
Implementation of IT Investment Performance Management Policy

Background

Office of Management and Budget (OMB) Memorandum 05-23 requires that agencies establish and validate performance measurement baselines with clear cost, schedule, and performance goals for “all new major IT projects, ongoing major IT developmental projects, and high risk projects to better ensure improved execution and performance as well as promote more effective oversight.”  In the Exhibit 300, Capital Asset Plan and Business Case Summary, OMB asks if the baseline has changed, and if so, when it was “approved by the agency head.”  These are among the requirements addressed in the Commerce IT Investment Performance Management Policy.

This document outlines the specific workflow that will be followed in establishing and changing the performance measurement baseline for IT investments.  To ensure data integrity, most of the columns of the performance measurement table are now locked.  Project managers still have the ability to update the actual columns in the Exhibit 300 Performance Baseline Table.  However, changes to the baseline “plan” columns or the addition or deletion of milestones, now require completion and approval of a baseline change request, the specific steps for which are outlined below.

Note that a “Quick Guide – Performance Baseline Table Change Requests” showing the screen layouts is available in the eCPIC Resource Library.
1. The information in the eCPIC Exhibit 300 Performance Baseline Table (sections II.C, III.B or IV.C) is the official baseline.  For major IT investments or high risk investments, documentation detailing and supporting the information in the Performance Baseline Table will be maintained in the eCPIC investment resource library.

2. The policy below outlines the Commerce level Baseline Change Request (BCR) approval process standard.  Operating Units may, if they choose, implement approval processes that are more rigorous and/or include more investments.

3. Besides changes in “actuals,” all other changes to the performance baseline table, including entering a new initiative, require using the eCPIC BCR form.

a. In eCPIC, at the top right of the Performance Baseline Table, select the “Baseline Change Request” icon/button.
b. A general information form will appear.

c. Identify the change “Type” as listed below and proceed to modify the existing baseline or, alternatively, create a new milestone tree in the proposed baseline table.

1) Decomposition – adding more detailed milestones without affecting the cost, schedule, or scope.

2) Import Actuals – importing data from an external source, such as a Microsoft Project database file, this updates the actuals but does not change the plan.

3) Lifecycle Phase Change – Changing the project status as it moves from Planning, Acquisition, or Mixed life-cycle to Steady State and therefore changing which performance baseline table in the Exhibit 300 needs to be completed.

4) Outyear Extension – adding (or decreasing) annual milestones in the life cycle of a steady state project.

5) Proposed Initiative – changing or creating a new baseline to reflect a proposed (or approved) budget initiative.

6) Restructure Milestones – replacing milestones with ones that better define the projects activities without changing the projects annual cost, performance, or schedule.
7) Replan – amending the performance plan baseline due to an external (high level) operating unit, Departmental, OMB, or legislative action altering the funding, schedule, or scope of the project.

8) Rebaseline – revising the performance baseline due to large actual or projected variance in the risk adjusted assumptions that are the basis for the current baseline.

d. Where completion of the justification worksheets is required (as defined below), fill in all the fields on all the worksheets.

1) On the General Information Worksheet provide information sufficient to clarify the reason for the change, and the impact of the change now and in the future on expected project performance.
2) On the Summary and Justification worksheet, for each row with a significant change in plan, enter in columns J and K the reason for that specific change and its impact on planned performance.

4. Justification detail only needs to be completed for significant baseline changes to major investments or high risk systems.  Significant baseline change is defined as a change of 10% or more or $500K or greater in the O&M or DME portion of the investment.  Also, BCR justification detail is not required for non-major investments, new initiatives (aka “Proposed Initiative”), or import of Actual data (aka Import Actuals).

a. For a “Proposed Initiative,” automatic system acceptance of the “BCR” does not imply approval of the initiative but rather flows from the principle that there is no official baseline until Commerce CIO and budget approval have been received.

5. If the proposed baseline change involves more than one change type, include a detailed justification if one of the change types requires a detailed justification.

6. Review and Approval Process;

a. The eCPIC system administrator will check the system for newly submitted BCRs at least weekly and will notify the appropriate Operating Unit (OU) Capital Planning and Investment Control (CPIC) coordinator.

b. To expedite the approval process, especially for investments not otherwise requiring a Departmental approval, the project manager can alert the Operating Unit’s CPIC coordinator directly of a pending BCR so that the OU review and approval process can begin sooner.

c. For BCRs that do not need Department approval, the eCPIC system administrator will replace the previous baseline table with the BCR upon receiving an approval (preferably by e-mail) from the Operating Unit CPIC coordinator or other designated official.  To do so, the eCPIC system administrator clicks ‘approve’ or ‘disapprove’ on the eCPIC Administrative BCR page.
d. Operating Unit approval e-mails will be archived in the eCPIC Resource Library by the eCPIC system administrator.

e. As a performance based organization, the Patent and Trademark Office (PTO) has been given eCPIC system access rights that allow designated staff in the PTO Office of the CIO to approve any PTO BCR within eCPIC.  No further Department review and approval is required.

7. Department Approval Process;
a. For BCRs requiring Departmental approval, the Commerce/OCIO/Office of IT Policy and Planning (OITPP) will review the BCR to ensure it is complete and correctly done; for example to verify that neither the initial baseline, nor the Current PY or CY Baselines have been amended.  Any questions will be addressed to the OU CPIC coordinator.
b. When all technical questions have been addressed, OITPP will await a justification memorandum from the OU CIO to the Commerce CIO recommending approval.  The memorandum should provide the amount and description of change, its reason, and impact.  This information can be taken from or reference the BCR justification template.
c. OITPP will review the OU CIO memorandum and BCR and make a recommendation to the Commerce CIO regarding approval or disapproval of the BCR.

d. The Commerce CIO will prepare a decision memorandum that is transmitted by e-mail or hard copy to the operating unit.
e. Based on the decision memorandum, the eCPIC administrator clicks ‘approve’ or ‘disapprove’ on the eCPIC Administrative BCR page.

f. If disapproved, the requesting Operating Unit will be given a reason for disapproval and, as appropriate, may amend the BCR for resubmission following the steps outlined above.

g. The eCPIC administrator will file a copy of the Commerce CIO decision memorandum in the chronological file as well as storing an electronic copy in the eCPIC Resource Library.

8. Archiving Decision Memoranda:  Once the CIO transmits authorization, the eCPIC System Administrator will allow the requested performance baseline changes to become the approved baseline in the system.

9. Updating a pending BCR:  While a BCR is pending, project managers can update the actuals of both the current and proposed baseline.  Since the proposed baseline is distinct from the current approved baseline, changes in one table will not be reflected in the other.

10. Printing a pending BCR:  While a BCR is pending, the MS Word export in eCPIC will only print the current approved baseline.  To print the BCR, open the BCR template and select the Excel icon in the top right of the BCR screen.  This will export all the BCR worksheets to an Excel file, including the proposed milestone table.
PAGE  

