Implementation of IT Investment Performance Management Policy


Implementation of IT Investment Performance Management Policy
Background

Office of Management and Budget (OMB) Memorandum 05-23 (and reinforced by M-10-27) 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.”  These are among the requirements addressed in the Commerce IT Investment Performance Management Policy.  

The baseline is a key factor for assessing the health of an investment.  The project managers of major IT investments are required to report their cost, schedule, and performance baseline in the Exhibit 300, Capital Asset Plan and Business Case Summary which is defined in OMB Memorandum A-11 Section 300.  This information along with actual results is required to be submitted to the OMB IT Dashboard every month.  The OMB Dashboard automatically compares the actuals versus the baseline to calculate cost and schedule variances. If the cost, schedule, or performance (“target”) baseline changes for the data identified below, the OMB Dashboard submission process prohibits any updates until the  changes are formally identified and categorized.   
This document outlines the specific workflow that will be followed in the Department of Commerce for getting approval to change the performance measurement baseline for major IT investments.  
Purpose 

The purpose of these instructions is to: 
1) Identify which Baseline Change Requests (BCR) require Departmental approval;
2) Ensure that Baseline Change Requests are first reviewed and approved by the operating unit Chief Information Officer (CIO); 

3) Describe the specific steps needed to submit different type of baseline change requests for Department approval. 
Timing

The Exhibit 300 is required to be an accurate representation of an investment’s current situation.  Determining that the previous baseline plan is no longer viable is an important decision that requires deliberative review and understanding.  Accordingly proposals to rebaseline should be submitted as early in the process as possible to ensure that 1) senior IT management has had the opportunity to review the situation and 2) that any new baseline be applied on a timely basis to accurately reflect this major investment change.     

What Does OMB Count as a “Rebaseline”?
OMB defines three baseline change types:  “Rebaseline”, “Replan” and “Correction”.  Only changes that fall into the “Rebaseline” category count toward the OMB IT Dashboard enumeration of the “number of Rebaselines” that have occurred for that investment.  In addition, if multiple rebaselines are submitted to OMB within 24 hours for the same IT investment, they are counted by OMB as a single rebaseline.  
Defining the Baseline

The baseline for cost, schedule, and performance is defined by the data entered in the eCPIC Exhibit 300B Sections B and C, specifically for the Project Table, Activity Table, and Operational Performance Table.  This data is submitted to OMB for each major IT investment as part of the annual budget submission process and is compared against actual results as part of the monthly update to the (public) OMB Dashboard. 
The box below identifies the data elements in the Exhibit 300B that are controlled and/or locked in the OMB Dashboard.  While the Project and Operational Data tables in eCPIC are not locked, a change, no matter how tiny, to any of the fields referenced below will trigger a rebaseline on the OMB Dashboard. When a rebaseline (as defined by the OMB Schema) has been triggered, the OMB Dashboard will not accept any updates for that investment until the rebaseline form has been completed.  

In the table below “Project”, “Activity” and “Metric” refer to the information entered in the 300B Tables B1(“Project”), B2(“Activities”) and C (“Operational Performance”) respectively.  
	Type of Change
	Rebaseline
	Replan
	Correction

	          Definition:
	-adding new iteration 

-contract related 

-other 

(increases rebaseline count by one for all updates with the same “baseline approval date”)
	-planned change with minimal change in overall scope, cost or schedule objectives 

-change in available funding
(not counted as rebaseline)
	-metrics only 

-fixing syntax 

- correcting typographical errors that does not change investment cost, schedule or scope baseline 

(not counted as rebaseline)

	Add new Project, Activity or Operational Metric
	Yes
	Yes
	Yes

	Delete any Project, Activity or Operational Metric 
	Yes
	Yes
	Yes

	Update Activity
	Name 

Description 

Structure ID 

Planned Start Date

Planned Total Cost 

Planned Completion Date 
	Must have a cost variance of 10% or less between the replan submission and current activities. 
Name 

Description 

Structure ID 

Planned Start Date 

Planned Total Cost Planned Completion Date 
	Name 

Description 

Structure ID 

Planned Start Date

Planned Total Cost 

Planned Completion Date 

Actual Start Date 

Actual Completion Date 

Actual Total Cost 

	Update Metrics 


	Metric Description 

Unit of Measure 

FEA Category 

Baseline 

PY Target 

PY Actual 

CY Target 

Metric Condition 

Periodicity 
	Metric Description 

Unit of Measure 

FEA Category 

Baseline 

PY Target 

PY Actual 

CY Target 

Metric Condition 

Periodicity 
	Use reason code “Metrics Only” if only changing metric values in the correction submission. 
Metric Description 

Unit of Measure 

FEA Category 

Baseline 

PY Target 

PY Actual 

CY Target 

Metric Condition 

Periodicity 

	Update Projects 


	Name 

Description 

Start Date 

Completion Date 

Life Cycle Cost 
	Name 

Description 

Start Date 

Completion Date 

Life Cycle Cost 
	Name 

Description 

Start Date 

Completion Date 

Life Cycle Cost


Controlled Fields in the Exhibit 300B Activities Table 

For the Exhibit 300B Activities Table, only changes in “Planned” data will trigger a baseline change requirement. Interim updates to the “Projected” or “actual’ columns will not trigger a baseline change requirement. However, once the “Is Complete” column (far right column of the Actvities Table) is checked and submitted to OMB, then thereafter any change in “Actual” data for that milestone will require a baseline change justification.  
Technical Corrections versus True Baseline Changes
Changes to many of the OMB “controlled” fields (identified above) are technical changes that have no impact on the investment cost, schedule or performance baseline.  Such changes, defined as “Corrections,” only require completion of the three question OMB baseline change form that appear below the Project, Activity and Operational Performance tables.  When an investment’s data is submitted to the OMB IT Dashboard, the Dashboard interface automatically checks for changes.  If a change is made in any of the OMB controlled fields without the accompanying OMB baseline change information, then the submission will not be accepted and no updates for that investment will be processed.

In contrast to technical corrections, proposed changes to an investment’s cost, schedule or performance baseline, or to any Activity table field that exhibits a padlock icon, require completion of the steps identified below.  

Operating Unit Review Process
Operating Units may, if they choose, implement baseline change approval processes that are more rigorous and/or include more investments than identified in this implementation memorandum. However, Operating unit CIO approval, communicated to the Department, is required for all rebaseline and replan requests regarding IT investments defined as “major” by the Department’s  CPIC process.  
If a BCR for a non-major or new IT investments is entered in eCPIC, the eCPIC system administrator will, upon the OU CIO approval (or their designee), replace the previous baseline with the requested baseline change.  For a “new” budget submission or new Exhibit 300 business case, approval in eCPIC of the BCR is required to allow data to be entered in the Exhibit 300B.  Such “BCR approval” does not imply approval of the initiative but rather is done to allow the new baseline to be entered into the Exhibit 300 for review.  A baseline for a new initiative is not officially accepted until the Commerce CIO and Department senior officials have approved a specified amount for inclusion in the Department’s budget. 

Departmental Review Process 

Initial OU Approval 

1. All rebaseline or replan requests submitted to the Department must first receive approval from the OU CIO or their designee. OU CIO approval can be written or by e-mail from the Operating Unit CPIC coordinator or other official designated by the Operating Unit CIO. Operating Unit approval e-mails will be archived by the eCPIC system administrator.

Required Supporting BCR Documentation

2. For “Major” IT investments (as defined in the CPIC process), for which rebaselines or replans are proposed, provide project management documentation to support this including but not limited to an integrated project plan, work breakdown structure and key requirements documentation.  These artifacts shall be provided to the Commerce OCIO/Office of IT Policy and Planning (OITPP)/IT Capital Planning and Investment Control (CPIC) team

Delegation of Department CIO Approval
3. All major IT investment BCRs require Department CIO approval. This approval may be delegated to Department CIO staff at the CIO’s discretion.  This will typically occur for BCR of the “Correction” type and for “Replan” changes that are directly tied to actual changes that have already occurred in budget appropriations or due to delays in receiving that funding.
a. Commerce OCIO staff will then conduct a quality review to ensure the BCR submission is complete and correct.  Any questions will be addressed to the OU CPIC coordinator.
b. Commerce OCIO staff will make a recommendation to the Commerce CIO regarding approval or disapproval of the BCR.

c. At the Commerce CIO’s discretion, BCR approval may be delayed pending the findings of a CITRB or similar investment review. 
d. 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.
e. The eCPIC administrator will file a copy of the Commerce CIO decision memorandum in the chronological file as well as store an electronic copy

Facilitating Departmental Review
Carrying out the following steps will facilitate a timely and efficient review of a major IT baseline change request: 

4. Before a major replan or rebaseline request is entered in eCPIC, the Project Manager should share information about the nature and cause of the proposed change with the OU CIO (or designee) and with the Department OCIO/IT Capital Planning Team along with supporting documentation. 

5. The Project manager may want to share a draft spreadsheet version of the proposed eCPIC baseline change request with both the Operating Unit and Department CPIC Teams.

6. Wherever applicable, proposed changes to the cost, schedule, and performance baselines that are all resulting from the same circumstances should be justified and processed together. 

7. Timing of Baseline Change submission: Formal BCRs in eCPIC must be submitted on or before the 10th of the month for the information to be assessed as part of that month’s IT Dashboard review.

8. To speed BCR reviews, provide all the information identified in the memorandum as well as requested in the eCPIC Performance Baseline Change Request template. If the BCR information is incomplete or inconsistent, the review will be delayed pending receipt of a complete package.  Once all the appropriate information has been provided it generally takes at least one work week to transmit a decision – either approve, disapprove, or pending further review.  

Initiating Formal Department Review

9. While the OU may have supported a BCR request in principal, it is not uncommon that the actual request entered in the PBCR in eCPIC is not what the OU expected.  Therefore, the Department will not begin a detailed review of a submitted BCR until it has received approval of that BCR from the OU CIO or their designee.  To facilitate this, the Department will notify the OU when a BCR has been received in eCPIC.  Operating Unit CIO approval can be signified by a hard copy signature or an electronic file from the OU CIO’s staff attesting to CIO approval
10. All requests to change Exhibit 300 cost and schedule baselines of major IT investments must be supported by a document, approved by the Operating Unit CIO or their designee, that identifies the proposed changes, describes the reason for the change, and specifies the impact of the change on the programs previous cost, schedule, and performance objectives. Normally approval of the eCPIC BCR form constitutes approval.  However, if the BCR module in eCPIC is not enabled, then the same information as requested in the BCR form must be provided through an alternate method. 

 Proposing changes to the Performance Metric baseline 

11. Changes to the baseline metric in the Operational and Project Performance tables require completion of the three questions (date, type, and reason) that appear in the “OMB BCR” form immediately below the table. If these changes are part of a replan or rebaseline affecting the Activity table, explain the changes as part of the Activity milestones Baseline Change process (described below).  Changes to the Performance baseline also need OU approval.

BCRs and Department Review Boards
12. The CIO may determine that a Commerce IT Review Board, Techstat, or similar high level review is required before a BCR can be approved.

Entering a Baseline Change to Project or Performance Metric Baseline  
13. Enter the changes directly in the appropriate eCPIC Exhibit 300B table.  Below the table fill in the OMB Rebaseline form.  Specify the date, the type of change (rebaseline, replan, or correction) and an explanation briefly describing the change.  As with all other baseline changes, these changes need OU CIO approval and cannot be approved by the Department for submission to OMB until such approval has been received.
Entering a Baseline Change Request to the Activity Table Baseline
14. Any field in the E300B Activity table in eCPIC that has an icon of a lock in the column title cannot be edited directly.  Data in that field can only be modified by entering the proposed change(s) via the Performance Baseline Change Request (PBCR) module.

15. Enter a PBCR by selecting the PBCR icon on the top right of the Activity table (see Appendix, Page A) and a General Information form will appear (see Appendix, Page B).
16. Complete the General Information form

a. On the form identify the change “Type” as defined below:


a. If a proposed BCR involves more than one BCR type, it is recommended to submit each change as a separate BCR in eCPIC.  Alternatively, if one of the types is a “Rebaseline,” select that as the BCR type.  If the multiple types include a Replan but not a Rebaseline, select “Replan” as the BCR type.  Select “Correction” only if all the changes in the BCR are of only that type.  

b. “Reason” and “Impact of Change”.  Enter sufficient information for an auditor or senior executive to easily understand the nature and magnitude of the change, the issue the change addressed, and what impact the change will have on the current and projected cost, schedule, and scope baseline. This is an official document, so avoid the use of acronyms, abbreviations or jargon in the explanation. 

c. When the General Information is complete, click on the PBCR Initiation icon.  This brings up the tab “Proposed Baseline” (see Appendix, Page C). Clicking on the Proposed Baseline tab bring up the PBCR update module
17. Entering data in the PBCR Proposed Baseline worksheet.  Normally, information n the proposed baseline is edited manually.  However, if the changes are very extensive it is recommended that you use the MS Project import, export capability to revise the baseline. Please contact the eCPIC Help Desk for assistance in using MS Project.

18. When finished entered data in the PBCR worksheets click the “Submit PBCR” icon on the upper right. This will submit the BCR for OCIO review and notify the reviewers via eCPIC.
Processing BCR Requests in eCPIC

19. The eCPIC system administrator will check the system for newly submitted BCRs at least weekly and on the 10th of the month.

Avoiding Common Problems

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

2. Updating a submitted eCPIC Activity Table BCR form:  Once the eCPIC BCR form is submitted, it cannot be updated directly.  To change it, the eCPIC administrator must be contacted and instructed to deny the BCR and revert its status to pending.

3. Printing a pending eCPIC Activity Table 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.

 Guiding Principles for Developing Adequate Cost and Schedule Milestones

1. Investment milestones must account for all discrete projects down to two levels of activity.  Projects are efforts that will result in a new or significantly changed product or service. This may include maintenance as well as development and enhancement activities.

2. Activity milestones represent tangible, measurable results or outcomes that are three months or less in duration.  Activities may include IT Security activity artifacts or results.
3. Baseline, projected, and actual funding represents spending.
4. The baseline plan shall accounts for all investment project funding including funding from fees or funds provided by other Commerce programs or other departments.    
Last Updated July 23, 2012

Point of Contact: Stuart Simon, U.S. Department of Commerce, OS/OCIO, IT Capital Planning Team Lead.  

Appendix:   BCR Screenprints
A:    BCR Access Icon:

[image: image1.png]Page: 1011

-
o

1T Captel
Planring

[ sel

“«o e

Ll

DE

{ Welcome to

PIC - Windoy

(€] ~ | https:/jdoc ecpic.gov/PortalDefault, aspx7tabindex=28t abid=28action=intwizisec_id=7e3c78a-598d-47cf-92a5-8ebcb79fe33e ~[8]4[x

Fle Edt View Favortes Tools
Fe e Favories Center
e Favortes | B Fe.. @ -

Dtiks
{2 Microsoft Websites
emsnbe
Wome
&) ecPic-shpage

oogle
&) Mefes KnowledgeBse - Engin
£ Office o Secury Main Webpage
£ pocowa
@ e ser Home page
[P0 Nt Ganeration
& ecPichrod
£ ecricTest
£ ecPLc HaTest
Futcp rews
@ wiop.com

1T Dashboard

THOMAS (Library of Congress)
@resconwia
@ 2013 50% Soltion WIKI
st Home Page
&) Department of Conmerce Inra

Internet b

Help

28|~ | @welcome o scric

1 ofice o th Chefnformat

|

R B - & v [rage - Tocs -

4 i |

X7

&

A
@

513 Test Investment[g 0[5

B EIL

£1130 Sectio

£ Saction

development princples,
once svary six months or mors often
B2 Master Cost & Schedule: Comparison of Actual Work Comlated and Actual Costs to Currant Approved Baseline
Select View: [OMB Required View v
* Costs in thousands
Changes to columns marked () vill require a rebaseline on the IT Dashboard
View Accessible Table | Legend | Show All Rows (@] £4%)

> >

1234-prit

£ R (TP e I

mm-

Activity A 8/1/2011 8/12/
Activity B s 8/15/2011 8/22/
Activity ©

Activity D 8/1/2011 10/14
Activity £ 10/3/2011

7 I N 777 7

(Update values ] \ Reset valuss

@ et




B:  BCR Initiation Screen
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C:   BCR Initiated
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D:   BCR Update Module
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Definition of OMB ‘Rebaseline’ Categories


Note that some of the OMB identified change Types below are not true rebaselines. However, we use the term rebaseline to account for all these categories as that is how it is identified on the OMB Dashboard.    


Replan – planned change – minimal impact or change in available funding –               a) planned change with minimal change in overall scope, cost, or schedule objectives, including minor corrections to a previously established baseline or        b) an external change in funding for the program such as an earmark or specific reductions made internally or by OMB or Congress that changes the budget available for the investment from what was planned.


Rebaseline – contract related – any change related to contract issues, such as contract organization, or contractor performance or qualifications, which alters the cost or schedule of the project.


Rebaseline – change in scope – changes in project goals which induce significant changes in project organization and/or milestones


Rebaseline – adding new iteration – adding (or deleting) iterations of existing milestones, such as the extension of out-years for an Operations and Maintenance (O&M) project.


 Rebaseline – other – rebaseline for any reason not otherwise included in this list, e.g., milestone name or description adjustments, correction to missing or incorrectly entered data, minor adjustments due to technological changes, etc.


Correction – A technical change that has no impact on the investments cost, schedule or performance baseline, such as a change in spelling or fixing a typographical error.








Access the BCR Module





Initiate the BCR


(after completion of required fields)





Export to Excel





Save BCR





Delete BCR





Submit BCR





Initiates with a copy of the current Activities data





Color-codes Changes
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