MEMORANDUM FOR CHIEF INFORMATION OFFICERS AND AGENCY IT INVESTMENT REVIEW

BOARDS

FROM:     Mark A. Forman

CC:       President's Management Council

SUBJECT:  Submission of Joint Business Cases (Exhibit 300s) under OMB

Circular A-11 for Information Technology (IT) Investments in the Fiscal

Year 2004 Budget

The President's Management Agenda calls for better use of IT in making the federal government more citizen-centered and results oriented. There are numerous opportunities to save money by taking advantage of the economies of scale offered by today's information technology, licensing agreements, and open standards.  Moreover, making government simpler and easier for citizens generally requires integration of redundant IT and business process improvement efforts. Accordingly, OMB has been working with agencies to simplify government processes and unify government IT investments.

Currently, agencies are assembling IT investment proposals for the FY 2004 President's Budget.  Under OMB Guidance, this process includes review of proposals by agency Chief Information Officers, IT Investment Review Boards, and senior leadership. The President's Management Council E-Government Committee has requested OMB provide details on agency submission of joint IT investment requests. This Memorandum provides information to ensure that reviewers take maximum advantage of opportunities to share investments in order to save money and rapidly implement the President's Management Agenda. This memorandum also provides a process and set of opportunities for agencies to develop such joint IT investment proposals.

Background

OMB Circular A-11 was signed by the Director on June 27th, and is posted on the OMB website at www.whitehouse.gov/OMB.  Under A-11 Section 53, agencies should make every attempt to submit joint requests (using Exhibit 300) that consolidate or align overlapping IT budget requests. In evaluating agency IT spending requests, OMB will look across the entire federal IT spending request to ensure proposals reflect the President's strategic objectives and Management Agenda. As done in FY 2003, OMB will apply a portfolio management approach to ensure that the FY 2004 budget consolidates or integrates investments related to the President's E-government initiatives and other redundant IT activities.  OMB's review will be done in a manner that complements each agency's IT investment plan.  

The latest version of the Federal Enterprise Architecture Business Reference Model was briefed on July 17th at the CIO Council Meeting and is available at www.feapmo.gov.   In an effort to define the opportunities for partnerships in performing the Lines of Business of the federal government, 24 Cabinet-level and other major agencies were mapped into the Business Reference Model (BRM). The results provide key insights for opportunities to share IT investments: 

*  For the Services to Citizens Business Area: An average of 10 Cabinet Departments and agencies are performing each Line of Business and 5 agencies are performing each Sub-Function.  Even within these specialized service offerings, there is strong evidence of functional overlap across the agencies.

*   For the Support Delivery of Services Business Area: These Lines of Business are performed by virtually all agencies.  Each agency on average performs 7 out of 8 of these Lines of Business, totaling an average of 21 agencies performing each Line of Business.

*   For the Internal Operations and Efficiency Business Area:  These "back office" operations are performed by every agency analyzed.  Therefore, the average number of agencies per Line of Business is 24. This overlap illustrates the large opportunity that exists for improving the government's efficiencies both to and for the citizen through cross-agency collaboration.

Process for Identifying Joint Business Cases (Exhibit 300s)

The FY 2004 budget process will give priority consideration to multi-agency IT investments that ensure operational objectives are met, utilize technology that improves decision making, support the Federal Enterprise Architecture Business Reference Model, and ensure that systems and information are secure.  All ongoing projects must undergo an E-Government Strategy Review as part of the agency's capital planning process.  Detailed instructions for performing an E-Government strategy review on existing systems are provided in Section 300.9 of OMB Circular A-11.

As agency IT investment requests are being prepared, agencies should use the Business Reference Model to identify the lines of business that are being improved.  CIO's, building on their Enterprise Architecture work, should then identify the key IT investments that contribute to that line of business.  CIO's should directly, or in conjunction with line of business personnel, review the BRM data to identify other agencies that are performing similar lines of business and compare the investment request to the current or planned capabilities of overlapping agency.

Agency CIO's should ensure that appropriate parties engage in preparing the joint 300.  These types of collaboration also increase an agency's scores on the business cases.   In addition, as indicated in the FY 2003 Budget (Analytical Perspectives, Chapter 22) agencies should use information technology to "eliminate redundant or non-productive IT investments". Consistent with these considerations, OMB will redirect redundant funding requests from agency-specific to cross-agency activities through the budget process as appropriate.

To assist agencies in identifying opportunities for joint business cases, we recommend submission of joint 300s in one or more of the following areas:

*  Projects that support one of the four portfolios (government to citizen, government to business, government to government, and internal effectiveness and efficiency). In addition, we expect to see updated joint 300s for each of the 24 Presidential E-Government Initiatives, prepared by the Managing Partner in coordination with the partner agencies.  For projects that relate to one of the 24 initiatives, agencies should align them as appropriate with the Managing Partner agency; contact Jasmeet Seehra at JSeehra@omb.eop.gov if you have questions about this.

*    Projects that directly support the goals of Homeland Security.

*    Projects that are for common infrastructure initiatives (software,applications, licensing, etc.).

*    Projects tied to cyber-security initiatives.

*   Projects where the Federal Enterprise Architecture Business Reference Model demonstrates that an agency's activities should be aligned with those of another agency in order to serve citizens, businesses, governments, and internal Federal operations.  Our analysis of the Federal Enterprise Architecture also reveals that nearly every agency and department performs the business process and sub-functions for the "Support Delivery of Services" and "Internal Operations/Infrastructure" Business Areas listed in the BRM.  We expect to see joint business cases (300s) that leverage the economies of scale possible in these areas.   For other opportunities, see the "Agency Mapping to the BRM" located at www.feapmo.gov and provided as an attachment to this memo.

OMB will work with you to identify opportunities for joint business cases and to implement the strategy detailed in section 53 and section 300 in identifying cross-agency investments. In order to begin the process of identifying joint business cases we are defining the following milestones:

August 21st - Agencies should use this guidance letter to submit a list of candidate joint business cases for submission for the FY04 budget process. The Candidate List should include the Unique Project ID (from the Exhibit 53), the name of the project, a brief description of the project that identifies the improvements in the business reference model components, and if there are related projects, an explanation of the relationships.

August 23rd - OMB will review and respond to agencies on which projects we would expect to see joint business cases. 

September 9th - Agencies submit joint business cases for the investments with their FY04 budget requests.

If you would like assistance in joining with another agency for an IT investment, submit your Candidate List by August 19th to William McVay at wmcvay@omb.eop.gov. For example, an agency with an on-line report filing initiative undertaken to comply with the Government Paperwork Elimination Act may wish to leverage investments planned by the Business Compliance One-Stop E-Government Program, but needs OMB's assistance in identifying a oint of contact.

I look forward to working together this fall to ensure your success in the FY 2004 budget process.  I and my staff will be happy to meet with agency senior management to discuss IT investment or other issues in the FY 2004 IT capital planning process.  My action officer for questions about this guidance is Mr. William McVay (wmcvay@omb.eop.gov; 202-395-3088).

Attachment: (See attached file: Joint 300 Memo to PMC 8_5_02.xls)

