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Section 1: Purpose and Background
The Clinger-Cohen Act of 1996 establishes a definitive framework for Information Technology (IT) investment management. The Act requires federal agencies to analyze the results achieved through IT initiatives and to introduce rigor and structure into how agencies select and manage their IT projects.  The Clinger-Cohen Act lays out specific aspects of the process that agency heads must implement in order to maximize the value of their agency’s IT initiatives, and to assess, manage, and evaluate the risks of their IT acquisitions.

In response to the Clinger-Cohen Act, GSA has developed and implemented an IT Investment Management Program (ITIM) that includes three distinct phases for the management of IT initiatives:  Select, Control, and Evaluate.  During the Select phase GSA (1) identifies and analyzes each project’s risks and returns before committing significant funds to any project and (2) selects projects for inclusion in the GSA IT Portfolio that will best support GSA’s mission and strategic goals.

The primary Select process occurs annually when the Service and Staff Office (SSO) Initiative Review Boards and the GSA Portfolio Management Committee internally review, analyze, and select the IT initiatives to be included in the portfolio.  This process directly contributes to the Agency’s budget request and submission process and results in the formulation of the IT Portfolio for the previous year (PY—2009), the current year (CY—2010), and the budget year (BY—2011).  
Section 2: Select Phase Governance

The Select Phase governance provides the framework for decision-making and accountability required to ensure that IT initiatives meet the strategic and business objectives of the Agency in an efficient and effective manner.  Three primary Agency-level review boards—the Portfolio Management (PMC) Committee, the Information Technology Executive Council (ITEC) and the Business Systems Council (BSC)—facilitate information flow, provide an Agency-level perspective to GSA’s IT initiative planning and management, and ensure compliance with the laws and guidance from Congress, the Office of Management and Budget (OMB), and the Government Accountability Office (GAO).

Section 2.1: Select Phase Governance Information Flow/Roles and Responsibilities

The GSA IT Select Phase includes technical oversight from the PMC and ITEC, as well as business oversight from the BSC. The various committees and roles are illustrated below:
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Section 3: Select Phase Process Guidelines

The following guidelines establish the Select Phase process:
Section 3.1:  IT Initiative Review and Analysis
Service and Staff Office (SSO) leadership is responsible for selecting IT initiatives for their respective SSOs, conducting initial portfolio analysis, and presenting portfolio recommendations to the PMC. Each SSO must perform the following activities for selecting and analyzing its IT portfolio:

· Establish Internal Select Phase Governance and Processes – SSOs must establish internal governance bodies and processes to facilitate the Select Phase.  This governance must include a description of roles and responsibilities for project managers, reviewing bodies, and decision makers.
· Align all IT Initiatives to GSA Strategic Goals – Each IT Initiative must directly align to at least one of the following GSA Strategic Goals:
· Stewardship: Lead Federal agencies in the economical and efficient management of Federal assets by spearheading effective policy development and by the exemplary management of the buildings/ workplaces, motor vehicles, and personal property provided by GSA
· Superior Workplaces: Deliver and maintain productive workplaces consisting of office space, furnishings, technology, supplies, and related services
· Best Value: Develop and deliver timely, accurate, and cost-effective acquisition services and business solutions
· Innovation: Develop new and better ways of conducting business that result in more productive and effective Federal policies and administrative operations
· Ensure that all Initiatives Leverage Federal Enterprise Architecture (EA) principles and the GSA EA – Each initiative must be consistent with the OMB EA Assessment Framework against three capability areas:

· Completion: Initiative must be aligned with the business line, GSA EA (“As-Is” and “To-Be”), and the SSO Business Segment architecture. Initiative must be included within the Enterprise or Business level segment transition plan; otherwise the initiative must provide plans to do so. 

· Use: Enterprise Architecture must be used by program and business owners to guide IT capital investment selection decisions in support of agency missions. Validate that EA processes and products exist and are used by the organization to manage information technology investments. Additionally, as stated above, the initiative must demonstrate line-of-sight to the GSA strategic goals and IT Strategic Plan. 

· Results: The initiative must include performance results that have demonstrated improved efficiency and effectiveness of supported segment(s), and continuing use of performance metrics and target outcomes. Results related to improved efficiency and effectiveness include (a) sharing data as a corporate asset, (b) supporting a reduction in redundant IT systems and data, (c) improving interoperability, application portability, and scalability across GSA infrastructure environment, (d) expanding solution’s adaptability to changing business needs (i.e., agility), (e) leveraging of vendor neutral, open standards principles and practices and services, and (f) Standardization of common/shared processes across programs/Lines of Business. Consideration should be given to demonstrating improvement to OMB’s Program Assessment Rating Tool scores (as applicable). The initiative must also be aligned with Federal Transition Framework initiatives, as appropriate. Also, the initiative must indicate compliance with product and technical standards defined in the GSA Technical Reference Model.

For more guidance regarding the EA criteria, see “GSA Executive Business Case Instructions FY2010-2011.”  SSOs using other business case templates should review the EA questions within the EBC instructions to ensure appropriate coverage.
· Classify Major versus Non-Major IT Initiatives – Major IT initiatives are those that meet at least one of the following criteria. Initiatives that do not meet at least one of these criteria are considered “Non-major” initiatives:
· Requires special management attention because of the initiative’s importance to agency mission
· Served as a major initiative in the previous year and is continuing
· Is for a financial system and spends more than $500,000 annually
· Is directly tied to the top two layers of the Federal Enterprise Architecture (Services to Citizens and Mode of Delivery)
· Is an integral part of the agency’s modernization blueprint (Enterprise Architecture Target vision)
· Has significant program or policy implications
· Has high-level executive visibility
· Is defined as a Major by the GSA CPIC process
· Score and Analyze IT Initiatives – SSOs must establish scoring criteria that evaluate the qualitative and quantitative benefits, costs, and risks associated with their respective IT initiatives.  Each IT Initiative (both Major and Non-major) must be scored using these criteria and evaluated based on the results of the scoring.  At a minimum, the following categories must be included within the SSO scoring criteria:
· Business Objectives and Program/Agency Mission (Effectiveness):  Measures the extent to which the initiative supports the agency’s mission and strategic goals, and also the extent to which no other existing legacy initiative can effectively meet the same business needs. 
· Accountability & Compliance:  Assesses the extent to which the initiative is either mandated and legislated by law or fulfills agency-specific regulatory/statutory requirements. 
· Productivity of Business Operations (Efficiency):  Measures the extent to which the initiative provides direct and significant GSA and government-wide productivity enhancements, supports a core business line which no other initiative directly supports, encourages interoperability between systems and/or business processes, and shows beneficial qualitative and quantitative results.
· Risk Management/Feasibility:  Evaluates the degree to which the initiative has prepared for potential risk factors that would jeopardize meeting cost, schedule, performance, and scope targets established for the initiative.  
· Leveraging Enterprise and Segment Architectures: Indicates the extent to which the initiative is using architecture to underpin the realization of business solutions consistent with GSA's strategic goals and OMB's guidance on architecture completion, use, and results.

A recommended scoring template is included in Appendix D. 
· Categorize Funding by Development, Modernization, or Enhancement (DME) and Steady State (SS) across PY (2009), CY (2010), and BY (2011) – The Capital Planning and Investment Control (CPIC) lifecycle recognizes DME as the Planning and Acquisition activities associated with an initiative.   Steady State (SS) includes operations and maintenance activities which, in general, may include technology upgrades and other improvements that address supportability and are not directed at expanding system functionality.  SSOs must categorize annual funding for IT initiatives into DME and SS phases.  A sample alignment of System Development Life Cycle (SDLC) phases to DME and SS is provided below:  
· System Concept Development 
(DME)
· Planning 
(DME)
· Requirements Analysis 
(DME)
· Design 
(DME)
· Development 
(DME)
· Integration & Test 
(DME)
· Implementation 
(DME)
· Operations & Maintenance 
(SS)
· Disposal 
(SS)
· Breakdown CY (2010) and BY (2011) Funding Across Major IT Initiative Projects and Components – SSOs must break down funding for each Major IT Initiative by projects and/or components in such a way that will provide SSO decision makers with the level of detail needed to make informed decisions.  The necessary level of breakdown is driven by the scope, complexity, risk, and cost of the initiative.  Projects and components must align with SSO business and IT plans and objectives, and should reflect the initiative’s Work Breakdown Structure and Summary of Spending table.  Examples of how funding might be allocated for the Select Phase include:  
· CY DME Projects

· BY DME Projects

· CY SS Components

· BY SS Components

Each Major IT Initiative must provide the PMC with a list of projects and/or components and associated CY and BY funding that accurately presents planned activity for the initiative.  
· Develop an IT Portfolio Summary and Recommendations for the PMC – Each SSO must develop and present a Select Phase briefing to the PMC.  OCIO will provide each SSO with a “Portfolio Summary” template to be used as a guide for their briefing.  SSOs must be prepared to discuss the recommendations and portfolio decisions of their respective governance bodies. 
· Prepare Executive Business Cases for each IT Initiative (Optional) – The GSA OCIO has developed Executive Business Case (EBC) templates for the FY2011 budget cycle within eCPIC.  Use of the GSA OCIO EBC is optional. Note, however, that all new initiatives (Major and Non-major) must submit their approved SSO Business Case to the GSA OCIO prior to the PMC SSO Presentation Meeting for inclusion into the read aheads.  For examples of an EBC Long Form and EBC Short Form, see the “GSA Executive Business Case Instructions FY10-FY11.”  
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Section 3.2: Select Phase Process

Figure 1: Select Process
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Figure 2: CPIC Process Flow

Section 3.3: Schedule of Activities

A calendar of activities is listed in Figure 3 below.  Please note that dates are tentative and subject to change.
	GSA FY10-11 Select Schedule

	Select Kick-off
	March 30, 2009

	Select Training Sessions
	April 6-17, 2009

	OCIO/OCFO/OCHCO EBCs Due to OCIO for Quality Review and Analysis
	May 22,  2009

	Internal SSO Investment Scoring Sessions
	Mid June 2009

	OCIO/OCFO/OCHCO Read Ahead Presentation sent to PMC
	June 30, 2009

	All SSO New Major & Non-major Initiative Business Cases Due to OCIO for PMC Read Aheads
	July 1, 2009

	PMC Meeting for 

OCIO/OCFO/OCHCO Presentation
	July 7, 2009

	OCAO/OCSC/OGP/FAS/PBS Presentations due to OCIO for PMC Read Aheads
	July 7, 2009

	PMC Meeting for

OCAO/OCSC/OGP/FAS/PBS Presentations
	July 14, 2009

	ITEC Meeting for Overall Portfolio Review
	July 21, 2009

	BSC Meeting for Overall Portfolio Review 
	July 28, 2009

	Draft Exhibit 53 Submission to OMB
	July 31, 2009


Figure 3: Select Schedule
Appendix A: GSA Major IT Investments & OCIO Liaisons
	Major IT Investment
	Investment OCIO Liaison

	OCIO

	GSA Enterprise Infrastructure Operations
	Michael Kernich
	202-501-7725

	One GSA Enterprise Architecture Program
	Michael Kernich
	202-501-7725

	Smartcard/HSPD-12 
	Michael Kernich
	202-501-7725

	OCFO

	NEAR
	Ann Liberatore
	202-208-6344

	GSA FMLoB Shared Services/Pegasys
	Ann Liberatore
	202-208-6344

	PAR (ePayroll)
	Ann Liberatore
	202-208-6344

	OCHCO

	Human Capital IT Services
	Ann Liberatore
	202-208-6344

	FAS

	GSA Advantage
	Michael Kernich
	202-501-7725

	Federal Supply Service 19
	Michael Kernich
	202-501-7725

	E-Gov Travel 
	Linda Tran
	202-208-0527

	Network Services OBS
	Michael Kernich
	202-501-7725

	Regional Business Applications (RBA) ITOMS/ITSS
	Michael Kernich
	202-501-7725

	E-Authentication
	Linda Tran
	202-208-0527

	IT Infrastructure Initiative LoB
	Linda Tran
	202-208-0527

	OCAO

	Integrated Acquisition Environment (IAE) 
	Linda Tran
	202-208-0527

	OCSC

	USA.gov Infrastructure 
	Linda Tran
	202-208-0527

	USA Services (e-Gov)
	Linda Tran
	202-208-0527

	OGP

	ROCIS II
	Linda Tran
	202-208-0527

	Federal Asset Sales (e-Gov)
	Linda Tran
	202-208-0527

	Financial Management Line of Business (FMLoB)
	Linda Tran
	202-208-0527

	Federal Real Property Asset Mgmt (FRPAM)
	Linda Tran
	202-208-0527

	PBS

	System for Tracking and Administering Real Property
	Ann Liberatore
	202-208-6344

	Electronic Acquisition System (EAS)/ Comprizon
	Ann Liberatore
	202-208-6344

	eLease 
	Ann Liberatore
	202-208-6344


Appendix B: Acronym List

ANSI

American National Standards Institute

BCR

Baseline Change Request
BSC

Business Systems Council
BY

Budget Year

C&A

Certification and Accreditation

CPIC

Capital Planning and Investment Control

CY

Current Year

DME

Development/Modernization/Enhancement
EA

Enterprise Architecture

EBC

Executive Business Case
eCPIC

Electronic Capital Planning and Investment Control

E-Gov

Electronic Government

EVM

Earned Value Management 


FTE

Full Time Equivalent

FY

Fiscal Year 

GSA

General Services Administration

IBR

Integrated Baseline Review

IT

Information Technology
ITEC

Information Technology Executive Council

ITIM

Information Technology Investment Management
MS

Microsoft
OCIO

Office of the Chief Information Officer

OMB

Office of Management and Budget


PIA

Privacy Impact Assessment

PIR

Post Implementation Review

PM

Project Manager
PMC

Portfolio Management Committee
PRM

Performance Reference Model

PY

Prior Year

SDLC

System Development Lifecycle

SS

Steady State

SSO

Service & Staff Office

UPI

Unique Project Identifier

WBS

Work Breakdown Structure

Appendix C: Reference Materials
All documentation and reference materials will be available at GSA Insite under the Information Technology > IT Governance > IT Capital Planning Reference Materials home page.

General Services Administration, “BY11 IT Budget Submission Instructions for Majors”

General Services Administration, “BY11 IT Budget Submission Instructions for Non-majors”
General Services Administration, “Quarterly Control Review User Guide” (Nov. 2008)
General Services Administration, “GSA CPIC Guide” (Oct. 2007) 
General Services Administration, “GSA Executive Business Case Instructions FY10-FY11”

Appendix D: Recommended Scoring Criteria 
	Scoring Element
	Executive Business Case Long Criteria

	
	Green
	Yellow
	Red

	Supports Business Objectives and Program/Agency Mission (Effectiveness)
	Investment description provides a strong business justification, including a discussion of the alignment between the investment and the agency's strategic goals and performance measures
and
Performance measures are outcome-based and are stated as measures (e.g., Number of…, % of…, etc.) including direction (i.e.--increasing, decreasing--should be clearly identified)
and
Four PRM outcome-oriented performance goals are listed for each measurement area for every past and future year of the initiative
and
Measurement Indicator, Baseline, Target, and Actual Results show quantifiable data with an incremental improvement over time
and
Actual Results are provided for past years with at least partial actual results for 2009
	Investment description provides some business justification, or does not adequately address linkage to the agency's strategic goals and performance measures
or
At least one of the performance metric criteria determining a green score has not been met
	Investment description provides little or no business justification and does not address linkage to the agency's strategic goals
or
2 or more of the performance metric criteria used to determine a green score have not been met
or
Another similar existing legacy system exists which does not need enhancements

	Accountability and Compliance
	Summary of Spending table, FTE table, and Funding Sources table are complete and aligned
and
Investment description shows that the investment is either mandated by law (i.e.--President's Management Agenda) or fulfills agency-specific statutory/regulatory requirements
	Summary of Spending table, FTE table, and Funding Sources table are nearly complete, or show only slight alignment gaps
and
Investment description shows that the investment is either mandated by law, fulfills agency specific statutory/regulatory requirements, or directly closes a GAO/OIG audit finding
	Summary of Spending table, FTE table, and Funding Sources table show significant gaps in completeness or alignment
or
Investment description shows that the investment does not address any laws, statutory requirements, or audit finding

	Productivity of Business Operations (Efficiency)
	Investment description shows direct and significant GSA/interagency productivity enhancements, direct support for a core business line, and strong support for interoperability
and
Alternatives Analysis shows significant quantitative benefits
and
Alternatives Analysis addresses qualitative benefits
and
DME projects show a strong risk-adjusted return on invesment
	Investment description shows limited GSA producivity enhancements, indirect support for a core business line, and some support for interoperability
and
Alternatives Analysis shows some qualitative or quantitative benefits
and
DME projects show some risk-adjusted return on investment
	Investment description shows limited GSA productivity enhancements, no support for a core business line, or no support for interoperability
or
Alternatives Analysis shows little or no qualitative/quantitative benefits
or
DME projects show negative risk-adjusted return on investment

	Risk Management Assessment
	Risk-adjusted life cycle costs and benefits have been calculated
and
The initiative has a risk management plan
and
The date of the risk management plan is current (within 2 years of OMB submission date)
and
A sound assessment of investment risk is reflected in the life cycle cost estimate and investment schedule
and
The Security section is complete with valid responses (including all C&A dates within 3 years of OMB submission date)
and
A valid and current Risk Management Plan and Risk Register have been sent to OCIO
	The Risk Management Plan does exist and is no more than 6 months past expiration (expiration date is 2 years prior to OMB submission date)
or
At least one of the other risk management criteria determining a green score has not been met
	A Risk Management Plan either does not exist or is more than 6 months past expiration (expiration date is 2 years prior to OMB submission date)
or
2 or more of the other risk management criteria used to determine a green score have not been met

	Leveraging Enterprise and Segment Architectures
	Investment shows strong linkage to and consistency with the three EA capability areas (Completion, Use, & Results) as indicated by:
Direct linkage to GSA strategic goals and IT Strategic Plan
and 
Direct linkage to GSA EA & Segment Architecture through the use of a Segment Transition Plan, which includes Baseline and Target Architecture. If the investment is aligned to one of the segments prioritized by the ITEC, the investment should be programmed to develop the segment architecture to which it is aligned.  
and 
Reuse of FTF, including component reuse, information sharing, improved collaboration, cost savings & avoidance, and mission performance improvement 
and 
Alignment to EA guiding principles (data sharing, reduced redundancy, etc.--see Section 3.1 of the Select Guide).
	At least one of the EA criteria determining a green score has not been met 
	Three or more of the EA criteria determining a green score have not been met.


Appendix D (Cont’d):

	Scoring Element
	Executive Business Case Short Criteria

	
	Green
	Yellow
	Red

	Supports Business Objectives and Program/Agency Mission (Effectiveness)
	
Investment description provides a strong business justification, including a discussion of the alignment between the investment and the agency's strategic goals and performance measures
	
Investment description provides some business justification
or
Investment description does not adequately address linkage to the agency's strategic goals and performance measures
	
Investment description provides little or no business justification and does not address linkage to the agency's strategic goals
or
Another similar existing legacy system exists which does not need enhancements

	Accountability and Compliance
	
Summary of Spending table, FTE table, and Funding Sources table are complete and aligned
and
Investment description shows that the investment is either mandated by law (i.e.--President's Management Agenda) or fulfills agency-specific statutory/regulatory requirements
	
Summary of Spending table, FTE table, and Funding Sources table are nearly complete, or show only slight alignment gaps
and
Investment description shows that the investment is either mandated by law, fulfills agency specific statutory/regulatory requirements, or directly closes a GAO/OIG audit finding
	
Summary of Spending table, FTE table, and Funding Sources table show significant gaps in completeness or alignment
or
Investment description does not address any laws, statutory/regulatory requirements, or audit finding

	Productivity of Business Operations (Efficiency)
	
Investment description shows direct and significant GSA/interagency productivity enhancements, direct support for a core business line, and strong support for interoperability
and
DME projects show a strong risk-adjusted return on invesment
	
Investment description shows limited GSA producivity enhancements, indirect support for a core business line, and some support for interoperability
and
DME projects show some risk-adjusted return on investment
	
Investment description shows limited GSA productivity enhancements, no support for a core business line, or no support for interoperability
or
DME projects show negative risk-adjusted return on investment

	Risk Management Assessment
	
Risk assessment shows a comprehensive understanding of potential lifecycle risks, and includes at least a brief description of potential mitigation strategies
	
Risk assessment shows some acknowledgement of lifecycle risks and potential mitigation strategies
	
Risk assessment shows no acknowledgement of lifecycle risks or mitigation strategies

	Leveraging Enterprise and Segment Architectures
	
Investment shows strong linkage to and consistency with the three EA capability areas (Completion, Use, & Results) as indicated by:
Direct linkage to GSA strategic goals and IT Strategic Plan
and 
Direct linkage to GSA EA & Segment Architecture through the use of a Segment Transition Plan, which includes Baseline and Target Architecture. If the investment is aligned to one of the segments prioritized by the ITEC, the investment should be programmed to develop the segment architecture to which it is aligned.  
and 
Reuse of FTF, including component reuse, information sharing, improved collaboration, cost savings & avoidance, and mission performance improvement 
and 
Alignment to EA guiding principles (data sharing, reduced redundancy, etc.--see Section 3.1 of the Select Guide).

	
At least one of the EA criteria determining a green score has not been met 
	
Three or more of the EA criteria determining a green score have not been met.



































� Available at the following link: http://insite.gsa.gov/wps/portal/gsa_insite/information_technology/it_governance/it_capital_planning
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