (e.g., in-person briefings), and more “impersonal” communication media (e.g., newsletters), as appropriate in order to mitigate the risk of stakeholder misunderstanding and resistance.

4. Keep the plan simple and focused on integration efforts 

5. Rely on established FSA communication vehicles 

6. Integrate project news with regular FSA news

7. Set realist expectations

8. Be open and honest

9. Precede change with messages as far enough in advance as possible

10. Use both one-way and two-way communications, since each has a purpose: 

One-way communication to:

· Provide information without need for comment

· Give directions

· Provide facts (schedules, policies)

· Engage large audiences

Two-way communication to:

· Confirm understanding

· Clarify information presented

· Obtain feedback

· Learn from experiences

· Encourage participation

11. Put greater emphasis on being proactive rather reactive

12. Deliver messages in non-technical terms whenever possible




Figure 9‑1 Communications Principles

9.2.2 Critical Success Factors

The critical success factors needed for a successful communication effort include:

· Timely and appropriate communication
· Consistent communication

· “What’s happening?”

· “Why?”

· “WIIFM?” (What’s in it for me?)

· “How can I contribute--and when?”

· Where we are

· How each integration activity fits into the target state

· Complete and accurate information

· Feedback and evaluation for continuous improvement

· Visible senior leadership support

· Communication to all levels of the organization

9.2.3 Elements of Communication Plan

The critical elements for any communication plan should include:
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Audience

The audiences are stakeholders of the Integration initiatives and or groups who have a vested interest and/or can influence the integration program. Naturally, different groups of people in the integration program have different information needs.  In developing the list of stakeholders and subsequent audiences to receive communications, several factors were considered:

· Members of an audience often need the same kinds of information

· Audiences change with each initiative in accordance to the way stakeholders are affected for each integration initiative

· Members of an audience may be impacted in a similar way during that particular stage of the change process

· Members of an audience may have similar responsibilities towards the project 

· Stakeholders external to the integration program, need information about the integration projects.  

In order to determine the appropriate communications, a list of stakeholders was validated with the BTIG and was developed to determine and understand audience groups. For this communication plan, internal and external stakeholders have been identified in Figure 9‑2 below.
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Figure 9‑2 FSA Integration Stakeholders

Messenger

The messenger is the source of the specific message. For this communication plan, a messenger could be any of the stakeholders identified in the stakeholder table above and would utilize any of the identified communication vehicles to disseminate information that would impact integration efforts.

Key Messages

Key messages are the major themes of communication activities and are specific to one or more stakeholder groups.  Messages address stakeholder concerns and aim to achieve awareness, understanding, acceptance and commitment.  Key messages will change through the life of this communications plan.  In order for the Integration Team to facilitate effective communication, key messages will:

· Discuss the purpose or expected outcome of the program

· Discuss the benefits

· Dispel rumors to provide “real” facts

· Provide messages of assurance, advocacy and guidance

· Provide news and updates on major program milestones

Communication Vehicles

Communication vehicles are the methods used to deliver messages to stakeholders.  They may be interactive (face-to-face), technology based, written or encompass other creative approaches.  Different vehicles are appropriate for different audiences and messages. Many organizations over-employ certain vehicles because of the ease of development and/or deployment.  For example, “personal” types of communication, such as one-on-one conversations and staff meetings are relied on when more “non-personal” types of communication, such as memoranda, voicemail, and newsletters would suffice for achieving the specific objectives for that communication.  

Likewise, although communication vehicles such as memoranda and newsletters may be valuable for certain types of messages, an effective communication program will also employ more “personal” types of communications.  Selected communication vehicles will change depending on the message and its specific objectives. 

Frequency

The frequency of the communication tells how often the communication activity should occur. Depending on the audience and their needs, communication activities will occur monthly, weekly, or when there is an anticipated change that will impact integration efforts.

Measurement

Effective communication is a two-way process; therefore, feedback will be gathered from as many communication activities and events as possible.  The Communication Plan employs “push” feedback mechanisms, including surveys and questionnaires, as well as “pull” feedback mechanisms. Stakeholder input is critical for measuring communication effectiveness and is vital to the overall success of the Communication Plan.  Input from stakeholders serves to verify if communication goals and objectives have been achieved.  The Communication Plan is designed to be flexible and iterative over the course of the integration initiatives.   Constructive feedback will be adopted to modify or focus messages as needed. 

To ensure that communication activities are reaching targeted audiences effectively, a formal effectiveness measurement effort is recommended.  Communication effectiveness should be measured periodically and the results of the measurement should be used to improve communication activity. Communication effectiveness measurement yields answers to several key questions:

· Do key audiences have an understanding of the program’s potential impact to the individual and organization?

· Are the messages clear and being communicated in a timely fashion?

· Do the messages contain the right level of detail?

· Are the messages perceived as being credible?

· Are the appropriate communication mediums utilized?

· What vehicles do key audiences prefer?

9.2.4 Communications Delivery Process

Wide-spread buy-in from management and employees is vital to the success of integration efforts.  Creating awareness and understanding messages aim to provide an insight to the imminent changes for affected management and employees and promote acceptance of integration objectives.  

The Integration Team communicates with the BTIG and when required, FSA Communications Team. The BTIG, a representation of stakeholders from different business units, will also be the audience for the internal stakeholders, Management Council and external stakeholders. The external and internal stakeholders as well as the Management Council can also deliver messages to the BTIG and the Integration Team by providing and receiving feedback messages.

9.3 Communications Plan Framework

Each communication campaign focuses on delivering a relatively small number of crucial messages.  Different messages will be applicable to different audiences at different times, on the basis of information requirements.  Also, different messages lend themselves to different types of communication vehicles.  For this reason, it is important to consider the messages for each campaign along with the applicable audiences, media, frequency, and timing. 

The communications framework is a compilation of messages assembled according to several sources including communication best practices. Furthermore, it identifies the communication media, timing, applicable messages for that media, and audiences to be targeted. 

The communication style of FSA was considered in developing this initial communications framework. Stakeholders have a tendency to develop a pattern of responding to communications based on the vehicle and sender of the message.  Multiple media may be used in some cases to communicate the same message; this duplication helps ensure that key messages are received. While it is always desirable to develop as complete a communication plan as possible, this step should not delay responding to such high-priority, time-sensitive communications needs.

Given all that the team learned about communications within the FSA and Integration Team, the communications framework was developed in accordance with the following tenets.

	· The initial Communication Plan is simple and focused on a limited number of scheduled communications. 

· The plan will be expanded to support all communication requirements over the life cycle of the project. 

· The plan relies on established FSA communication vehicles.

· Messages are written in non-technical, layperson’s terms wherever possible.

· Messages are “a bite (1 paragraph), a snack (one page), or a meal (10 pages)”.

· In the initial communications of the case for action, intent is conveyed focusing on the problem to be solved 

· Formal vehicles such as newsletters and bulletins are used for broadcasting common objectives, results, and accomplishments. 

· Audiences will receive messages in a timely fashion, so that the message precedes the change as far in advance as possible thus increasing comfort level.


The communications plan framework is the component of the communication program that combines the information recorded from the previous sections to form a message-by-message layout.   This matrix helps project members understand and plan for communication messages that need to be developed and delivered to the BTIG and stakeholders. As communication is a primary tool for successful deployment and transition, it is imperative to follow communication schedules so all stakeholders have the awareness, understanding, and education to accept the changes and initiatives. 
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	MESSENGER
	AUDIENCE
	KEY MESSAGES
	VEHICLE
	FREQUENCY
	FEEDBACK

	Enterprise Organization
	Senior Leadership
	
	Meetings
	
	BTIG

	
	Management Council
	          Issues Resolution
	Email
	
	Senior Leadership

	
	Business Owners
	          New Initiatives
	Conferences
	
	Business Owners

	
	External Stakeholders
	
	
	
	Project Owners

	
	All Staff
	
	
	
	

	
	Project Owners
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	BTIG
	
	
	
	

	Business Owners
	Project Owners
	          Action Items Resolution
	 Meetings
	Weekly 
	Business Owners

	
	Project Leads
	          Project Status & milestones
	Conferences
	or as required
	BTIG

	
	Integration Team
	          New Initiatives
	
	
	Project Owners

	
	FSA Communications Team
	
	
	
	All Staff

	
	External Stakeholders
	
	
	
	Integration Team

	
	
	
	
	
	

	
	
	
	
	
	

	Project owners
	BTIG
	          Action Items Resolution
	Meetings
	Weekly                  or as required
	BTIG

	
	Business Owners
	          Project Status & milestones
	E-mail
	
	Business Owners

	
	Integration Team
	          New Initiatives
	
	
	All Staff

	
	FSA Communications Team
	          Action Items Resolution
	
	
	Integration Team

	
	External Stakeholders
	          Project Status & milestones
	
	
	

	
	
	
	
	
	

	All Staff
	Project Owners
	          Input for process changes
	
	
	Business Owners

	
	Project Leads
	          Training schedules 
	
	As Required
	Project Owners

	
	Integration Team
	
	
	
	

	
	
	
	
	
	

	Other Contractors
	BTIG
	          Status
	Meetings
	
	BTIG

	
	Business Owners
	          Changes that impact integration
	Email
	As Required
	Business Owners

	
	Project Leads
	
	Status Reports
	
	Integration Team

	
	Integration Team
	
	
	
	


Appendix A: Acronyms and Definitions

	Acronym
	Definition

	APP
	Annual Performance Plan 

	AWG
	Architecture Working Group 

	BTIG
	Business and Technology Integration Group 

	CBA
	cost-benefit analysis 

	CCB
	Change Control Board 

	CDA
	Common Data Architecture 

	CDDTS
	Conditional Disability Discharge Tracking System

	CIs
	Configuration Items 

	CM
	Configuration Manager 

	COR
	Contracting Officer’s Representative 

	CPIC
	Capital Planning and Investment Control 

	CR
	Change Request 

	CSA
	Configuration Status Accounting 

	DSG
	Decision Support Group 

	DLCS
	Direct Loan Consolidation System 

	DLSS
	Direct Loan Servicing System 

	DMCS
	Debt Management and Collection System

	EA
	Enterprise Architecture

	ED
	U.S. Department of Education

	EIPM
	Enterprise Integration Planning and Management

	ESP
	Enterprise Sequencing Plan 

	EVM
	Earned Value Management 

	FEAF
	Federal Enterprise Architecture Framework

	FEBI
	Front End Business Integration 

	FSA
	Office of Federal Student Aid 

	FSEOG
	Federal Supplemental Educational Opportunity Grant

	FWS
	Federal Work Study 

	GAO
	General Accounting Office 

	GAs
	Guaranty Agencies 

	GPRA
	Government Performance and Results Act 

	ILSC
	Integration Leadership Support Contractor 

	IMS
	Integrated Master Schedule

	IPC
	Investment Planning Council 

	IPM
	Integrated Partner Management

	IT
	Information Technology

	ITIM
	IT Investment Management

	NSLDS
	National Student Loan Data System 

	OCFO/FMSS
	Office of the Chief Financial Officer

	Ollie
	Oracle 11i 

	OMB
	Office of Management and Budget 

	PBO
	Performance Based Organization

	PMO
	Program Management Office 

	QA
	Quality Assurance 

	RM
	Risk Management 

	RMT
	Risk Management Team

	V & V
	Verification and Validation 

	WBS
	Work Breakdown Structure


Appendix B: Integrated Master Schedule

This appendix presents the IMS. The IMS is a Gantt chart maintained in MS-Project that tracks all significant integration-related activities across FSA. While the ESP is primarily a communication and long-range planning tool, the IMS is a working tool that will illustrate dependencies, track schedule progress, and document integration-related work at a detailed level. The IMS will be updated on a monthly basis and reviewed at the BTIG. The IMS presents FSA’s integration activities within four major streams:

· 2004 – 2006 (and prior) Processing Activities: This stream represents FSA’s ongoing operational activities.

· Enterprise Integration Planning and Management: This stream represents FSA’s efforts to define and implement common standards and processes for integration, and to develop plans and conceptual designs for future integration activities.

· Business and Technical Integration Initiatives: This stream represents the major integration initiatives that FSA is planning or is executing.

· Contracts: This stream documents the integration-relevant contracts awarded by FSA, and their expiration and option year dates

Appendix C:  Current Risk Assessment

This appendix presents a list of the current FSA integration risks as-of the date of publication of this Plan.  

	 
	#
	Risk Description
	Date Identified
	Impact
	Prob-ability
	Ability to Control
	Mitigation Plan
	Status
	Upper Mgt?
	Owner

	AD
	16
	Issues associated with possible conversion of CPS & COD to new contractor
	5/22/2003
	High
	High
	Medium
	Mitigation Plan:TBD
June 18 2004: Combined with 18
Dec 2003: Will be closed for now and re-addressed next year.
	RE-OPENED June 3, 2004
	No
	Rosemary Beavers
Bill Leith

	Ent
	32
	Numerous major systems going into re-compete at the same time.
	5/22/2003
	High
	High
	Medium
	Need to create an integrated timeline of planned procurements/competitions, which includes dependencies as well as tentative implementation dates (for use, among other things, to plan resources required for selections).

Develop integrated acquisition strategy.
	Closed; 7/29
	No
	 

	CSB
	23
	The CSB transition strategy will require a routing solution during parallel processing, which is not yet defined.  This impacts feeds from other systems (i.e. COD), mail processing and customer service.
	12/11/03 or earlier
	High
	High
	High
	EAI/ITA and Data Strategy to have an off-line discussion about options for routing solution.  Include a discussion of alternatives at the BIG (with CSB representation).
3Aug04 Completed Phase II Project Plan due 30Aug, will address interfaces.  No (additional) interface changes expected.
	Open
	No
	Dan Hayward

	CSB
	25
	The decision regarding the potential FMS/FMSS merge (11i upgrade) will come after CSB solution in progress.
	12/11/03 or earlier
	High
	Low
	High
	June 17, 2004: {preliminary requirements matrix is complete.  Final functional requirements will be done in September 2004.
3Aug04 Weekly meetings occurring
	Open
	No
	Jay Hurt

	IPM
	3
	Inability to successfully (inefficiency, inaccuracy, quality issues) deploy Integrated Partner Management will impact large number of operational systems/ business processes
	5/22/2003
	High
	Medium
	0
	Need to develop detailed implementation plan which demonstrates dedicated resources, supportive stakeholders/champions, a communication strategy, and a phased approach.
3Aug04 IPM  Conceptual Design Task will produce sequencing plan; use PEPS as fallback if needed.
	Open
	No
	Molly Wyatt

	IPM
	5
	Undefined impact of deploying Integrated Partner Management components on external partners could lead to community resistance to full deployment and/ or not fully realizing benefits of solution.
	5/22/2003
	High
	Low
	High
	Add FY04 activity for an impact assessment of IPM, based upon the high level requirements and conceptual design.
	Open
	No
	Molly Wyatt

	Ent
	33
	Re-authorization changes are not known at this point (what and timeframe).
	5/22/2003
	High
	Medium
	Low
	Schedule Reauthorization discussion for BTIG.
	Defer to Feb. 05
	No
	Jeff Baker

	Ent
	38
	Impact of FMS 11i upgrade on interfacing systems
	12/11/03 or earlier
	High
	Medium
	Low
	June 17, 2004: Ollie update briefing scheduled for July 15.
Schedule regular BIG review of approach & timeline.
Jay Hurt presented initial scope & timeline of effort.
	Open
	No
	Jay Hurt

	Ent
	39
	3Aug04 Consistent, timely availability of project information, documents, deliverables, & etc does not exist, which negatively impacts system development, implementation, and operation activities.
(No processes or tools in place for on-going management of enterprise documentation such as As-Is and To-Be Data Flows, Business Architecture, Technical Architecture, etc.)
	12/11/03 or earlier
	Medium
	High
	High
	Include in Data Strategy and Integration Task Orders maintenance of these documents (with Integration Partner required to identify and provide standard tool set.)

Establish permanent organization within CIO for maintenance of technology related items.

Establish permanent organization within ASEDS for maintenance of business related items.  

Need to ensure CSB is coordinated and joint teams are working together.  ILSC to address
	Open
	Yes
	Debbie Bairdain

	Ent
	41
	Lack of FSA agreed upon SLC will impact the integration of solutions as the targeted vision moves forward. 8-3-04 <re-statement>
	12/11/03 or earlier
	Medium
	High
	Medium
	SLC will be addressed with OneEd initiative for Life Cycle Management; Security Architecture is slated as a pilot for FSA.  Once findings from the pilot are developed for all of ED, a presentation to the BTIG will be given.
	Open
	Yes
	Diana O'Hara

	Ent
	42
	Lack of FSA agreed upon Enterprise Change, Configuration, & Release Management Framework will impact the management of integrated solutions as the Target Vision moves forward 8-3-04  <re-statement>
	12/11/03 or earlier
	Medium
	High
	Medium
	8-3-04 Initiative is underway to address the implementation of a solution.  A work group with FSA-wide representation is developing a solution to meet FSA needs.
	Open
	Yes
	Diana O'Hara

	Ent
	43
	No enterprise infrastructure in place to perform operational analysis, track progress of integration against metrics, etc.
	12/7/2003
	Medium
	High
	Medium
	PMO in place to track progress of integration; integration metrics to be developed by ILSC
8-3-04 Have plan & process; IMS will allow progress measure tracking
	Closed 3Aug04
	Yes
	Integration Team

	Ent
	44
	No permanent, dedicated full-time positions within organization to support enterprise integration.
	12/7/2003
	High
	High
	High
	Establish "Integration" component of organization within ASEDS as part of re-organization currently underway.
	Open
	Yes
	Katie Crowley

	Ent
	46
	Not enough FSA contractor officer resources to support enterprise procurement efforts.
	1/15/2004
	High
	High
	Low
	Establish Contracting Office priority tasks to manage resource commitments.  Request additional CO support from HQ. 
	Open
	Yes
	Pat Bradfield

	AD
	13
	VDC may not have the capacity to support Application improvements; especially CSB & FEBI
	12/11/03 or earlier
	Low
	Low
	High
	June 18 2004: Ollie may use VDC also
Requested money in business case, plan and track, general operations.                                            Monitor CSB & FEBI plans & coordinate with VDC
3Aug04 VDC re-compete schedule requested
	Open
	No
	Mike Fillinich

	Ent
	47
	GSA to recompete the VDC; thus no more extensions on VDC beyond FY07.
	1/15/2004
	High
	High
	Low
	Incorporate VDC recompete into Enterprise Sequencing Plan.  Monitor to minimize risk to FSA systems.
8-3-04 Market research will be complete in 6 weeks
	Open
	Yes
	Mike Fillinich

	Ent
	50
	Lack of an end-to-end vision for integration; current integration plans don't include plans other than the front-end/back-end.  An end-to-end vision needs to incorporate plans for NSLDS, eCB, FMS and SAIG.
	1/15/2004
	Medium
	High
	High
	Utilize Target State Vision (Data Strategy) to develop To-Be state for additional integration efforts. 
8-3-04 Gap analysis is underway to complete Target Vision, IMS provides framework
	Open
	Yes
	Integration Team

	Ent
	51
	Lack of staff resources may prevent successful implementation of FEBI & would impact operation of current systems
	8/3/2004
	High
	Medium
	Medium
	Develop FEBI Transition Plan
	Open
	 
	(Jeanne Saunders to ID)

	CSB/
Ent
	52
	Definition of Security Roles & Responsibilities in CSB may not be in synch across the enterprise; needs to be accomplished/coordinated across the FSA Enterprise; 
	8/3/2004
	High
	Medium
	High
	IMPACT: CSB waiting on TIM acquisition for Phase II
	Open
	 
	?????

	Ent
	53
	Budget availability uncertain for discretionary items may impact  critical initiatives such as Security Architecture, FEBI
	8/3/2004
	High
	High
	Low
	IMPACT: Delayed integration of systems, higher development/integration/operating costs
	Open
	`
	?????


Appendix D: Example Strategy Maps

A strategy map is simply a visual representation of an organization’s strategic elements (mission, goals, etc.) and the processes and systems necessary to implement that strategy.
  

Strategy maps display key priorities and relationships between outcomes (the "what") and performance drivers (the "how").  Maps can be used to create alignment among sub-units and individuals by linking their objectives to the map, and promote transparency by communicating with and educating constituents, partners, oversight bodies, and the general public.

FSA can link any number or levels of mission, goals, objectives, measures, and initiatives on their maps.  The sample maps for Data Strategy, CSB, and IPM presented in this appendix are simple ones that display relationships between integration initiatives, performance measures, and strategic objectives, with some causal inferences (CI) annotated.  Linkages shown in theses samples were inferred from the language of business cases for these initiatives.  Performance measures were also crafted from language in the business cases, borrowed from the FSA draft Strategic Plan, or the FSA Performance Reference Model (PRM), so the maps may not be complete or precise in each case.
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Appendix E: Performance Management Lexicon

This appendix presents a lexicon of performance management terms, and provides a mapping showing how those terms are defined by several standards and oversight organizations

	ILSC Preferred Term & Definition 
	Term
	GPRA Section 4
	OMB Circular A-11, pg 200-2, 7/03

(Definitions for GPRA)
	“Per​for​mance Measurement Challenges & Strategies,” OMB, 6/18/03
 (Definitions for PART)
	2006 Instructions for the PART (pgs 7-10)

	HATRY, “Per​for​mance Measurement: Getting Results,” 1999
	JACKSON et al for ASPA CAP, “Per​for​mance Measurement Training,” 1997


	Mission

A concise statement of the unique, fundamental, current public purposes of the organization and its programs. 

Statement should answer four questions: 1) Who are we? 2) What do we do? 3) For whom do we do it? and 4) Why do we do it?
	Mission
	
	(sec 210-2) Brief statement defining the basic purpose of the agency that corresponds directly with the core programs and activities.
	
	
	‘Mission/Objectives”: expresses the major results sought by the program.  Denotes both the overarching vision of the program (mission), and the more specific though still qualitative program purposes (objectives).
	A concise statement of the unique, fundamental, current and future public purposes of the agency and its programs.

	Strategic Goal

Broad statements describing desired outcomes for the organization and/or its programs.  Not easily measurable. Should be used to group program outcome goals in per​for​mance budget.

	Strategic goal
	
	Also called “strategic objective.”  Statement of aim or purpose that agencies include in a strategic plan.  Typically will not be directly measurable.  Can be used to group outcome goals in a per​for​mance budget.
	Statements of purpose or mission that agencies may include in a strategic plan.  Might not be easily measurable.

Ex. Weather program – protecting life and property, and promoting commerce and the quality of life, through accurate forecasts.
	OR  “strategic objective.” Statement of aim or purpose included in a strategic plan (required under GPRA).  In a per​for​mance budget/plan, strategic goals should be used to group multi program outcome goals; program outcome goals should relate to & in aggregate be sufficient to influence the strategic goals/ objectives & their PMs

Exs: Lives saved due to tornado warning systems; improved relations between countries
	
	

	Captured by “per​for​mance goals”
	Goals / General goals
	
	“General goals”: Goals included in Strategic Plan. Defines how an agency will carry out its mission over a period of time.  Expressed in a manner in which allows a future assessment to be made of whether the goal was or is being achieved.  May be of programmatic, policy, or managerial nature.  Typically outcome-type goals.

Exs:

1) 70% of American HHs will own their home in 2010

2) cComplete the sequencing of horse genome by June 2005
	
	
	
	“Goals”: Broad statements generally describing a desired outcome for the agency and/or its programs

Ex: (Health Dept) To control the transmission of infectious disease.

	 Captured by “per​for​mance goals”
	Objective / Strategic Objective
	
	
	
	OR  “strategic goal.” Statement of aim or purpose included in a strategic plan (required under GPRA).  In a per​for​mance budget/plan, strategic goals should be used to group multi program outcome goals; program outcome goals should relate to & in aggregate be sufficient to influence the strategic goals/objectives & their PMs
	‘Mission/Objectives”: expresses the major results sought by the program.  Denotes both the overarching vision of the program (mission), and the more specific though still qualitative program purposes (objectives).
	Statement about the measurable end results that a public program is expected to accomplish in a given period of time.

Ex: Increase the proportion of infants who receive age-appropriate vaccines to 90% by 2005.

	Per​for​mance Goal

Statements of per​for​mance over time expressed as tangible, measurable objectives, against which actual achievement can be compared,  May be program-specific, must be consistent but not necessarily included in GPRA SP or PB . Should be SMART: specific, measurable, action-oriented, realistic, and time-bound.  Written in he form of PM +  target + timeframe. Can be annual or long-term, outcome or output.

Ex: "Increase the proportion of infants who receive age-appropriate vaccinations to 9% by 2005."
	Per​for​mance goal
	Target level of per​for​mance expressed as a tangible, mea​surable objective, against which actual achieve​ment can be compared, including a goal expressed  as a quantita​tive standard, value, or rate 
	Called an “annual per​for​mance measure” by PART.  Included in the per​for​mance budget.  Sets a target level of per​for​mance which is expressed as a tangible, measurable objective, against which actual achievement can be compared, including a goal expressed as quantitative standard, value, or rate.  Can be either outcome or output.
	Target levels of per​for​mance expressed as measurable objective, against which actual achievement can be compared.  Can be stated as outcomes or outputs, & should incorporate targets & timeframes into a PM.  

PM + Target + Timeframe= Per​for​mance Goal
	Sets a target level of per​for​mance over time expressed as a tangible, measurable objective, against which actual achievement can be compared, including a goal expressed as a quantifiable standard, value, or rate.  Per​for​mance goal = PM + target + timeframe. May be program-specific which must be consistent but not necessarily included in GPRA strategic plan or per​for​mance budget
	
	

	Per​for​mance measure

Quantitative indicators of the extent to which per​for​mance goals are being achieved. Preferably in

ratio format.  Types – outcome, efficiency, cost-effectiveness.


	Per​for​mance measure
	
	A per​for​mance goal or per​for​mance indicator
	Indicators or metrics used to gauge program per​for​mance.  Can be either output or outcome.

Ex: Weather program – Average advance warning time for tornadoes
	Indicators, statistics or metrics used to gauge program per​for​mance
	
	Quantitative or qualitative indicator of the extent to which an objective is being achieved. A quantifiable, enduring measure of outcomes, outputs efficiency, or cost-effectiveness.

Ex: % of infants receiving age-appropriate vaccinations

	See “per​for​mance goal”
	LT per​for​mance goal
	
	
	Address per​for​mance several years or more in the future.  2 types: 1) annual per​for​mance goal in the future (tornado warning times in 2008, or unit cost of activity in 2010); and 2) cumulative effect of annual activities (e.g. development of AIDS vaccine by 2010).  Required under GPRA (as “general goals” and PART 2.1 and 2.3.
	Address per​for​mance that is several years or more in the future.  Covering a long period of time considering nature of the program, but is consistent w/periods for strategic goals used in agency Strategic Plan.

2) An annual per​for​mance goal in the future.

Ex: Reduce overall model uncertainty by X by 2014.
	
	

	See “per​for​mance measure”
	LT measure
	
	
	Ex: Nat’l rate of maternal deaths per 10K live births in 2008
	
	
	

	See “per​for​mance goal”


	Annual per​for​mance goal
	
	
	LT per​for​mance goal stated in yearly increments (PART 2.3 and 2.4).  Same PM as LT per​for​mance goal w/less ambitious target.

Exs: Weather program – Average tornado warning time of 15m in 2005

Space program – Accomplishing steps toward developing exploration vehicle (Cannot measure outcome annually)
	Measures & targets affected by an activity in a particular (generally near-term) year.  Stated in yearly increments.

Ex: Reduce uncertainty of various factors in climate model.
	
	

	See “per​for​mance measure”
	Annual

measure
	
	
	Ex: Nat’l rate of illnesses & complications due to pregnancy per 100 deliveries in 2004
	
	
	

	Not used.  PART uses LT, not long-range.  See “per​for​mance goals”
	LR Per​for​mance Measure
	
	Term used in PART evaluations.  General goal or outcome goal.
	
	
	
	

	Improved level of per​for​mance needed to achieve stated goal.  Must be ambitious and achievable.  Required part of “per​for​mance goal.”
	Target
	
	
	Quantifiable or otherwise measurable characteristics that tell how well a program must accomplish a PM.  

Ex: Weather program – Average of 20mins by 2008
	1) Quantifiable or otherwise measurable characteristic that tells how well a program must accomplish a PM.

2) Improved levels of per​for​mance needed to achieve stated goals.  Must be ambitious and achievable
	
	A level of per​for​mance that a service or program is projected to accomplish in a particular year, consistent with objectives.

Ex: 0.9 fatal accidents per million vehicle miles in 2005.

	Baseline

An initial measurement from which gains are calculated and targets set. Baseline shows actual per​for​mance or prior condition for the given measure in a specified year.
	Baseline
	
	
	
	The starting point from which gains are measured & targets set.  Baseline year shows actual program per​for​mance or prior condition for the given measure in a specified year.
	
	

	See “per​for​mance measure”
	Per​for​mance indicator
	A particular value or charac​teristic used to measure output or outcome.
	Can be included in per​for​mance budget & is directly associated w/a per​for​mance goal.  A particular value or characteristic used to measure output or outcome.
	
	
	A specific numerical measurement for each aspect of per​for​mance under consideration.
	

	Outcome

Describe intended results from carrying out a program or activity.  Define an event or condition that is external to the program or activity & that is direct importance to the intended beneficiaries and/or the public.


	Outcomes/

Outcome measure/ Outcome goal
	An assess​ment of the results of a program activity compared to its intended purpose
	“Outcome goal”: Description of intended result, effect, or consequence that will occur from carrying out a program or activity.
	Describe intended results or consequence that will occur from carrying out a program or activity.  Are of direct importance to beneficiaries & general public. 
 
Ex: Determine whether there is life on Mars by 2011
	Describe intended results from carrying out a program or activity.  Define an event or condition that is external to the program or activity & that is direct importance to the intended beneficiaries and/or the public.

Ex: # of lives saved or property damage averted due to tornado warning system.
	1) Events, occurrences, or conditions that are outside the activity or program itself & that is of direct importance to customers and the public generally.  

2) Events, occurrences, or changes in conditions, behavior, or attitudes that indicate progress toward achievement of the mission and objectives of the program.  Not what the program did but consequences of what it did.

Ex.: % of discharged patients who are capable of living independently 

A measure of the amount and/or frequency events, occurrences, or conditions that are outside the activity or program itself & that is of direct importance to customers and the public generally
	A measure of the extent to which  service has achieved its goals or objectives, met the needs of its clientele, or met commonly accepted professional standards.

Ex: % of participants in  job training program who got a job in their field

	See “outcome”
	End outcomes
	
	
	
	
	1) The end result that is sought

2) Conditions of importance to program customers & citizens more generally

Ex: Community having clean streets or reduced incidence of crime
	

	See “outcome” and “per​for​mance goal”
	Intermedi​ate outcomes
	
	
	
	
	An outcome that is expected to lead to a desired end but is not an end in itself

Ex: % of customers completing employ counseling programs (vs. end outcome of % customers obtain’g employ after the program)
	

	Output

Goods & services produced by a program or org & provided to the public or others; or # of people served by an agency or program.

Outputs must support outcomes in logical fashion.
	Outputs / Output measure / Output goal
	The tabulation, calculation, or recording of activity or effort and can be expressed in a quantitative or qualitative manner
	“Output goal”: Description of the level of activity or effort that will be produced or provided over a period of time or by a specified date, including a description of the characteristics & attributes (e.g. timeliness) established as standards in the course of conducting the activity or effort
	Goods & services produced by a program or org & provided to the public or others.  Includes description of characteristics & attributes (e.g. timeliness) established as standards

Ex: # of Medicaid-eligible children who received MCHBG services
	Describe the level of activity that will be provided over a period of time, including a description of  characteristics (e.g. timeliness) established as standards for the activity.  Refers to internal activities of a program (i.e. products & services delivered). Outputs must support outcomes in logical fashion.

Ex: % of warnings that occur 20 minutes before tornado forms
	1)Products & services delivered during the reporting period.

2) Completed products of internal activity: the amount of work done within the organization or by its contractors

Ex: # of miles of road repaired
	A measure of the number of units produced, or people served by an agency or program

Ex: Number of immunizations provided

	Input

Resources, such as FTEs, time, or $, used to produce outputs & outcomes.  
	Inputs
	
	
	Resources, often measured in $, used to produce outputs & outcomes.  PMs may include consideration of inputs, particularly in the context of cost-efficiency or unit cost.
  
	
	1)Amount of resources actually used, expressed as the amount of funds or # of employee years or both.

2) Resources used to produce outputs and outcomes.
	

	Cost-effectiveness

Cost per unit of outcome/output
	Cost effectiveness measure
	
	
	
	
	
	A measure of cost per unit of outcome

Ex: Average cost to keep teem parents on welfare in school through graduation

	Efficiency

The ratio of the outcome or output to the input of any program.  Capture skillfulness in executing programs, implementing activities, and achieving results while avoiding wasted resources, effort, time, and/or $.
	Efficiency measure
	
	
	
	The ratio of the outcome or output to the input of any program.  Capture skillfulness in executing programs, implementing activities, and achieving results while avoiding wasted resources, effort, time, and/or $.

Ex: value of energy saved vs. program costs
	1) (or “unit-cost ratio”) Ratio of  amt of input to amt of product produced.     2) Relationship b/t amt of input & amt of output or outcome of an activity/program.

Flipping the ratio gives a productivity measure.

Exs: $6oo/customer helped (efficiency)

1.67 customers helped per $1000 (productivity)
	A measure of cost or amount of other resources per unit of output (a.k.a. productivity)

Ex: Cost per inspection

	See “efficiency”
	Work​load measure
	
	
	
	
	
	A particular type of efficiency measure that indicates a program’s output relative to the # of staff available.

Ex: # of clients per case manager.

	See “per​for​mance measure”
	Process Measure
	
	
	
	
	(a.k.a. workload or activities) The amount of work that comes into a program or is in process but not yet completed

Ex: # of customers
	

	
	Program evaluation
	An assess​ment, thru objective mea​sure​ment and systematic analysis, of the manner & extent to which fed programs achieve intended objectives
	An assessment, thru objective measurement and systematic analysis, of the manner & extent to which fed programs achieve intended results
	
	
	
	

	Per​for​mance measurement

Capturing and tracking results of agencies or programs on a regular basis
	Per​for​mance measure​ment
	
	
	
	
	Measurement of a regular basis of the results (outcomes) and efficiency of services or programs
	


TERM CROSSWALK

	ILSC

	GPRA Section 4
	 A-11, pg 200-2, 7/03
	“Per​for​mance Measurement Challenges & Strategies,” OMB
	2006 Instructions for the PART (pgs 7-10)
	HATRY
	JACKSON et al

	Mission
	
	Mission
	Mission
	
	
	Mission

	Strategic Goal
	
	Strategic Goal
	Strategic goal
	Strategic goal/strategic objective
	Mission/Objec​tives
 & End outcomes
	Goal

	Per​for​mance Goal
	
	General Goals
	LT per​for​mance goal
	LT per​for​mance goals
	
	Objective

	Per​for​mance Goal
	Per​for​mance goal
	Per​for​mance goal & Per​for​mance measure

	Per​for​mance goal
	Per​for​mance goal
	
	Objective

	Per​for​mance Goal
	
	
	Annual per​for​mance goal
	Annual per​for​mance goal
	
	Target
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	Per​for​mance measure
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	Target
	
	
	Targets
	Targets
	
	

	
	Per​for​mance indicator
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� Balanced Scorecard Glossary-https://www.bscol.com/bsc_online/learning/glossary/index.cfm


 


� Balanced Scorecard Glossary-https://www.bscol.com/bsc_online/learning/glossary/index.cfm


 


� � HYPERLINK "http://www.whitehouse.gov/omb/part/print/ challenges_strategies" ��www.whitehouse.gov/omb/part/print/ challenges_strategies�.


� http://www.whitehouse.gov/omb/part/2006_part_guidance.pdf


� American Society for Public Administration, Center for Accountability and Per�for�mance


� Programs that cannot define quantifiable outcomes may use “proxy” measures. Ex: A program whose purpose is to make forecasts may use increases in accuracy of predictions as a proxy. In such cases, the program must demonstrate a clear link between the proxy measure and the outcomes or public goods the program is trying to achieve.


� While PMs should distinguish b/t outcomes & outputs, there should be logical connection b/t them, w/outputs supporting outcomes in a logical fashion.  PART strongly encourages the use of outcomes because they are much more meaningful to the public than outputs, which tend to be process-oriented or means to an end.  Outcomes may relate to society as a whole or to specific beneficiaries of a program, depending on size and reach of the program.


� Programs that cannot define quantifiable outcomes may use “proxy” measures. Ex: A program whose purpose is to make forecasts may use increases in accuracy of predictions as a proxy. In such cases, the program must demonstrate a clear link between the proxy measure and the outcomes or public goods the program is trying to achieve.


� Programs are encouraged to consider the most meaningful level of such input measures. For example, cost-efficiency measures based on outputs per $ will typically be more useful than measures of output per unit of personnel.  Similarly social costs may be more meaningful than Fed budget costs when evaluating effectiveness or regulatory programs.  Input from state & local partners may be relevant in assessing the effectiveness of some programs matched by Fed assistance.


� Table does not include ILSC terms “baseline” and “cost-effectiveness.”


� Hatry’s “objective” part of the mission/objectives statement does not equate to Jackson’s definition of  “objective.”  Instead it resembles A-11’s “means and strategies.”


� This section of A-11 defines a “per�for�mance measure” as “a per�for�mance goal or per�for�mance indicator.”  In other words, measure, goal, and indicator are all equivalent.





[image: image40.wmf]MESSENGER

AUDIENCE

KEY MESSAGES

VEHICLE

FREQUENCY

FEEDBACK

Management Council /     

IPC

BTIG

·

          

Project Scope & Definition

Meetings

BTIG

Integration Team

·

          

Project objectives

Email

As Required

Integration Team

All Staff

·

          

Funding Approval / Disapproval

All Staff

·

        

  Set

 

Expectations

·

        

  Set Direction

Senior Leadership

Management council

·

       

Project Scope & Definition

   

Meetings

BTIG

BTIG

·

          

Strategic Direction

Email

As Required

Integration Team

All Staff

·

          

Expectation / Requirement

Memoranda

FSA Communications

Integration Team

·

          

Organizational Change issues

Conferences

All Staff

FSA Communications

·

          

Progress on Integration Initiatives

·

          

Objectives of integration target state

Management Council

BTIG

Senior Leadership

·

          

New initiatives & impact

Meetings

Weekly

Management Council

Integration Team

·

          

Risks

Email

Senior Leadership

EPMS

·

          I

ssues

Reports

As Required

Integration Team

Enterprise Organization

·

          S

tatus

Meetings

EPMS

Enterprise Organization

Integration Team

Project Owners

·

          

Risks

Meetings

On Delivery of draft 

deliverable

BTIG

Senior Leadership

·

         

Updates to  Integrated Master Schedule

Email

Monthly

Integration Team

Business Owners

·

         

Integration Status

Memoranda

Weekly

FSA Communications

FSA Communications

·

          I

ssues

Following a change

·

          

Action Items

As Required

·

          

Next steps

·

          

New Integration Initiatives

·

          

Success Stories

·

          

Awareness campaigns

·

          

Issue Resolution

·

          

Resource requirements and   commitment 

[image: image41.wmf]INTERNAL

 

EXTERNAL

 

Management Council

 

Schools

 

Senior Leadership

 

Students

 

BTIG

 

GAO 

 

Enterprise Organization

 

Financial Partners

 

Integration Team

 

Congress

 

Business Owners

 

Labor Union

 

Project Owners

 

The Advisory Board

 

Contractors

 

Associations

 

All Staff

 

Other Federal Agencies

 

Ombudsman

 

 

FSA Communications Team

 

 

Department of Education

 

 

IG

 

 

 

_1150544317.vsd

_1151126953.ppt




Strategic Leadership/ 

Vision

Define and Implement 

Solution (sample

projects)

Create/ Set Scope

for Business Solution

BTIG Support 

Management Council



Business and Technical Integration Group

Integration Team

Integration Group

Business Arch

Team

Integration Group

Business Arch

Team

Ollie

Integration Group

Business Arch

Team

Integration Group

Business Arch

Team

IPM

Integration Group

Business Arch

Team

Integration Group

Business Arch

Team

FEBI

Integration Group

Business Arch

Team

Integration Group

Business Arch

Team

Data Strategy

Integration Group

Business Arch

Team

Integration Group

Business Arch

Team

CSB








_1152989447.ppt




Define Target

Business Functions

Define Target

Data Entities

Map Functions to Data

Perform Cluster Analysis

Define Logical Solutions

Validate Against

Target State Vision

Update

Target State Vision

As Appropriate








_1153032181.ppt












Life-

cycle

Phase









Applicant/

Borrower

Process



Department of Education



Help Desk



Financial Partners Portal



Schools Portal











FSA













Trading

Partner

Process







Partner Application



Oversight







Aid Education



Submission



Eligibility







Repayment











Consolidation





























































































































Aid Awareness & Application





















































































































Institution

Participation







































































































Servicing









Trading

Partners &

Servicers



Guaranty Agencies



Student Aid on the Web



Call Centers



Collections







Origination &

Disbursement









ED



Financial Management



Lenders 

(Lender Servicers)



           Other External Partners





To-Be Financial

Aid Life Cycle

DRAFT

High-Level Business View



State Agencies



     Schools 

( School Servicer)



Common Services for Borrowers



Origination & Disbursement



Trading Partner Management













































































Delivery



























FSA Gateway













































Award & Disbursement

Processing



School Aid Payments &

Funding Level Mgmt



Partner

Enrollment



Partner Eligibility

& Oversight



Funds & Internal

Controls



Service

Loans



Recovery &

Resolution



ITA

Integrated

Technical

Architecture



VDC

Virtual

Data Center



EAI

Enterprise

Application

Integration









Internal Transfer





















External Transfer



Business Function









Application



Aid Eligibility

Determination



Establish

Person

Record



GL

Accounting



Budgeting



External Financial

Reporting















Authentication & Access Management

Credit Check

SSCR

Servicing Reporting (FFEL & Campus Based)

Edit Checks

Enterprise Shared

Functions



Common Data Architecture

Generate/Distribute ISIR/SAR



CSB







FMS







Enterprise Shared

Functions







Warehouse/Data Marts

Match Against CDA (FAH)







Send/Receive from Matching Agencies

SSIM Logic



Consolidate

Loans



Payment

Processing



Authentication &

Access Tools

Enablers



Business

Intelligence Tools



Enterprise Analytics and Research



Acquisition &

Planning Strategy



Enterprise Performance

Management



Case Tracking

(Ombudsman)

Partner Payment Calculation/PrePopulation

CDR



Recommend

Policy Changes



Ancillary Services



Aid

Awareness

NSLDS



Partner Payment Management



Partner Payment

Admin























Transactions

Students

Trading

Partners









Process

Payments















State Agency

Funding



Analytics

Computation Edits - EFC



AR Managment

Distribute Eligibility

Transfer Monitoring

Process Promissory Notes

FMSS

GAPS

RID Mappings



Application

Process



Relationship

Mgmt

Audit

History










_1153244006.ppt


Review and

Collect Data

Assess

Current

State

Recommend

Framework

Develop

Action

Plan

Key Document Reviewed:



		FSA Strategic Plan

		ED Strategic Plan

		Annual Performance Plan

		FSA PRM/BRM/SRM

		Enterprise Sequencing Plan

		Executive Dashboard

		Blueprint for Management Excellence

		PMA Scorecard

		BTIG Vision Framework



		Do the integration initiatives in the ESP directly support FSA’s integration objectives?



		Have appropriate tactical performance measures been established for each integration initiative?



		Define options for integration performance metrics.



		Define options for measuring integration progress.



		Define action plan for FSA.
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(FY03)
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Means & Strategies

Accountability

Resources

Reduce Program 

Administration Costs 

Default recovery 

rate  

9.50%

10% by '05 

A new organizational function for 

portfolio risk management created in 

FY 03 to focus on mitigating loss in 

student loan programs

Improve Program 

Integrity

National student 

default rate

5.40%

NA

Complete reengineering of school 

case management and oversight 

business processes to reduce 

decision-making time and increase 

consistency of outcomes

% of Pell Grant 

erroneous 

payments

4.90%

4.9% ('04 - '08)

1) Match student aid application data 

to IRS data, 2) Implement XML 

framework for data delivery and XML 

ISIR

We help put America through school

 

 

 

Tactical
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Performance Measures

Processes

Data

Applications

Technology

Security

% of total integration effort

% of total integration effort

% of total integration effort

% of total integration effort

% of total integration effort

% of total integration effort

Progress  X

Progress  X

Progress  X

Progress  X

Progress  X

Progress  X

Valid target definitions for Performance, Process, Data, Applications, Technology, and Security must exist.

% total progress towards 100% integration
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Data Strategy

Integration Initiative

FSA Strategic Objectives

Performance Measures/Goals

FSA Systems

 Integration & 

Technology

Improve Program

 Integrity



Reduce 

Cost

Improve Human

 Capital 

Management

Improve Products 

& Services

Deliver Student 

Aid Effectively 

& Accurately

DATA STRATEGY: Systematic and integrated way of looking at the entirety of our data in order to be able to make informed decisions. dramatically improve the quality and accuracy of data, as well as improve access to and sharing of data; thereby improving customer service, operational efficiency, program integrity and compliance. 

Error rate for 

student eligibility

Error rate for 

school eligibility

Customer complaint 

resolution cycle time 

and error rate



















CI: If error rates decrease, than integrity increases.
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Integration initiative

FSA Strategic Objectives 

FSA Systems

 Integration & 

Technology

Improve Program

 Integrity



Reduce 

Cost

Improve Human

 Capital 

Management

Improve Products 

& Services

Performance 

Measures/Goals

CSB will reengineer four siloed business systems into a single, integrated system. Common functions including “back office” and “front office” functions associated with the servicing, consolidation, collection and TPD of federal student aid obligations will be streamlined, consolidated, and reengineered to deliver significant improvements in managing student aid obligations from both a cost for delivery and borrower satisfaction perspective. 

Unit costs



Customer 

satisfaction

score

Average cycle 

times for 

servicing, consolidation, 

collection, etc.

CI: Timely and accurate information, common functions and shared data, and modernized processes should reduce error rates, cycle times and unit costs

Error 

rates

CI:  Faster services with fewer errors should increase customer sat

CI: If error rates decrease, than integrity increases.

Response 

time

Common Services for Borrowers
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Integration 

initiative

FSA Strategic Objectives 

FSA Systems

 Integration & 

Technology

Improve 

Program

 Integrity



Reduce 

Cost

Improve Human

 Capital 

Management

Improve Products 

& Services

Performance 

Measures

Providing integrated views of all data bearing on school eligibility and oversight.  Enabling unified management of electronic enrollment and access rights of schools and other entities that provide data to or that access FSA systems.  Maintaining current or improved functionality related to lender, lender servicer, and GA oversight.  Improving interfacing capability with other FSA systems whose users depend on current information about an entity’s demographics, location relationships and eligibility.  Ensures data is accurate and up-to-date, entered one time and used by all who need it

Title IV 

enforcement measure

Access to school 

eligibility data

Average  Title IV 

delivery delays

Initial eligibility 

determination 

cycle time or error rate

Fraud rate

   CI: a unified view of school eligibility and other data relevant to Title IV

CI: Improve ability to manage trading partners; Better informed & improved oversight

CI: Simplified, streamlined interface w/FSA by trading partners

Integrated Partner Management
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Performance Measures

Processes

Data

Applications

Technology

Security

To what extent do we have a unified performance measurement framework?

To what extent do we have unified functions/processes?

To what extent do we have unified data repositories and standard definitions?

To what extent do our applications reflect our Target State Vision?

To what extent does our technology infrastructure match our target ITA?

To what extent do we have a unified security framework?
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PART Performance Management Terms

Means and strategies

Ann Perf Goal 1.A.1

(PM+Target+Timeframe)

Outcomes or outputs

Ann Perf Goal 1.A.2

LT Perf Goal 1.A

(PM+Target+Timeframe)

Outcomes preferred

LT Perf Goal 1.B

Strategic Goal #1

Strategic Goal #2

Mission Statement
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		BTIG		Integration Team

		Support enterprise vision definition
Set scope/ framework for business architecture
Define enterprise sequencing plan
Establish governance approach for integration
Provide business input to enterprise plans related to integration (e.g.: budget, procurement, performance)
Identify and define process models
Charter working groups and sponsor initiatives
Identify need for Management input on direction and progress		Maintain vision documentation
Maintain business architecture documentation
Maintain sequencing plan
Maintain governance approach
Facilitate planning sessions and document outcomes
Support business process modelling (expertise, tools)
Facilitate coordination among working groups and initiatives
Serve as point of contact for management council
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