            
            General Services Administration





FY2008 Operational Analysis Guide and Worksheet
Office of the Chief Information Officer (OCIO)

June 2008
Version 2.0
Document Change Record

	Version Number
	Date 
	Description
	Guidance
	Major Changes to the Version

	1.0
	June 2005
	Version 1.0 
	
	

	2.0
	June 2008
	Version 2.0
	Updates to Initial Document
	


Table of Contents
Section 1:  Purpose                                                                                                          1
Section 2:  Overview and Methodology                                                                            1

Section 3:  Information Requirements                                                                              2

       Section 3.1: Analysis of Alternatives Review                                                             2

       Section 3.2: Performance Metrics Review                                                                 2

       Section 3.3: Customer Survey Information                                                                2

       Section 3.4: Post Implementation (PIR) Document Review                                      2

       Section 3.5: Budget and Cost Review                                                                       2

       Section 3.6: Summary & Conclusion                                                                         3

 Section 4:  Operational Analysis Worksheet                                                                   4




Section 1: Purpose
This purpose of this Operational Analysis guide is to provide service and staff offices with a description of what information should be assessed during an annual Operational Analysis 
Per OMB Circular A-11, major IT initiatives are required to perform an Operational Analysis annually.  The Operational Analysis should include measurement of the performance and cost of an operational asset against its baseline established in the Planning Phase.  The results of the most recent Operational Analysis are used to inform the annual IT portfolio Select process, and are referenced in each investment’s respective Exhibit 300 to OMB.
Operational analysis involves the collection of information concerning a capital asset’s performance and the comparison of this performance with an established baseline.  Asset performance measures should include how well the asset supports customers and stakeholders and how well the asset is managed by the agency.  The outputs of this process are recommendations to agency resource managers as to the asset’s continued use, modification, improvement, or termination.

Section 2: Overview and Methodology
An Operational Analysis is a method for examining the current performance of an operational (mixed life-cycle or steady-state) initiative and measuring that performance against an established set of cost, schedule, and performance parameters.  An Operational Analysis is, by nature, less structured than performance reporting methods applied to developmental projects (such as Earned Value Analysis).  It is more creative in nature, and should trigger considerations of how the objectives could be better met, how costs could be saved, and even whether the organization should be performing a particular function.

Each of the major Mixed Life-Cycle and Steady State IT initiatives within the GSA IT Portfolio is required to perform an annual operational analysis.  Further, Steady State funding being requested for the upcoming Budget Year should be justified by the most recent annual operational analysis.  Steady State initiatives that are due to sunset in the fiscal year beyond the budget year will not require an operational analysis.

An Operational Analysis leverages the following items (some or all of these may or may not be available; however, the Operational Analysis is still required):
· Analysis of alternatives,

· Performance metrics,

· Customer survey data,

· Budgetary and actual cost data, and

· Post Implementation Review (PIR) results.

The Operational Analysis results may indicate a need for additional Development, Modernization, or Enhancements (DME); upgrades to the existing steady state environment; maintaining the status quo, or disposal of the IT asset.  The documentation that results from this analysis should be as detailed as necessary, usually 5-6 pages, in order to draw conclusions regarding the future of the IT asset.  The Operational Analysis Worksheet in Section 4 is meant to be used as a helpful guide in documenting the analysis.

Section 3: Information Requirements
An Operational Analysis leverages the work accomplished prior to the IT asset becoming operational.  It requires familiarity with the alternatives considered prior to implementation, the performance metrics, customer survey information and feedback; Post Implementation Review results, and budget and cost data.   

The description under each sub-section below is meant to guide the analysis.  Respondents should address the elements presented in this document; expanded review and/or additional elements should be addressed, as needed, to fully describe system operational characteristics.  The outputs or conclusions from each section should be incorporated in and support the development of an initiative’s SAP/SAPi and Exhibit 300.  Respondents are encouraged to expand on “Yes” or “No” answers, explaining who, what, when, where, how and why.

Section 3.1: Analysis of Alternatives Review

Review the most recent analysis of alternatives and briefly document the following:
· Was the selected alternative implemented as documented?

· To what degree have the anticipated benefits (cost savings or profit increases) been realized?

· Were the actual costs within 10% of the planned costs?

· Is the project still within the originally defined scope by its Exhibit 300?  If not, explain scope changes and rationale, referencing approved baseline change requests.

· Is a different alternative being considered for this system?  If so, explain.
Section 3.2: Performance Metrics Review

Using the prior year’s Exhibit 300 performance metrics, summarize the strengths and weaknesses of the operational IT asset, including details demonstrating how the system delivers value.  For each performance metric described in the IT asset’s respective Exhibit 300, briefly state whether or not the IT asset is meeting performance expectations.  If the IT asset is not meeting expectations, explain why and the plans to mitigate performance issues.
Section 3.3: Customer Survey Information
In addressing customer results, focus on whether the initiative is meeting the customer’s needs.  If a customer survey has been completed, summarize the results, or include the analysis of the survey results as an attachment to the Operational Analysis. 
Section 3.4: Post Implementation Review (PIR) Document Review
After a system is fielded, a PIR should be conducted.  The PIR documentation addresses the success of the development activity, through its implementation phase.  Applicable PIR results should be incorporated in the Operational Analysis.
Section 3.5: Budget and Cost Review
Address the financial performance by comparing current cost information with the pre-established cost baseline.
· Describe measures taken to ensure the project remains on budget.

· Identify opportunities to meet customer needs at a lower cost.
· Identify opportunities to use technology improvements to provide better service at lower cost.
Section 3.6: Summary & Conclusion
The Operational Analysis process culminates with recommendations as to whether the IT asset continues to be used, or is modified, improved, or disposed of.  
· Clearly state the overall conclusions and recommendations.
· If the recommendation is modification or other DME effort, list and briefly describe anticipated projects.  
· If disposal is considered, specify an anticipated timeline for disposal; as well as, where this functionality will reside in the future architecture.
· The results of an operational analysis for major IT initiatives are documented in Part III.B and Part IV.C: Cost and Schedule Performance of the respective Exhibit 300.

Section 4: Operational Analysis Worksheet

	Initiative Name: 
	

	Point of Contact: 
	

	Short Description:
	


	Analysis of Alternatives Review

	Question
	Answer

	1. Based upon the development effort to date, is a different alternative being considered for this system?  If yes, please explain.
	

	2. What were the anticipated benefits (cost savings or profit increases)?
	

	3. Was the selected alternative implemented as documented?  If not, why not?
	

	4. Were the actual costs within 10% of the planned BY costs?
	

	5. Is the project still within the originally defined scope by its Exhibit 300?
	

	Performance Metrics Review

	Question
	Answer

	1. How well is this initiative meeting established performance targets?
	

	2. Provide details demonstrating how the system is still of value to its customers.
	

	Customer Survey Information

	Question
	Answer

	1. Describe the type of survey performed and the number of respondents.
	

	2. Summarize the feedback given during the survey. (i.e. benefits, satisfaction, response time, etc.)
	

	3. How is the system providing relevant information?
	

	4. Describe the ease of use of the system.
	

	Post Implementation Review (PIR) Document Review

	Question
	Answer

	1. How is the initiative delivering the services it is intended to deliver?
	

	2. What were some of the lessons learned during implementation?
	

	3. What do the incident reports and user change requests indicate?
	

	4. Does the initiative align with the business goals and objectives?
	

	Budget and Cost Review

	Question
	Answer

	1. Describe steps or measures taken to ensure the project would remain on budget.
	

	2. How can we meet these same customer needs at a lower cost?
	

	3. How can we use technology improvements to provide a better service level at a lower cost?
	


Summary Recommendation for Future Posture of the Initiative
Modernization and Enhancementٱ 

Maintenance Onlyٱ 

Disposal ٱ

If Modernization and Enhancement is selected please list the proposed DME Project(s).
	Name
	Description
	Timeframe

	1.
	
	

	2.
	
	

	3.
	
	


� Capital Programming Guide Version 1.0, Supplement to OMB Circular A-11, Part 3: Planning, Budgeting, and Acquisition of Capital Assets, July 1997.
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