U.S. Department of Education

Information Technology Initiative

Business Case Instructions FY 2004 – 2005

Introduction

This document is designed to collect business case information for all “Significant” information technology (IT) 
 initiatives, including automated information systems
.  The Department Investment Review Board (IRB) will use the business case information to determine which IT initiatives the Department should undertake, in accordance with the Clinger-Cohen Act, and to monitor the progress of initiatives.

Please answer each question.  Your responses should be concise and prepared at a level of detail commensurate with the initiative’s type, size, criticality and phase in the lifecycle process.  For example, initiatives that have not been implemented or deployed will require more detailed information than an initiative in maintenance.  We will use the information collected to create a baseline for the initiative.  Depending on where the initiative is in its lifecycle, such as initial concept, you may not have a detailed answer to each question.  This is completely acceptable. Answer each question as completely as possible.

Complete and, upon approval of your Project Sponsor, return this document to the Office of the Chief Information Officer (OCIO) by April 25, 2003, as directed by your Liaison.  

Business Case Documentation Requirements
The following guidance has been provided to assist the Project Manager (PM) to determine the necessary documentation that is required for a given IT initiative.  The two parts to the ED IT Initiative Business Case include a Core Business Case and the Supplemental Business Case.  The requirement for completion of each business case depends on the life-cycle status of the initiative and details of its enhancements, if any.

The Core Business Case includes the MS Word template and MS Excel workbook and is intended to collect fundamental information on each IT initiative.  The Core Business Case is structured in a logical and manageable manner that solicits responses relating to the “who, what, why, when, how, and where” of the IT initiative.  The Core Business Case contains value and health aspects of the initiative.

The Supplemental Business Case, included as Appendix C of the Word document, is used to capture distinct information about the enhancement(s) portion of an initiative request.  The Supplemental Business Case is required only by initiatives in the Maintenance
 with Enhancements
 phase whose enhancements 1) were neither previously approved by the IRB nor funded, and 2) are below the threshold for “Significant.”   The Supplemental Business Case collects information on the enhancement’s incremental:

· Benefits

· Performance Improvements, and

· Risk Management Characteristics.

IT Initiatives in Maintenance with enhancements (one or more useful segments
) that meet or exceed the threshold for “Significant” IT initiatives must complete a separate ED IT Initiative Core Business Case.  This will ensure that all ”Significant” enhancements are considered within the context of the entire ED IT portfolio and allow for relative comparisons and prioritizations.

Business Case Context

The perspective to be taken when completing the Core Business Case is contingent on the initiative phase:  Under Development, Maintenance, or Maintenance with Enhancements.  Please follow the diagram on the next page for determining business case documentation requirements.  
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The remainder of the Business Case Instructions provides details on completion of the Core Business Case, including both the MS Word template and MS Excel Workbook.

	1.0 
	Contact Information (Who?)


1.1
Project Manager: The day-to-day leader of an IT initiative.  They are accountable for ensuring that the IT initiative meets cost, schedule and performance goals.




1.2
Program Manager: The management representative responsible for the IT initiative as well as the supported business process.




1.3
Project Sponsor: The senior management leader from the business unit supporting the IT initiative.  The sponsor is ultimately responsible for the IT initiative and works with the program manager to keep the appropriate IT Investment Management decision-makers fully informed of the initiative's status.




1.4
Contracting Officer: An individual with the authority to enter into, administer, or terminate contracts and execute related determinations and findings within the limits of the authority delegated.  Only a contracting officer has the authority to contractually bind the government.




1.5
Contracting Officer’s Representative: The COR is responsible for technical administration of the contract and assures proper Government surveillance of the Contractor’s performance.  The COR is not empowered to make any contractual commitments or to authorize any contractual changes on the Government’s behalf. 




1.6
Project Manager Qualifications: Additional instructions not necessary

	2.0
	General Background (What?)


2.1 Initiative types:

Business Process Support System*:

This is a system that directly supports a business process.  GPAS, GAPS, and PAYPERS are examples of business process support systems.

Program Delivery System*:

Any automated system used to deliver program services, including evaluation and research.  ED Pubs is an example of a program delivery system.

IT Infrastructure:

The operations and parts of a network are included under IT Infrastructure.  This includes network-related hardware, software, telecommunications, and services.  Examples are anti-virus screening software, and network services and software.

IT Services:

Encompasses IT-related special projects such as the development of a new security program in accordance with the Government Information Security Reform Act (now known as FISMA) and IT investment management support.

General Office Automation:
This includes hardware, software and telecommunications equipment that doesn’t directly support one of the other IT initiatives.  Periodic technology refreshment is an example.

* If the initiative type is a business process support system or a program delivery system, please indicate whether this is a financial management system.  Please see the definitions supplied below.

Financial management systems are financial systems and the financial portion of mixed systems that support the interrelationships and interdependencies among budget functions, cost functions, and management functions, as well as the information associated with business activities.

Financial systems are comprised of one or more applications that are used for any of the following:

· Collecting, processing, maintaining, transmitting, and reporting data about financial events;

· Supporting financial planning or budgeting activities;

· Accumulating and reporting cost information; or

· Supporting the preparation of financial statements.

A financial system supports the processes necessary to record the financial consequences of events that occur as a result of business activities.  Such events include information related to  appropriations or resources;  goods or services; payment or collections;  guarantees, benefits to be provided, or other potential liabilities or reportable activities.

2.2 Initiative Phase

Under Development: An initiative that is in any one of the lifecycle phases that occur before the system is in maintenance.  The development activity is not an enhancement to an operational system, but a new system that is either entirely new or replaces an operational system.  “Significant” upgrades to an existing system, i.e., Oracle 11i, are not regarded as enhancements.  These are regarded as under development until such time as the upgrade is operational.   

Maintenance: An operational system with a given service level that is not being extended. 

Maintenance with Enhancements: An operational system with a given service level that is being extended through an enhancement(s).

2.3 Description: 

Additional instructions not necessary

2.4 Business Problem or Opportunity

Additional instructions not necessary

2.5 Capabilities

Additional instructions not necessary

	3.0 
	Business Process and Strategic Alignment (Why?)


3.1 Users and Stakeholders
Additional instructions not necessary
3.2 Mandatory Requirement

Additional instructions not necessary
3.3 Lines of Business

Please refer to the instructions for the Lines of Business in Appendix A of this document.

3.4 Consequence of not Funding the Initiative
Describe the adverse impacts on business operations or future costs if the initiative is not funded.  Include in your description the impact to the supported business activities noted in question 3.3 Lines of Business (Appendix A).

The business case will be stronger if you can show that a business process is highly dependent on the initiative or that delaying the initiative will significantly increase future costs.

3.5 Alignment with OMB e-Government Initiatives

Descriptions of e-Gov initiatives:

· Consolidated Health Information - Unify and simplify the sharing and reusing of medical record information among government agencies and their private healthcare providers and insurers.

· Disaster Assistance and Crisis Response - A public, one-stop portal containing information from applicable public and private organizations involved in disaster preparedness, response, recovery and mitigation; a single point of application for all disaster assistance programs.

· E-Authentication - Establish a method for satisfactorily establishing ‘identity’ and serve as the common interoperable authentication solutions for all of the E- Government initiatives.

· E-Grants - Create an electronic grants portal for grant recipients and the grant- making agencies that will streamline, simplify and provide an electronic option for grants management across the government.

· E-Payroll/HR - Simplify and unify elements of the Payroll/HR process in order to consolidate and integrate HR and payroll systems across government.

· E-Training - Provide a repository of government-owned courseware.

· E-Travel - Agencies will use a common travel management system throughout the federal government; existing travel management resources will be consolidated.

· E-Vital- Expand the existing vital records online data exchange efforts between federal agencies and state governments.  Aims to detect fraud and reduce erroneous payments. 

· Electronic Records Management - Provide guidance on e-records management and tools for agencies to transfer e-records to National Archives and Records Administration.

· Eligibility Assistance Online - Through a common Internet portal, citizens (with a focus on high-need demographic groups) will have an online tool for identifying government benefit programs from which they may be eligible to receive assistance.

· Expanding Electronic Tax Products for Businesses - Aims to decrease the number of tax-related forms that an employer must file and to provide timely and accurate tax information to employers.

· EZ Tax Filing - Make it easier for citizens to file taxes in a Web-enabled environment.

· Federal Asset Sales - Prospective customers will be able to find assets that they are interested in and be able to bid and/or make purchases electronically for financial, real and disposable assets.

· Federal Enterprise Architecture - Map business lines to develop information, data and application interface standards to eliminate redundancies and yield improved operating efficiency and effectiveness.

· Geospatial Information One Stop - Provide access to the federal government's spatial data assets in a single location and help make state and local spatial data assets more accessible.

· International Trade Process Streamlining - A single customer-focused site for new or existing exporters.

· Integrated Acquisition Environment - Agencies will begin sharing common data elements to enable other agencies to make more informed procurement, logistical, payment and performance assessment decisions.

· Integrated Human Resources/e-Clearance- Eliminate the need for paper employee records; enable strategic decisions regarding the use of human capital and financial resources to improve agency performance and address emerging needs; reduce time required to conduct security clearances.

· One Stop Business Compliance Information - Provide information on laws and regulations to help users understand compliance information.

· Online Access for Loans - Allow citizens and businesses to find the loan programs that meet their needs.

· Online Rulemaking Management - Provide access to the rulemaking process for citizens anytime, anywhere. An existing “e-Docket” system would be expanded and enhanced to serve as a government-wide system for agency dockets.

· Recreation One Stop - Provide a one-stop, searchable database of recreation areas nationwide

· Recruitment One Stop - Improve the federal hiring process by providing job seekers with streamlined resume submission, online feedback about their status in the employment process and integration with automated assessment tools.

· USA Services - Use best practices in customer relationship management to enable citizens to quickly obtain service online, while improving responsiveness and consistency across government agencies.

· Wireless Public Safety Interoperable Communications – Project SAFECOM - Address the Nation’s critical shortcomings in efforts by public safety agencies to achieve interoperability and eliminate redundant wireless communications infrastructures.

3.6 Alignment with ED’s Strategic Plan

Additional instructions not necessary

3.7 Crosscutting Initiatives

Indicate which Principal Office(s) (PO) the initiative supports.  If the initiative supports the entire Department, then select that item in lieu of identifying each individual PO.  If the initiative supports entities outside of the Department (typically other federal agencies), then select “Entities Outside of the Department” and identify the agencies and organizations affected by this initiative.

3.8 Audit Finding

Additional instructions not necessary

	4.0 
	Initiation/Deployment Dates (When?)


4.1 Initiation Date

Additional instructions not necessary

4.2 Initiative Deployment/ Implementation Date

Additional instructions not necessary

	5.0 
	Risk and Project Management (How?)


5.1 Business Process Reengineering 

Additional instructions not necessary

5.2 Assumptions, Constraints, and Dependencies

Examples of Assumptions:

· Historic trends in the growth of grant delivery will continue to grow

· Congress will not change Title X

· Deployment of other systems within the Department will not change the need for data requirements

· X will continue to be the Department's only Grants Administration and Payment System

Examples of Constraints:

· # of customer requests that can be addressed

· # of programmers available to do technical work

· # of users that the system can support

· Change in the administration requires a new direction for the project; the timeline & budget requirements are unknown

Examples of Dependencies:

· Dependent on 3 other systems (x, y, and z) for data

· Dependent on the Department's financial management system to make payments

· Dependent on EDNet for connectivity, networking infrastructure, security, etc.

· Dependent on an offsite backup facility for disaster recovery

5.3 Outstanding Issues Requiring Senior Management Attention 

Additional instructions not necessary

5.4 Security 

Expected Timelines:

Configuration Management Plan

Tier 3 and 4 deadline: February 28, 2003 

Tier 1 and 2 deadline:  February 28, 2004

System Security Plan and tested Contingency Plan

Tier 3 and 4 deadline: May 5, 2003

Tier 1 and 2 deadline:  May 5, 2004

NIST Self-Assessment based on the final System Security Plan, Configuration Management Plan and Contingency Plan: 

June 1, 2003 

Additional Certification and Accreditation documentation, which includes a system security testing and evaluation plan 

Tier 3 and 4 deadline: August 4, 2003 

Tier 1 and 2 deadline: August 4, 2004 

Submission of Certification and Accreditation documentation package to the Certifying Review Group:

Tier 3 and 4 deadline: September 15, 2003

Tier 1 and 2 deadline: September 15, 2004 

Receive official certification from your Certifier:

Tier 3 and 4 deadline: December 15, 2003 

Tier 1 and 2 deadline: December 15, 2004 
Receive official accreditation from your Principal Office Designated Approving Authority:

Tier 3 and 4 deadline: December 31, 2003 

Tier 1 and 2 deadline: December 31, 2004
5.5 Section 508 Compliance (Accessibility)

Additional instructions not necessary

5.6 Information Management and the Government Paperwork Elimination Act

Additional instructions not necessary
5.7 Privacy

Additional instructions not necessary
5.8 Enterprise Architecture

Additional instructions not necessary

	6.0
	Setting (Where?)


6.1
 Where will the work be performed? 

Additional instructions not necessary

6.2 Where will the finished product reside?

Additional instructions not necessary

6.3 Will ED own the final product?
Additional instructions not necessary

	7.0 
	FSA ONLY


The questions below should only be completed for initiatives within FSA. 

Contact: Steve Allison (202-337-3536)

7.1 FSA Priority (Number)

Additional instructions not necessary

7.2 What action items are addressed by this initiative?

Refer to FSA's performance plan.

7.3 How does this initiative contribute to achieving a clean financial statement audit?

Additional instructions not necessary

7.4 What objectives and strategies are supported by this initiative? 

Objectives:

O1 - Modernize and Integrate FSA Systems

O2 - Improve Program Integrity

O3 - Reduce Cost

O4 - Improve Human Capital Management

O5 - Improve Products and Services
Strategies:
S1 - Reconcile current business demands, economics and future business strategies with present state of legacy systems, technology and human resource skills sets to:

S2 - Redeploy, re-engineer or enhance systems and functions that have significant strategic impact, customer value, or economic impact and streamline and simplify the electronic exchange of information in an integrated manner.

S3 - Continuously align system investments with evolving business strategies to enhance business competencies and increase productivity.

S4 - Focus on data as an asset and identify ways to accumulate, analyze and provide all end users access to data for improved decision making and program oversight. 

S5 - Strengthen financial management and internal controls such that relevant, reliable, timely information is available to efficiently and effectively manage day to day operations (HR1).

S6 - Implement an integrated set of information systems that will enable FSA to efficiently manage and effectively control postsecondary education assistance programs (HR2).

S7 - Effective oversight through balancing education, assistance and enforcement activities while still promoting the widespread use of the Title IV Programs.

S8 - Ensure the accuracy of all data for compliance with program intent and ensure program integrity in the Title IV Programs.

S9 - Ensure contracts are designed to enable cost reductions and re-engineered business processes.

S10 - Put in place a set of metrics to measure performance and productivity trends across the enterprise over time and guide improvement initiatives, which optimize the return on our investment.

S11 - Ensure FSA has the right people in the right jobs with the right skill sets and support through:  Sourcing, Professional Development, Performance Management, Retention, and Succession Planning 

S12 - Create and foster an environment for collaborative problem solving and decision-making. 

S13 - Listen to the customer to understand and prioritize needed and/or desired products and solutions in the delivery of Title IV Programs that: Provide Value, Maintain Compliance, Reduce Complexity, Provide 24x7 Access, Promote Self Service and Allow Personalization ("My Way") 

S14 - Inform business solutions by incorporating industry best practices.

APPENDIX A

Lines of Business
PURPOSE: To identify the business activities, within each Line of Business (LOB) of ED’s Enterprise Architecture, that the initiative supports and the extent of that support to determine the project’s value from a business process perspective.

INSTRUCTIONS:  Note the level of support with each activity under the Lines of Business by indicating “L” for Low, “M” for Medium, and “H” for High.  Leave blank any LOB with which your initiative does not align.

APPENDIX B

Business Case Workbook Instructions

Each Project Manager (PM) shall complete a Business Case Workbook for his/her respective IT initiative(s).  The purpose of these instructions is to assist PMs in completing the workbook accurately and effectively as part of the FY 2004/2005 IT Investment Management Process Select Phase.  Please enter data only in the white cells of the spreadsheet.  Cells that are shaded gray are protected and contain formulas that will calculate values automatically. 

When opening the MS Excel based workbook, you should receive a message box requesting approval to allow Visual Basic macros to run.  You must select “Enable Macros” for the cost workbook to work correctly.
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If you are not given an option to enable/disable macros, you may have to change the security settings within Excel.  To change the settings, on the dropdown menu select Tools: Macro: Security and change the security level to Medium.

Checklist

A checklist of the various worksheets has been provided as a means of easy navigation as well as tracking the completion of the individual sections. The workbook is divided into two sections: Cost Workbook and Business Case Templates.
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The workbook will always open with the checklist page upon opening the file so that each PM can be reminded of what sections are still outstanding.  Please note that only initiatives Under Development will be required to complete the Alternatives Analysis section.  At any time while open, you can navigate back to the checklist page by clicking on the checklist tab at the bottom of the page. 

Cost and Schedule of Milestones:

Please begin by entering the name of the initiative in the box indicated at the top of the page. The initiative name will carry forward automatically to the top of the remaining worksheets.

The Cost and Schedule of Milestones worksheet is designed to compare planned development and maintenance costs and schedule to actual costs and schedule, thereby incorporating the concept of earned value.  Earned value is the value of the work actually accomplished at a particular point in time based on the original budget allocated for each milestone and/or period of maintenance. The cost estimates you provide should not include Department FTE costs.

All costs provided on the worksheet should be adjusted for inflation.

If this is your first time completing this worksheet, then please begin your schedule as of October 1, 2002.  If you have provided to the Department’s Investment Review Board (IRB) your Cost and Schedule of Milestones worksheet previously, then please use this schedule when populating the worksheet and extend it through FY2008. 

An initiative may require a changing or updating of its baseline.  General guidance for re-baselining is provided below.

· General cost overruns and schedule slippages are NOT sufficient reasons to re-baseline. 

· As long as there is no change in scope, a project manager is able to further decompose milestones that were previously recorded at a higher level.  This DOES NOT constitute a re-baselining but is considered an update.

· Requested changes during the FY to cost and/or schedule to achieve the original scope. This DOES constitute a re-baselining.

· Requested scope changes at any point DO constitute a re-baselining. 

· Reductions in funding, ARE an acceptable reason to re-baseline.  This should be accompanied by an explanation of how the funding cuts impact the original scope of the project. 

· An exception to these guidelines can be made when an initiative moves from one life cycle phase to another.  For example, when an initiative moves out of the initial concept phase to requirements specification and, as a result, has new and more detailed information.

If a baseline change is requested, the PM must complete a Baseline Change Request Form.  The form can be obtained through your OCIO liaison.  This form provides a means to relay which milestones have changed and the rationale behind the request for re-baselining.  The Baseline Change Request Form must be completed and approved prior to changing the baseline Cost and Schedule of Milestones within the Cost Workbook.

The cost and schedule of milestones worksheet is divided into two sections, e.g., development and maintenance.  Please complete each part as appropriate given the life cycle phase of your IT initiative.

Development Cost and Schedule of Milestones
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Development Milestones – Identify the high level milestones for the initiative by typing over the milestone descriptions in the placeholders provided (Column B).  Milestones should map directly to or roll up to useful segments.  A useful segment is a module of the initiative that, when completed, has utility independent of other development modules.  Development milestones should cover all non-maintenance costs through the end of FY 2005.  For FY2006 through FY2008, estimates should be provided, if applicable, for the total planned development costs independent of individual development milestones.

If you find it necessary to identify more than fifteen development milestones, select the milestone above which you would like to insert a row and click the “Insert Row at Selection” Button.  You are not able to add rows in any section of the worksheet beyond the development milestones.  The Milestone number (Column A) will automatically update to accommodate the new row.

You can delete a milestone by selecting a given milestone name and clicking the “Delete Selected Row” button.  You are not required to delete all the unpopulated placeholder milestone rows unless desired.

Immediate Milestone Predecessors – If an individual milestone is dependent on the completion of preceding milestone, please list the Milestone number (from Column A) into the corresponding space in Column C.  Only put the immediate predecessor and not all upstream dependencies.

Planned Start Date – For each milestone, enter the planned start date into Column D in the form mm/dd/yyyy.

Planned Completion Date – For each milestone, enter the planned date of completion into Column E in the form mm/dd/yyyy. 

Planned Duration (Calculated) – The planned duration of the task is automatically calculated in Column F depending on the start and completion dates provided.
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Total Milestone Cost – The total planned cost for the milestone should be entered into Column G.  It is also called the planned value or the budgeted cost of work scheduled for the milestone. Please enter the total planned value for each milestone in terms of ‘000s.  The cost estimates for these milestones must capture all foreseeable development costs expected for your initiative.  Total development costs are calculated automatically at the bottom of the column.

Planned Percentage of Milestone Completed (Calculated) – The percentage figure is automatically calculated in Column H through a formula based on the current analysis date.  Based on the start and end dates you provide, this column calculates the percentage of work that should be completed as of the analysis date, assuming that the costs of the milestone are incurred uniformly.  If the costs are not incurred uniformly, then you should break down the milestone into smaller milestones.  These values are used to calculate the schedule variance.

Planned Value of Work Scheduled (Calculated) – This value is automatically calculated based on the milestone cost and the planned percentage of the milestone completed.  Column I indicates the value of each milestone that should have been completed from the start date through the analysis date. 

Actual / Forecasted Start Date – For Milestones that have already begun, provide the actual date on which the milestone started in Column J in the form of mm/dd/yyyy.  If the milestone had been planned to start as of the analysis date, but has not yet begun, provide a more accurate forecasted start date.  Accordingly, for future milestones, provide forecasted start dates for all milestones.  Forecasted start dates may differ from planned dates based on actual initiative circumstances.

Start dates beyond the current analysis date will show up as blue font on the worksheet.

Actual / Forecasted Completion Date – For Milestones that have already been completed, provide the actual date on which the milestone ended in Column K in the form of mm/dd/yyyy.  If the milestone had been planned to have been completed as of the analysis date, but has not yet ended, provide a more accurate forecasted completion date.  Accordingly, for future milestones, provide forecasted completion dates for all milestones.  Forecasted completion dates may differ from planned dates based on actual initiative circumstances.

Start dates beyond the current analysis date will show up as blue font on the worksheet.

Actual Duration (Calculated) - The actual duration of the task is automatically calculated in Column L depending on the actual/forecasted start and completion dates provided.
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Actual Percentage of Milestone Completed – Provide an estimated completion percentage, as of the analysis date, for each milestone in Column M.  If a milestone has not yet begun, enter 0% for the completion percentage.  This percentage will be used to determine cost variances, so be as accurate as possible with your estimates.

Actual Cost of Work Performed - Enter the actual costs incurred as of the analysis date for each milestone.  If a milestone has not yet begun, enter 0 for the cost.  The worksheet will use this value to determine the cost variance for the project. 

Earned Value (Calculated) – Budgeted Cost of Work Performed, or Earned Value, is the value of work actually accomplished based on the original budget to complete the work.  Column O will be automatically calculated based on the "Actual Percentage of Milestone Completed" and the "Total Milestone Cost." 

Percentage Cost Variance (Calculated) The Cost Variance percentage is automatically calculated in Column P.  The variance is calculated by comparing the “Actual Cost of Work Performed” and “Budgeted Cost of Work Performed”.  This figure will indicate the extent to which budgetary disciplines have been maintained.  A negative variance will mean cost overruns while a positive variance will denote that the expenditure is under budget.  For variances less than –10%, the cells will show as red, -7% to –10% will show as yellow, and variances greater than –7% will show as green.  

Isolation of Cost Variance for individual milestones will help to determine where cost overruns may be occurring within the project.

Percentage Schedule Variance (Calculated) The Schedule Variance percentage is automatically calculated in Column Q.  The variance is calculated by comparing the “Planned Value of Work Scheduled as of Analysis Date” and “Budgeted Cost of Work Performed”.  This figure will indicate the extent to which schedule disciplines have been maintained.  A negative variance will mean schedule overruns while a positive variance will denote that the project is ahead of schedule.  For variances less than –10%, the cells will show as red, -7% to –10% will show as yellow, and variances greater than –7% will show as green.  

Isolation of Schedule Variance for individual milestones will help to determine where delays may be occurring within the project.

Remaining Work (Calculated) – The value of remaining work is automatically calculated in Column R.  The remaining work provides an earned value estimate of the work still outstanding for the task and is calculated by the difference between “Total Milestone Cost” provided and the “Earned Value”.

Project Managers Estimate of Cost of Remaining Work – PMs should provide estimates of the cost of remaining work into Column S.  This cost may be the difference between the “Total Milestone Cost” provided and the Earned Value, e.g., the Remaining Work (Calculated).  However, PMs can use this data field to modify their estimates of costs required to complete the milestone.  

Project Managers Estimate at Completion (Calculated) – The PM’s estimate at completion for each milestone is automatically calculated in Column T.  The value represents the total amount of actual funding that is required for the milestone.  The estimate is calculated as the sum of the “Actual Costs of Work Performed” and the “Project Manager’s Estimate of Cost of Remaining Work”.

Maintenance Cost and Schedule of Milestones:

Maintenance Cost and Schedule are calculated in a similar manner to the development milestones.  However, milestone start and completion dates, both planned and actual, are fixed and inputs are not required.
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Maintenance Periods – Breakout of Maintenance periods is already provided in the cost workbook.  If you have completed this worksheet previously, then maintenance costs for the years 2001 through 2008 will be taken into account for calculating earned value and the cost and schedule variances.  If this is your first time completing the worksheet, then please exclude fiscal year 2001 and 2002 maintenance costs.  For fiscal years 2003 and 2004, each year is further subdivided into quarters. 


Planned Start Date 

Planned Completion Date
Pre-populated (For details, see Development Details Above)
Planned Duration
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Total Milestone Cost – This is the total planned maintenance cost for the initiative for the given time period.  The cost estimates provided for each maintenance period must capture all operational and non-development costs associated with the initiative.  Total maintenance costs are calculated automatically at the bottom of the column.  For additional details, please see Development Milestone Cost details above.

Planned Percentage of Milestone Completed 

Planned Value of Work Scheduled 


Pre-populated (For details, see
Actual/Forecasted Start Date



 Development Details Above)
Actual/Forecasted Completion Date




Actual Duration
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Actual Percentage of Milestone Completed – Provide an estimated completion percentage, as of the analysis date, for each Maintenance period in Column M.  If a maintenance period has not yet begun, enter 0% for the completion percentage.  For additional details, please see Development Milestone Cost details above.

Actual Cost of Work Performed - Enter the actual costs incurred as of the analysis date for each Maintenance period.  If a milestone has not yet begun, enter 0 for the cost.  For additional details, please see Development Milestone Cost details above.

Earned Value 
Percentage Cost 


Pre-populated (For details, see
Percentage Schedule Variance

Development Details Above)
Remaining Work

Project Managers Estimate of Cost of Remaining Work – PMs should provide estimates of the cost of remaining work into Column S.  This cost may be the difference between the “Total Milestone Cost” provided and the Earned Value, e.g., the Remaining Work (Calculated).  However, PMs can use this data field to modify their estimates of costs required for maintenance.  

Project Managers Estimate at Completion (Calculated) – For additional details, please see Development Milestone Cost details above work”.

Project Summary – The remainder of the calculations on the Cost and Schedule of Milestones worksheet are automatically calculated to provide summary project variances based on the milestone information provided.  We will use the predetermined analysis date of February 28th, 2003 for calculating cost and schedule variances.
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The variance calculations are broken out by Development and Maintenance.  As with the individual milestones, for variances less than –10%, the cells will show as red, -7% to –10% will show as yellow, and variances greater than –7% will show as green.  A project summary is also provided giving a complete picture of the cost and schedule status of the initiative combining the Development and Maintenance sections.

Comments Area – Provide any comments in the space provided if you would like to elaborate upon your initiative's costs and schedule.  If your initiative has a negative cost or schedule variance of at least 7%, you must provide a reason for the variance and planned corrective actions. 

History – This area will be used to maintain historical information previously provided within the comments box.  In order to retain previous explanations for project variances, this area is available to transfer contents of the comments box.
Project Funding Plan

The project funding plan worksheet is based on the total costs, excluding Department FTE costs, of your initiative.  It reflects the actual funding requirements needed for implementing and operating your initiative as developed in the cost and schedule of milestones worksheet.  Moreover, it indicates how you intend to acquire these funds, and what necessary budget actions are anticipated.

In the project funding plan worksheet, we shift our thinking from when expenses are incurred to funding available for obligation.  Milestone costs in the current fiscal year can be satisfied by current or previous fiscal year obligations.  You must keep this in mind when preparing your funding requests.  
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Please complete the table using the definitions and comments below.  As with the Cost and Schedule of Milestones, cells that are grayed out are formula driven and are locked and do not require data entry.  Once again, dollars should be entered in terms of ‘000s.

Beginning Budget Authority – For FY2002, enter the total budget authority provided to this IT initiative, excluding Funding from Other Sources, as defined below.  For FY2003, the entry is the amount of the initial allocation.  For FY2004, the entry is the funding level for this initiative contained within the FY2004 President's Budget.  For FY2005 through FY2008, the entries represent the amount of funding you will request for this initiative through Budget Service.  For FY2005 - FY2008, do not include Funding from Other Sources, as defined below.  

FY2004 Additional Funding Requirements – Provide any funding change requests to the FY2004 President's Budget that you are requesting through Budget Service for this initiative.

FY2003 Approved Allocation Changes – Provide any approved changes to the FY 2003 initial allocation. 

Additional Funding Requirements – If an initiative has a major scope change or has an out of cycle funding request, the PM has the ability to request additional funding to meet the new requirements of the project.  In order to utilize this feature, the PM must contact their OCIO Liaison to request approval and unlock the cells in the workbook to allow for entry of the additional funds required.

Subtotal Budget Authority (Calculated) – The Budget Authority subtotal provides an automatically calculated summary of all the Budget Authority funding received/requested for the initiative for a given FY.

Funding from Other Sources – PMs can enter funding amounts that will be provided from entities outside of the Department, such as interagency transfers. 

Total Budget Authority (Calculated) – The Total Budget Authority provides an automatically calculated summary of all the funding (from both Budget Authority and Funding from Other Sources) received/requested for the initiative for a given FY.

Please note:

· The Subtotal Budget Authority for FY 2004 must equal your funding request to Budget Service for FY 2004 (this is the Revised Office Request).

· The entry for FY 2005 Budget Level must equal your funding request to Budget Service for FY 2005 (this is the Office Request).

Obligations to Date – For FY2002 and FY2003, provide the obligations that have been made as of the analysis date, 02/28/03, against the Total Budget Authority for each fiscal year.  

Remaining Budget Authority (Calculated) – The remaining budget authority for FY2002 and FY2003 will be automatically calculated providing a view of the previous and current fiscal year funding that went unobligated and that is currently unobligated, respectively.

Percent Change in Budget Authority from Previous Year (Calculated) – The change in Total Budget Authority levels from one fiscal year to the next is automatically calculated.  
Please note that if you are requesting a funding increase for fiscal year 2004 that is greater than 10 percent of the total funding amount (a) received during fiscal year 2003 or (b) the fiscal year 2004 President’s Budget, then please provide an explanation for the increase.

If you are requesting a funding increase for fiscal year 2005 that is greater than 10% of the total funding amount of your revised request for fiscal year 2004, then please provide an explanation for the increase.
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The remainder of the worksheet is designed to compare available funding for the initiative to the required funding as per the Cost and Schedule of Milestones.  Available funding and required funding should correspond each fiscal year of the lifecycle.  This may require adjustments to one or both.

Unearned Obligations – The amount of obligations that has not yet been earned by vendors, through the completion of tasks, at the end of the fiscal year.

Beginning Balance Unearned Obligations (Calculated) – This line item automatically calculates the beginning balance of unearned obligations based on the ending balance from the previous fiscal year.

Total Budget Authority (Calculated) – The Total Budget Authority level is automatically calculated from the table at the top of the worksheet.  This represents the Total Budget Authority funding received/requested for the initiative for a given fiscal year.

Total Budget Authority & Unearned Obligations (Calculated) – The total amount of funding available for a given fiscal year to meet funding requirements or Forecasted Expenditures for the fiscal year.  It is the sum of the Total Budget Authority and the Unearned Obligations.

Forecasted Expenditures (Calculated) – The total forecasted development and maintenance expenditures for the fiscal year from the cost and schedule of milestones worksheet.  This is based on the “Project Manager’s Estimate at Completion” for each development milestone and maintenance expenditure of the project allocated to the fiscal year in which the work is performed.

Ending Balance Unearned Obligations – For FY2002, enter the amount of obligations that were unearned at the end of the fiscal year.  The remaining fiscal year values are calculated automatically as the difference of Total Budget Authority and Unearned Obligations and Forecasted Expenditures.

Comments – Please provide any comments regarding funding requests, additional requirements, other sources of funding, explanations of funding increases greater than 10%, or any other comments that may be useful in understanding the rationale behind the data provided.

IRB Summary

The IRB Summary is designed to clearly illustrate how expenditures each year will be used to:

1. Maintain the operation of your initiative at the current service level,

2. Refresh the technology by acquiring and incorporating recent versions of software and hardware to remain current with the latest vendor releases, and

3. Extend the functions or capabilities provided by the initiative through additional development.

All costs provided on the worksheet should be adjusted for inflation.

Cost of FTEs

[image: image20.png]E3 Microsoft Excel - Cost Estimation Template Yer4 rev298lan

LS [Read-Only]

[B)E £t tow ot Fomot oo Dot Lites bindow tilp

=8|
JRETEY

DERaavRBY (s =@ > stz |mes -0+ || oEmEE.
|| =0 =B 2 U] EEE ] P-A-¢ o[@F

M29

A B [ Cc | 0 | E F | & T K [ L [ m [ w [ o | P [ @ [ R —

>
v
15 1" Minimam to Sustan T
'

[ —

St et segmert
2 —
14| » DR Checkise { Cost and Schedus of Miestones{_Project Funding Plan IR Summary {Summary of Spending /_Lecyde Cost Estimate | 4| [ r‘
Jown- b & | amsshpes- W IO 4@ - L-A-S=E0@.

Ready





Number of Department FTEs - Begin by entering the number of Department FTEs contributing to your IT initiative on a fiscal year basis.  These are the Department personnel who manage or contribute to the system, such as the project manager, contracting officer’s representative, system administrator, but not the Department personnel who use the system.  

Full Burdened FTE Rate (Pre-Populated) – The burdened FTE rate is pre-populated based on OMB approved rates.

Department FTE Costs (Calculated) - The worksheet will automatically calculate the annual Department FTE costs for each fiscal year based on the number of FTEs and burdened rates.

Maintenance and Development Expenses

The Maintenance and Development Expenses section of the IRB Summary worksheet provides the details of how the expenditures will be utilized for maintaining operations and new development.
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Maintenance expenses

Cost-Schedule Maintenance (Calculated) – The total amount of required maintenance expenditures based on the data provided in the Cost and Schedule of Milestones Worksheet is carried forward automatically.  This represents the maintenance expenditures that were determined based on initiative plans, potentially adjusted to reflect actual project costs and milestones.  This line item should be used as a guide to complete the allocation of maintenance expenses. 

Minimum to Sustain – Please provide the expenditures required each year to maintain your initiative at its current service level or capability, without losing or adding functionality.  This may be only a fraction of the lifecycle costs for each outlying year if you intend to enhance or develop the initiative over time.

Technology Refresh – Please provide estimates for "Technology Refresh" for each fiscal year.  Technology refresh is not considered development as long as you are maintaining the same service levels.

Subtotal (Calculated) – The subtotal of Maintenance Expenses is automatically calculated for each fiscal year based on the data provided for Minimum to Sustain and Technology Refresh.  The Subtotal must match the Cost and Schedule Maintenance total above.

Development expenses

Development expenses should be separated into planning expenses and other development expenses.  You should separate the other development expenses into each useful segment (or module) of the initiative.

Cost and Schedule Development (Calculated) – The total amount of required development expenditures based on the data provided in the Cost and Schedule of Milestones Worksheet is carried forward automatically.  This represents the development expenditures that were determined based on initiative plans, potentially adjusted to reflect actual project costs and milestones.  This line item should be used as a guide to complete the allocation of development expenses.
Planning – Provide the portions of the development costs of the useful segments related to project planning.  These costs can include feasibility studies, the development of project and risk management plans, or other planning activities. 

Useful Segments – You may have plans to develop one or more useful segments for an initiative.  A one or two word description of each segment should be typed over the "Useful Segment" placeholders in the first column.  Cost estimates for the development expenditures in support of each useful segment should be provided separately and indicated on an annual basis.  Note that your initiative may not have any planned development activities, or could potentially have more planned useful segments than there are placeholders in the template.  

If you find it necessary to identify more than four useful segments, select the useful segment above which you would like to insert a row and click the “Insert Row at Selection” Button.  You are not able to add rows in any section of the worksheet beyond the useful segment area.  

You can delete a milestone by selecting a given useful segment and clicking the “Delete Selected Row” button.  You are not required to delete all the unpopulated placeholder rows unless desired.

Useful Segments Total (Calculated) – The line item automatically calculates the total of all the individual useful segment expenses for each fiscal year.

Subtotal Development (Calculated) – The line item automatically calculates the subtotal of all the development expenses for each fiscal year including both planning and useful segment expenses.

Subtotal Expenses (Calculated) – The line item automatically calculates the subtotal of all the project expenses for each fiscal year including both maintenance and development expenses.

Department FTEs (Calculated) – This line item of the IRB Summary worksheet will automatically populate the annual Department FTE costs from the entries you completed at the top of the worksheet.

Total Expenses (Calculated) – The worksheet will automatically calculate the Total expenses by fiscal year including the subtotals of development and maintenance expenses.

Breakout of FTEs
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The breakout of Department FTE costs into maintenance and development costs by fiscal year is automatically calculated based on the proportion of non-Department FTE maintenance and development expenses for a given fiscal year.  Project managers should overwrite these initial figures based on their judgment of the actual allocation of Department FTEs.  The formulas built into the remaining portion of this worksheet will calculate the dollar value corresponding to the percentages in the appropriate cells.  

Once complete, you will have allocated all costs to maintenance and development phases.  Moreover, you will have allocated the development costs to planning and useful segments support activities.  

Space is provided to add additional comments if necessary.

Useful segment details
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For each Useful Segment identified in the IRB Summary, provide additional details.  The Useful Segments should be prioritized in descending order of priority (i.e. #1 would be the highest priority).
Useful Segment Name: This should match the name provided in the IRB Summary worksheet.

Description: Provide a brief description of the Useful Segment


Dependencies: Note any dependencies to other Useful Segments (e.g., Priority Number 5 cannot be accomplished without Numbers 3 and 4; Priority 3 has less utility without also having Priority 4, etc.)
Summary of Spending

The summary of spending worksheet breaks the costs into Planning, Full Acquisition, and Maintenance.  The calculations are formula driven from previously provided data, thus no additional input is required from the PM. The calculations are to be used in the development of the Exhibit 300s and thus, the Summary of Spending worksheet can be disregarded for the purposes of the Select Phase.  
Lifecycle Cost Estimate

In this worksheet you will provide a different view of the total initiative costs presented in the cost and schedule of milestones worksheet by allocating these costs into a various cost categories, e.g., hardware, software, contractor services.  This provides a better understanding of how the expenses will be used.

All costs provided on the worksheet should be adjusted for inflation.
Please complete the remainder of the spreadsheet using the definitions and comments below.  The worksheet cells with the gray pattern are protected and will calculate automatically.
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Savings – Provide any quantified reductions in cost or benefits gained through the initiative.  Savings can be achieved in a number of ways, including through the replacement of legacy systems, or through reductions in the cost to support business operations.

Total Expenses from Milestones (Calculated) – The total amount of required expenditures based on the data provided in the Cost and Schedule of Milestones Worksheet is carried forward automatically.  This represents the initiative expenditures that were determined based on initiative plans, potentially adjusted to reflect actual project costs and milestones.  This line item should be used as a guide to complete the allocation of the required expenditures across the cost categories.

Hardware – Provide costs supporting the purchase and lease expenditures for servers, client computers (e.g., desktops and laptops), peripherals, and network components.

Software – Provide costs supporting the acquisition and maintenance expenditures for software.  Include in this category all system software packages, off-the-shelf software, and custom software.

Contractor Services – Provide the total cost of contractor labor hours associated with the initiative.  These include development, testing, maintenance and administration costs, as well as feasibility studies, independent verification and validation, etc.  These costs do not include contractor support provided for training and IT security efforts.  Contractor support costs associated with training and IT security should be captured in those line items.

Training – Provide the training costs associated with the investment or undertaking.  Include in this category the costs of developing the training materials, as well as the cost of providing the training.

Security – Provide the security costs, including the costs of IT security planning and mitigation for the initiative.  All costs associated with security that may be incorporated into the cost elements such as hardware, software, contractor services, or training should be separated out and included here as security costs.

Other – Provide any other IT costs directly related to the initiative, but not captured in one of the above categories.  Add details of the nature of the cost in the comments section provided.

Subtotal Expenses (Calculated) - The line item automatically calculates the subtotal of all the expense categories for each fiscal year.

Department FTE costs (Calculated) – Department FTE costs are automatically carried forward using the information provided in the IRB Summary worksheet.

Total Expenses (Calculated) – Total expenses including FTE costs are calculated automatically.  The lifecycle cost totals do not include FY 2002 costs in order to properly account for discount factors.  However, FY 2002 costs are included in the lifecycle cost totals on the validation sheet for comparison to the data provided on the IRB summary.

Net Savings (Calculated) – Net Savings is automatically calculated to provide the difference between expenses and savings.  Typically, in the public sector this value will be negative as performance improvements are the main advantages to be gained by undertaking IT initiatives. 

Discount Factor (Pre-populated) – The discount is specified by the OMB Circular A-94 and is used to calculate the net present value of a cash flow, e.g., savings, hardware expense, software expense.  

Net Present Value (Calculated) – Net Present Value calculates an investment’s return taking into consideration the time value of money.  The line item is automatically calculated by multiplying the net savings by the discount factor for each fiscal year.

Other Contract Cost Estimates – An additional area is provided to capture costs that are outside of Information Technology.  If this initiative is part of a larger contract that supports an information process, then please provide the additional contract costs for fiscal years 2002 through 2008.  These costs are the non-IT costs associated with the business process or information process that the initiative supports.  In these cases, the total contract costs will exceed the IT costs.

Comments – Space is provided to add additional comments if necessary.

Validation

The Validation table is provided as a means for you to validate that your cost estimates have been completed appropriately.  No additional input is required from the PM.  The table reflects the input from each previous worksheet and compares total expenses both with and without Department FTE costs, as well as development and maintenance expenditures.  
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In the upper table, for each year the numbers from each worksheet for each of the three subcategories should be the same.  If the numbers in any set vary, this is an indication that one or more of the worksheets contain an error. 

 For the lower table, comparisons are made between the planned maintenance and development expenses set forth within the Cost and Schedule of Milestones and allocated within the IRB Summary.  There may be slight differences between the two figures due to rounding errors.  If the variance between the two numbers is greater than $1,000, the cell will display as red, thus denoting an erroneous entry within the worksheets.  

Exhibit 53 information 

The Executive Office will use this information in the table at the bottom of the worksheet as input to the Department’s Budget Formulation Database to prepare the OMB Exhibit 53.  
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Part of this information is pre-populated from previous data, however two additional entries are required from the PM.

IT Goal - Select the one IT Goal that best relates to the IT initiative.  Enter the letter and number, if applicable, of the goal.  Note that of the ten IT Goals to select from, six of them – A2, A3, A4, A5, A6 and A7 – are part of the Department’s Strategic Plan.  The four other selections – A1, B, C, and D – are Goals defined by OMB and are unique to IT initiatives.  Refer to your answers in Sections 2.1 and 3.6.  Even though you may have specified a Strategic Plan Goal in Section 3.6, please use one of the four other selections if more applicable.


Please use the goal definitions below to classify your IT initiative.

A1 – Financial Management (Refer to section 2.1 for a definition.)  Systems that predominantly support financial functions should be included in this first mission area.
A2 –Goal 1 - Create a Culture of Achievement
A3 –Goal 2 - Improve Student Achievement
A4 –Goal 3 - Develop Safe Schools and Strong Character
A5 –Goal 4 - Transform Education into an Evidence-Based Field
A6 –Goal 5 - Enhance the Quality of and Access to Postsecondary and Adult Education
A7 –Goal 6 - Establish Management Excellence
B – IT Infrastructure and Office Automation - These are common user systems, communications, and computing infrastructure expenditures that usually involve multiple mission areas (e.g., general LAN/WAN, desktops, data centers, and cross-cutting issues such as shared IT Security and telecommunications).
C – IT Architecture and Planning - These are initiatives that support strategic management of IT operations (e.g., IT architecture development, IT investment management, and IT policy development and implementation).
D – Grants Management - These are initiatives that represent planning, developing, enhancing or implementing a grants management system or portion thereof.  Note: If a Grants Management initiative is predominantly a financial management system, then classify as A1 – Financial Management.


Financial Management Percentage - Indicate the estimated percentage of the IT initiative expenditures, including IT amount and IT FTE, that relates to Financial Management for Budget Year 2005.  The percentage for Financial Management percentage may be zero for applicable initiatives.  (Refer to section 2.1 for a definition.)

1. General Acquisition Strategy
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Terms and Definitions:

Contract Number – Use the Education contract number(s) you would use in OCFO’s Contracts and Purchasing Support System (CPSS).

Contractor Name – Self-explanatory.

Contract Type – Indicate the Contract Type (e.g., fixed-price, cost reimbursement, fixed-price with incentives, etc.)
Examples of Contract Types: 

· Cost sharing - an explicit arrangement under which the contractor bears some of the burden of reasonable, allocable, and allowable contract cost.

· Sole source acquisition - means a contract for the purchase of supplies or services that is entered into or proposed to be entered into by an agency after soliciting and negotiating with only one source. 

· Task order contract - a contract for services that does not procure or specify a firm quantity of services (other than a minimum or maximum quantity) and that provides for the issuance of orders for the performance of tasks during the period of the contract. 

· Time-and-materials contract - provides for acquiring supplies or services on the basis of- (1) Direct labor hours at specified fixed hourly rates that include wages, overhead, general and administrative expenses, and profit; and (2) Materials at cost, including, if appropriate, material handling costs as part of material costs.

· Firm-fixed-price contract - provides for a price that is not subject to any adjustment on the basis of the contractor's cost experience in performing the contract. This contract type places upon the contractor maximum risk and full responsibility for all costs and resulting profit or loss. It provides maximum incentive for the contractor to control costs and perform effectively and imposes a minimum administrative burden upon the contracting parties. 

· Fixed-price incentive contract - a fixed-price contract that provides for adjusting profit and establishing the final contract price by a formula based on the relationship of final negotiated total cost to total target cost. 

· Cost-reimbursement types of contracts - provide for payment of allowable incurred costs, to the extent prescribed in the contract. These contracts establish an estimate of total cost for the purpose of obligating funds and establishing a ceiling that the contractor may not exceed (except at its own risk) without the approval of the contracting officer.

· Cost-sharing contract - a cost-reimbursement contract in which the contractor receives no fee and is reimbursed only for an agreed-upon portion of its allowable costs. 

· Cost-plus-incentive-fee contract - a cost-reimbursement contract that provides for an initially negotiated fee to be adjusted later by a formula based on the relationship of total allowable costs to total target costs. 

· Cost-plus-award-fee contract - a cost-reimbursement contract that provides for a fee consisting of (a) a base amount (which may be zero) fixed at inception of the contract and (b) an award amount, based upon a judgmental evaluation by the Government, sufficient to provide motivation for excellence in contract performance. 

· Cost-plus-fixed-fee contract - a cost-reimbursement contract that provides for payment to the contractor of a negotiated fee that is fixed at the inception of the contract. The fixed fee does not vary with actual cost, but may be adjusted as a result of changes in the work to be performed under the contract. This contract type permits contracting for efforts that might otherwise present too great a risk to contractors, but it provides the contractor only a minimum incentive to control costs. 

Performance-based contracting incentives used – Indicate any types of incentives, such as incentive fees, used in the contract.  Performance-based contracting means structuring all aspects of an acquisition around the purpose and outcomes of the work to be performed.  In general, the components of performance-based contracting include: (1) a contract statement of work, including performance requirements and measurable performance standards; (2) a quality assurance plan; and (3) positive and negative performance incentives.  A quality assurance plan is a plan for evaluating the overall performance of an initiative on a regular basis to provide confidence that the initiative will satisfy the relevant quality standards.
Period of Performance  - Indicate the dates for the contract’s period of performance in MM/DD/YYYY format.  Include the base performance period and note any option periods.

Expiration Date – Indicate the contract’s expiration date in MM/DD/YYYY format.

Contract modification - any written change in the terms of a contract 

Market research - collecting and analyzing information about capabilities within the market to satisfy agency needs.

Small disadvantaged business concern - (except for 52.212-3(c)(2) and 52.219-1(b)(2) for general statistical purposes and 52.212-3(c)(7)(ii), 52.219-22(b)(2), and 52.219-23(a) for joint ventures under the price evaluation adjustment for small disadvantaged business concerns), means an offeror that represents, as part of its offer, that it is a small business under the size standard applicable to the acquisition; and either- 

(1) It has received certification as a small disadvantaged business concern consistent with 13 CFR part 124, subpart B; and (i) No material change in disadvantaged ownership and control has occurred since its certification; (ii) Where the concern is owned by one or more disadvantaged individuals, the net worth of each individual upon whom the certification is based does not exceed $750,000 after taking into account the applicable exclusions set forth at 13 CFR 124.104(c)(2); and (iii) It is identified, on the date of its representation, as a certified small disadvantaged business concern in the data base maintained by the Small Business Administration (PRO-Net); or 

(2) For a prime contractor, it has submitted a completed application to the Small Business Administration or a private certifier to be certified as a small disadvantaged business concern in accordance with 13 CFR part 124, subpart B, and a decision on that application is pending, and that no material change in disadvantaged ownership and control has occurred since it submitted its application. In this case, a contractor must receive certification as a small disadvantaged business by the Small Business Administration prior to contract award. 

2. Alternatives Analysis 

(Initiatives Under Development Only)
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Discuss the alternatives to this IT initiative and summarize the description, total life cycle costs, benefits, and drawbacks of each alternative using the table provided.  Potential alternatives include replacing the current system with a new system, modifying/enhancing/upgrading the existing system, maintaining the existing system as is, or outsourcing the business function.  Include as the “#1 – Selected” alternative the initiative as you are proposing it in this Business Case.  You should identify two other alternatives appropriate to your IT initiative and indicate why the selected alternative was chosen in the comments field.

Descriptions should be brief and include elements that distinguish the selected alternative from the others or that impact the costs.

Indicate the Date of Analysis in MM/DD/YYYY format.  Use the date on which the Alternatives Analysis was completed.  If an Alternatives Analysis was not conducted prior to completion of this Business Case, please use April 25, 2003 (due date for the Business Case) as your analysis date.

The Estimated Total Life Cycle Cost should be in thousands of dollars.  These costs should include FY 2003 through FY 2008 IT and Department FTE costs.   To determine the costs for the selected alternative, you should use the amounts reported on your initiative’s “Lifecycle Cost Estimate” worksheet.  Use the amount in the “Total” column of the “Total Expenses” row.  Costs for the other alternatives should also cover FY 2003 through FY 2008 and be based on the alternative’s projected hardware, software, contractor services, training, security, Department FTE, and other expenses similar to what is reported in the Lifecycle Cost Estimate worksheet.  

Benefits should address each alternative and describe how the alternative compares to the other alternatives.  Next, address the Drawbacks of selecting each alternative and describe how the alternative compares to the other alternatives.

Include any additional information in Comments, as needed.

3. Benefits
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Benefits are the advantages or gains the initiative produces for customers, the public, or the Department.  Essentially, an initiative can produce expanded service or products for the public, internal customers or external customers; cost savings/cost avoidance; an enhanced work environment, etc.  

The table identifies eight types of benefits:

Improves services to customers (e.g., improving ability to deliver, access to services and access to information) – Include any benefits that are gained by the customers.  For example, the initiative increases the number of people reached (e.g., customers can conduct business by telephone, e-mail, or Internet in addition to existing mail services) or internal customers gain direct access to resources or information so they can perform tasks more efficiently (e.g., providing help desk representatives with access to information via desktop PCs allows them to respond to customer inquiries more accurately and quickly.)  Improving services to customers could also include improving access to information (e.g., members of the public can obtain information on educational issues and services, etc. via the Internet or telephone.)

Improves accuracy – Include any benefits associated with improving accuracy, such as reducing manual processes or improvements in productivity by reducing time spent on error correction. 

Captures Future Opportunities – Investments that may cause additional gains in the future. For example, an investment in a server for one aspect of an initiative may also have the capacity to support additional future projects. This approach may be particularly relevant for infrastructure initiatives and pilot projects.

Reduces risk – Investments that contribute to the reduction of risk.  Examples include back-up systems that reduce the risk of data loss or applications that improve the timely delivery of critical information.

Eliminates duplicate assets – Initiatives that replace multiple, non-compatible, stand-alone systems.

Improves reliability – For example, the new system or enhancement that offers a better performance record with less downtime than the legacy process or system. Reductions in downtime have an adverse impact on productivity and may also reduce costs.

Reduces manual operations – Systems that automate manual processes, thereby freeing staff members to perform other functions, which reduces or eliminates FTE requirements. An example would be systems that allow functions to be performed by lower level staff members.

Improves efficiency – Assets that improve access to information or tools that decrease the amount of time required to perform functions. For example, a system may provide faster or more accurate aggregation and analyses of data.

Other – Any other IT benefits directly related to the IT initiative, but not captured in one of the given categories, such as savings.

Description - for each type of benefit that applies, describe the specific benefits associated with the initiative.  You do not need to address each type of benefit.  You may include more than one benefit per type.  

Quantification – quantify the benefit where appropriate and feasible.  It is acceptable to provide a range of the benefits if an exact amount is unknown, e.g., five to six hours, $250 - $500.  If the initiative reduces costs, provide the dollar amount of the savings.

Comments – Provide any additional information, as needed.

4. Performance Measures
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Measures: Include at least one measure of Information Technology performance, at least one measure of Business Process performance and at least one customer-based performance measure.  Provide no more than six total performance measures.

Business Process Performance Measures:
· Measures with associated target metrics to quantitatively determine how the IT initiative is helping to achieve the goals of the business process.

· These measures and metrics should close the performance gap and articulate the contribution to success of the Line(s) of Business.

· Examples: An increasing number of school districts report survey information via the web; 2002 baseline - 85%; 2003 target - 90%; 2004 target - 95%….

Information Technology Performance Measures:
· Measures with associated target metrics used to quantitatively determine the performance of information technology.

· These measures typically address areas of efficiency, effectiveness and or outputs of an IT initiative.  

· Examples: System processing time will decrease; 2002 baseline - 2 weeks; 2003 target - 1.5 weeks; 2004 target - 1 week….  An increasing number of trainees pass certification test; 2002 baseline - 4; 2003 target - 7; 2004 target - 10….
Customer-Based Performance Measures:

· Measures with associated target metrics used to quantitatively determine the satisfaction of internal and external customers.  In addition to customer satisfaction, these measures may also be of quality of service delivery to customers as well as timeliness of service delivery and responsiveness to customers.

· Example of customer satisfaction: Percentage of customers expressing they are very satisfied or extremely satisfied will increase; 2002 baseline – 75%; 2003 target – 80%; 2004 target – 85%….

· Example of quality of services to customers: Percentage of customer inquiries resolved on first contact will increase; 2002 baseline – 85%; 2003 target – 90%; 2004 target – 92%….

· Example of timeliness of service delivery and responsiveness: Average time to resolve help desk calls will decrease; 2002 baseline – 8 minutes; 2003 target – 6 minutes; 2004 target – 5 minutes….  Average help desk call wait time will decrease; 2002 baseline – 3 minutes; 2003 target – 2.5 minutes; 2004 target – 2 minutes….

Metrics: Identify Target Metrics for your performance measures.  Metrics are a desired level of performance expressed as a tangible, measurable objective, against which actual achievement can be compared.  Metrics measure the progress in closing the performance gap between desired results and current levels of performance.  The metrics will be your incremental steps, taken each year, to achieve your goal.  Generally, metrics should target an improvement in performance over time.  You will be measured on your ability to achieve these targets quarterly and your actual performance will need to be within 10% of your target.  

· For 2002, indicate your actual performance.  This will serve as your baseline.

· For 2003 through 2008, indicate the metric for each year.  
Actual Performance: Indicate the Actual performance metric for the 1st Quarter of Fiscal Year 2003 (October 2002 – December 31, 2002) in the “2003 Actual” column.

Variance: For 2003, calculate the Variance between your target metric and your actual performance for the first quarter.  This should be provided as a percentage.  (A formula was not given due to the flexible nature of the metrics provided.)  
5. Risk Management
[image: image34.png]3 Microsoft Excel - Cost Estimation Template Ver4 rev31Blank[1]
) Fie Edi View Insert Format Tools Data Window Help - 18] ]

DEEE SRY $BBI - LR Ol R

Arial “o-|B U Bl s %, %% S-A-
ER| =
| B © [ E F G H =
g S
5. Risk Management
For more detailed instructions, refer the Business Case Instructions, Appendix B
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Brief instructions for completing the Risk Management Inventory appear below.  For more detailed Risk Management Guidance, please refer to the U.S. Department of Education’s “Risk Assessment and Mitigation: Guidance and Examples” document.

Area of Risk:  Lists the eight Areas of Risks that are OMB’s recommended means of categorizing risk drivers as identified in Section 300 of Circular A-11. 

Project Resources/Financial: Risk associated with “cost creep;”  lifecycle costs; on a small number of vendors without cost controls; poor acquisition planning.

Technical/Technology: Risk associated with immaturity of commercially available technology; reliance on a small number of vendors; risk of technical problems/failures with applications and their ability to provide planned and desired technical functionality.

Business/Operational: Risk that business goals of the program or initiative will not be achieved; risk that the proposed alternative fails to result in process efficiencies and streamlining; risk that the program effectiveness targeted by the project will not be achieved. 

Organizational and Change Management: Risk associated with organizational/ agency/ government-wide cultural resistance to change; risk associated with bypassing, lack of use or improper use or adherence to new systems and processes due to organizational structure and culture; inadequate training planning.

Data/Information: Risk associated with the loss/misuse of data or information, risk of increased burden on citizens and businesses due to data collection requirements if the associated business processes or the project require access to data from other sources (federal, state &/or local agencies).

Security: Risk associated with the security/vulnerability of systems, websites, information and networks; risk of intrusions and connectivity to other (vulnerable) systems; risk associated with the misuse (criminal/fraudulent) of information.

Strategic: Risk associated with strategic/government-wide goals (i.e. President's Management Agenda and e-Gov initiative goals risk that the proposed alternative fails to result in the achievement of those goals or in making contributions to them.

Privacy: Risk associated with the vulnerability of information collected on individuals, or risk of vulnerability of proprietary information on businesses. (Note: It is important to note the distinction between Security risk and Privacy risk. Security risk applies to a system’s vulnerabilities, both from a technical standpoint and from a business/operational standpoint (based on the protocols and procedures put in place). Privacy risk applies to the risk of misuse, theft or unauthorized access to personal information contained or processed by a system. Security risk covers vulnerabilities of the information processed by a system and, more broadly, the technical vulnerabilities of the system itself and the potential for misuse of the system, regardless of the nature of the data it contains or processes.)

Risk Description:  The precise description how the project might be harmed if the identified risk occurs. Provide brief descriptions of potential risks as they pertain specifically to your project. Identify risks that may make it difficult to meet your project objectives and/or interfere with the successful completion of a project.  If applicable, identify and describe more than one risk per Area of Risk.

In order to complete a comprehensive risk assessment, you must address each Area of Risk.  If an Area of Risk doesn’t apply to the initiative, include a brief but specific explanation. Although one or more Areas of Risk may not apply to an initiative, there always should be at least one risk identified in the Security Area – this category should never be left blank. 

Please do not delete previously identified risks that will not occur (or reoccur) in the future.  Simply indicate the risk probability and impact as “0” in the “Risk Probability” and “Risk Impact” sections, below.  

Date Identified:  Please provide the date that the risk was first identified. 

Risk Probability:  The degree to which the risk event is likely to occur (or reoccur) in the future (0, low, medium, or high).

Risk Impact:  The extent to which adverse consequences could affect the project (0, low, medium, or high).

Management Strategy:  Describe the development of procedures or techniques to manage risk and ensure that cost, schedule and performance goals are met.  Risk Management Strategies could be to avoid, mitigate, transfer or accept the risk.  The Management Strategies should not be stated as generalities, but rather reflect actionable items - plans in place or under development. At least one or more Management Strategies should accompany each risk identified in the Risk Description.  Each Risk Management Strategy must:

1. be relevant to the identified risk and represent a concrete and specific strategy that will enable the risk to be managed and its impact on the project to be diminished

2. be specific to the initiative in question

3. address how it will affect and minimize the probability that the risk will fully materialize

4. address how the impact of the risk will be minimized

Status of Risk:  Report on the status of risks in the inventory by answering the following question(s):

1. Has the risk occurred? (Yes or No)

2. If the risk has occurred, please describe its impact and results on your management strategy.

Responsible Party: Provide the name of the person responsible for implementing the management strategy for each identified risk.

APPENDIX C

Supplemental Business Case

Complete this Appendix for each of your Maintenance Initiative’s New Enhancements (a new enhancement is one that was not previously approved by the IRB and funded), if your new enhancement does not meet the threshold of “Significant.”  A Core Business Case must be completed for each “Significant” enhancement.  

There are no additional instructions for the Supplemental Business Case.  
Click on Section Name to navigate to a specific section
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Complete this portion for New, Replacement/ Modification Contracts





Complete this portion for Existing Contracts





Include one of each type of measure; no more than 6 total measures











� Information Technology means any equipment or interconnected system or subsystem of equipment that is used in the automatic, storage, manipulation, management, movement, control, display, switching, interchange, transmission, or reception of data or information.  For purposes of this definition, equipment is "used" by an agency whether the equipment is used by the directly or by a contractor under a contract with the agency when the contractor  (1) requires the use of such equipment or (2) requires the use, to a significant extent, of such equipment in the performance of a service or the furnishing of a product. Information technology includes computers, ancillary equipment, software, firmware and similar procedures, services (including support services), and related resources.  It does not include any equipment that is acquired by a federal contractor incidental to a federal contract.


� Automated Information System means a discrete set of information technology, data, and related resources (such as personnel, hardware, software, and associated information technology services) organized for the collection, processing, maintenance, use, sharing, dissemination or disposition of information.


� Maintenance -	The amount of funding and effort necessary to sustain the operation of an initiative at the current service level.


� Enhancement -The amount of funding and effort necessary to extend the functions or capabilities provided by the initiative through additional development


� Useful Segment - An end product or module of an initiative that, when completed, has utility independent of other development modules and provides a measurable performance outcome for which the benefits exceed the costs, even if no further funding is appropriated.  One or more useful segments comprise an enhancement.  We are not regarding intermediate milestones or deliverables that are not end products or modules with independent utility as useful segments
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Complete a Core Business Case for the base







operations of the initiative 







including 







any







previously approved and funded non-“Significant”







enhancements but 







not including







 any New (neither







approved by the IRB nor funded) non-“Significant”







enhancements







However, the Cost Workbook should reflect base







operations and All non-"significant" enhancements







(both New enhancements and those previously







approved by the IRB and funded)







Is your initiative currently
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Complete the Core







Business Case for the







base system that will be







deployed.







Does the development







initiative replace, or result in a







“Significant” upgrade to, a system in







maintenance, which meets the criteria







for “Significant”?







Is your initiative in the







Maintenance phase with







no Enhancements
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Complete the Core







Business Case within







the context of the







operational system.
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Complete a Core







Business Case for each







“Significant”







enhancement, specific







to the enhancement.
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Complete a Core Business Case for







the base operations of the initiative







(meaning the initiative 







not







including







 any “Significant”







enhancements)







Decision Diagram for Determining Business Case Requirements
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Prepare a separate







Core Business Case for







the system in
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the remainder of this







diagram.
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Finished
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No
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"Significant" enhancements been
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 by the IRB







and funded?







No







Complete a Core Business Case







(including cost workbook)







for the base operations of the







initiative 







including







 any







previously approved and funded







non-“Significant” enhancements







Finished







Yes







Finished
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