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Executive Summary
Background
These instructions complement and reinforce the Office of Management and Budget’s (OMB) Circular A-11 Capital Planning Guidance on developing Business Cases for Information Technology programs and projects.   The OMB Business Case template is designed to 1) illuminate how the Information Technology program and/or project contributes to achieving the Department and administration goals and objectives 2) identify all the resources required 3) present the schedule for achieving the objectives and 4) highlight the risks that will need to be managed, mitigated or transferred in order for the investment to be fully successful.  All of the information requested in the Major Information Technology (IT) Business Case and in the additional IT portfolio reporting to OMB should be easily extractable from the project and program management artifacts that are used to justify, document and manage these investments. 
The Major IT Business Case template, originally known as the Exhibit 300,  meets Capital Planning Information Technology data collection needs that are defined in the Federal Acquisition Streamlining Act of 1994 (FASA Title V), the Clinger-Cohen Act of 1996, and updated in the E-Government Act of 2002 and most recently in the Federal IT Reform Act (FITARA) of 2014.  The Major IT Business Case ensures that business cases for IT and other capital investments are prepared and tied to the mission statements, long-term goals and objectives, and annual performance plans developed pursuant to the Government Performance and Results Act (GPRA).  

The Major IT Business Case is a summary document that highlights the key facts.  It is not intended to be a comprehensive business or project plan.  Rather, it provides the information that you and your higher level management need to justify and understand the nature of the investment and its current status.    Properly managed Information Technology programs should have more detailed, supporting information, available upon request.  Nevertheless, properly completed, an Information Technology Major IT Business Case can be used as a one-stop document for providing much of the data required for business cases, IT security reporting, Clinger-Cohen Act implementation, E-Gov Act implementation, Government Paperwork Elimination Act implementation, agency modernization efforts, and project management sufficiency.  
At the Department of Commerce (hereafter called “DoC” or “the Department”), the Major IT Business Case template, hereafter called the “IT Business Case” is used to collect information needed to meet a variety of internal and external  IT, financial, and capital planning reporting requirements.  To meet these requirements, all Information Technology spending (regardless of funding source) is documented in an IT Business Case in the Department’s on-line electronic Capital Planning and Investment Control (eCPIC) system.

Business Case’s Role in IT Portfolio Management and in IT Capital Planning
The Department has established a Capital Planning and Investment Control (CPIC) process to ensure that DoC’s Information Technology (IT) investments --
1) Support the agency’s mission, vision, and goals,
2) Are implemented at an acceptable cost and reasonable time frame, and 
3) Comply with applicable laws and guidance.  
In addition to containing all the IT Business Case questions specified in the OMB Circular A-11, the Department’s IT Business Case template includes the data fields required 
1) To generate the Agency IT Portfolio Report, 

2) To support and verify FISMA and other federal information security reporting and 

3) To meet OMB Exhibit 52 financial system reporting requirements.
The main components of the Department’s CPIC process are monthly CIO Dashboard assessments of the major IT investments, monthly Commerce IT Review Board (CITRB) briefings, periodic TechStat reviews and an annual review of proposed IT budget initiatives.

The Major IT Business Case is used to make both quantitative decisions about budgetary resources consistent with the Department and Administration program priorities, and qualitative assessments about whether the Department’s programming processes and results are consistent with policy, guidance, and project management best practices.
The IT Business Case, along with other supporting material, is used by the OCIO CPIC team and other staff office reviewers to prepare for the review and assessments and to make recommendations regarding an investment’s health.   

A key purpose of many of the reviews is to assess an investment’s readiness to proceed to the next investment phase.  In preparing for these reviews, discrepancies are often found between the latest IT Business Case and the presentation slides that must be submitted in advance of the review session.  A well prepared IT Business Case with specific, current data is taken as a strong indication of a well-managed investment, while an incomplete business case which lacks investment specific details or has out of date information is seen as an indication of a poorly managed investment that may require closer monitoring.

In support of the monthly OMB IT Dashboard submission, the Department conducts a monthly internal CIO assessment and rating of all major IT investments, including all IT infrastructure funding.  The most important source of information for these assessments is the content of the IT Business Case data, especially the cost, schedule, performance, and risk information in the IT Business Case Detail. 

Investments receiving a CIO Rating of Red (on a Green, Yellow, Red scale) or are chronically rated Yellow, are reviewed much more frequently by the Commerce IT Review Board and may be scheduled for a TechStat review which focuses on a specific problem or issue.
In the case of IT investments that are proposed or underway, senior management uses the reviews to help determine if an investment’s funding should be recommended or continued.  For investments that are operational, the reviews assess how appropriate the investment still is and whether it is accomplishing its intended goals.  
Requirements for Keeping the IT Business Case Information Current

All IT funding must be documented in the CPIC IT Business Case.  For “major” IT investments, including all infrastructure investments, the IT Business Case Detail must be updated and submitted at least monthly with the proviso that the data submitted this month is current at least as of the end of the prior month.  

For all IT investments, major and non-major, the entire IT Business Case must be updated at least twice a year 1) in August as part of the Department budget submission to OMB and 2) in December in support of the President’s Budget.  Updates should also be done whenever there are significant changes in the budget or scope of the investment.

Reports and Reviews Supported by the IT Business Case

All funded IT activity is accounted for in an IT Business Case in order to generate the Agency IT Portfolio report, and other reports used to get a comprehensive view of all Commerce IT.   

The information provided in the eCPIC Major IT Business Case template is used to generate a variety of reports used by senior managers to assess the composition and management of IT funding, Full Time Equivalent (FTE) numbers and costs, contracts, and performance results across the entire IT portfolio. 

A financial question is added to the IT Business Case to allow generation of a report used to verify and support development of the annual Exhibit 52 Financial Systems report accounting for all financial system funding and FTE.

Security questions are added to fill information gaps in the CSAM IT security information reporting system and to allow rapid retrieval of information security data to support agency capital planning reviews. 

Definitions
What is Information Technology (IT)?

The definition of IT in the Federal IT Acquisition and Reform Act (FITARA) is

A.  Any services or equipment, or interconnected  system(s) or subsystem(s) of equipment, that are used in the automatic acquisition, storage, analysis, evaluation, manipulation, management, operation, movement, control, display, switching, interchange, transmission, or reception of data or information by the agency; where
B. Such services or equipment are used by an agency if used the agency directly or if used by a contractor under a contract with the agency that requires either use of the services or equipment or requires use of the services or equipment to a significant extent in the performance of a service or the furnishing of a product. 

C. The term “information technology” includes computers, ancillary equipment (including imaging peripherals, input, output, and storage devices necessary for security and surveillance), peripheral equipment designed to be controlled by the central processor unit of a computer, software, firmware, and similar procedures, services (including provisioned services such as cloud computing and support services that support any point of the lifecycle of the equipment or service), and related resources.  
Commerce has applied this to mean that passive, specialized, sensors that only acquire specific types of scientific information (such as wind speed or temperature) are not considered IT for the purposes of the OMB IT budget reporting, while sensors that can or do collect or transmit electronic data, such as radar, are treated as IT assets.  OMB explicitly affirmed that “Antennas” used to receive and transmit data with ships, aircraft, and satellites are Information Technology assets as defined above. 
What is a “Major” Investment?

As stated in OMB A-11, a “major” IT investment refers to an IT investment requiring special management attention because of its importance to the mission or function to the government; significant program or policy implications; high executive visibility; high development, operating, or maintenance costs; unusual funding mechanism; or definition as major by the agency’s capital planning and investment control process.”  The Department CIO, in consultation with the operating unit CIOs, determines which investments are major. This designation is typically established at the time of the initial funding request for an investment.   All IT Infrastructure investments are treated as if they were “major” for internal reporting purposes.  For the large operating units, major investments typically exceed $100M life cycle. However, for smaller operating units, it is common for “major” investments that fundamentally reshape core business processes to have a life cycle total that is far less than $100M.  Major IT investments must complete the entire Major IT Business Case template, including all of the Agency IT Portfolio questions
What is IT Infrastructure?

The term IT Infrastructure is applied to a group defined by OMB Circular A-11 Section 300 to include Infrastructure, Office Automation, and Telecommunications.  These are defined in OMB’s IDC Common Definitions as “… all IT investments that support common user systems, communications, and computing infrastructure.  These investments usually involve multiple mission areas and might include general LAN/WAN, desktops, data centers, cross-cutting issues such as shared IT security initiatives, and telecommunications.” 

For other OMB Definitions see the IDC Common Definitions.
Requirements for Major and Non-Major IT Investments

Which IT investments Requires an IT Business Case?
All planned and actual IT spending, except for national security classified information systems, must be accounted for in an IT Business Case template in the Department’s CPIC system.  
Is IT Infrastructure a “Major” Investment?

Due to the importance of IT infrastructure in helping the Department achieve its mission, all IT infrastructure at the Department is considered a major investment.   Accordingly, the health of all operating unit IT infrastructure investments are assessed monthly based on the same reporting criteria as for other major investments.  To facilitate reporting to OMB, data from the infrastructures co-located in HCHB are aggregated into the major Consolidated HCHB Infrastructure Investment (CHII).  

Is the Major IT Business Case Information Public?
Major IT Business Case Detail information is transmitted monthly to the OMB IT Dashboard.  The Dashboard displays, on a public facing web site, cost, schedule, and performance data as well as information concerning awarded contracts.  In addition, following the release of the President’s Budget in early February, the full Major IT Business Case for each major IT investment is submitted to OMB.  The information submitted is redacted by OMB to avoid disclosing pre-decisional budget or sensitive data.  What has not been redacted is posted to the publicly accessible OMB Dashboard.  Among the information redacted and not for public disclosure is security information, pre-awarded contract information and budget information beyond the budget year. 

Are the Major IT Business Case Submissions Archived?
Every time the Department submits the Agency IT Portfolio Report or the full IT Business Cases to OMB, all the associated IT Business Cases (major and non-major) are archived.  These archived IT Business Cases are accessible as “revisions“(aka versions) of the given IT investment.  Long standing IT investments will have numerous IT Business Case revisions that are stored and easily accessible in eCPIC.  Saving this information creates an official record of the investment’s history which can be quickly accessed by anyone with a web connection and appropriate access rights. 

Which Business Case sections needs to be Completed for Non-Major Investments?

Non-major IT investments complete the following sections – 
Agency IT Portfolio -  all questions

Part I Summary Information and Justification
· Section B:  Description - question 7 (any retired investments), key IPT roles
· Section C:  Life Cycle Costs - all, 
· Section D: Contract/Acquisition Strategy - Contract table
· Supplementary Questions - all (financial system, IT security)
Part II, Business Case Detail 
· Section B: Project Execution Data

· Section C: Risks and Performance Metrics, if an operational system.
Where and how is the IT Business Case Information Entered?
All investment project managers are responsible for entering their IT Business Case information, whether for a major or non-major investment, into the on-line electronic Capital Planning and Investment Control (eCPIC) system.  This system maintains an archive of all previous revisions of the investment’s business case as well as any supporting documents ever uploaded into the eCPIC Resource Library.  For technical guidance on using eCPIC, access the on-line user guide directly from the “Help” module within eCPIC or contact the eCPIC helpdesk at eCPIChelp@doc.gov.
How are the Agency IT Portfolio Reports Generated? 
The eCPIC system uses the data entered in the IT Business Cases to automatically generate a variety of agency wide reports required by OMB.  For these reports to be accurate, all IT spending, whether for major or non-major investments or programs, needs to be documented in eCPIC.  
Supporting Documentation and Artifacts

Is any Supporting Information Required for Major Business Cases?
All of the information requested in the Major IT Business Case should already exist within project specific documentation.  Such information should be up-to-date and readily available upon request.  These documents include:  detailed requirements, a risk adjusted life cycle budget, a project schedule, an alternative analysis, a benefit-cost analysis, a project plan, a project charter including identification of the Integrated Program Team (IPT), investment requirements, a risk management plan including a risk register, an acquisition strategy and contracting schedule, an information security plan including a budget and schedule, a quality assurance plan and performance measurement goals.  
Where are Supporting Project Management Documents Posted?
Documentation required for the Department’s IT Dashboard Review process is submitted to eCPIChelp@doc.gov and stored outside of eCPIC.  Supplementary documents required to support the monthly CIO Ratings Assessment include Risk Register, Project Plan, Quad Chart, and Earned Value Management (EVM) report, if applicable.  A revised project plan must be provided anytime a Performance Baseline Change Request (PBCR) is submitted. All “supporting information” whether or not it is required for submission to the Department, is expected by OMB and GAO to be available upon request.  See the table below for a list of documentation required by OMB for all Major IT Business Cases.
Table 1: Artifacts Required as Part of the CPIC Process

	Required Artifacts
	Schedule for Updating
	Due Date to DoC OCIO

	Artifacts Required for the  Monthly CIO Assessment of Major Investments and Infrastructure components

	Investment Charter
	At inception
	As appropriate

	Requirements and/or WBS to work package level
	At inception and annually if Major changes occur
	As appropriate

	Integrated Master (or Project) Schedule
	At inception, annually and when a PBCR is submitted
	As appropriate

	Risk Register 
	Quarterly 
	January 10, April 10, July 10, October 10  

	EVM Report 
	Monthly 
	The 10th of the month 

	Quad Chart 
	Monthly 
	The 10th of the month 

	Other Supporting Documentation Required for Annual Submission to OMB 

	Risk Management Plan 
	Latest Plan and Register 
	March 8 

	Investment Charter, including IPT
	At the Project level if not available at the Investment level
	March 8 

	Post-Implementation Review Results
	As appropriate
	March 8 

	Investment Level Alternatives Analysis and/or Benefit Cost Analysis 
	At least every 5 years
	March 8 

	Operational Analysis, if applicable
	Annually 
	March 8 

	Documentation of Investment Re-baseline management approvals
	As needed/available
	March 8 


Submission Process Schedule and Workflow
Where are IT Business Case Guidance and Submission Schedules Posted?
Current IT Business Case related guidance is regularly issued to everyone on the Commerce CPIC email list.  Guidance documents including related legislation, CPIC calendar and project management resources are posted to the Department OCIO/IT Policy and Planning CPIC wiki on OMB MAX and, to a lesser extent, the eCPIC Resource Library. 
What is the Schedule for Updating and Submitting an IT Business Case?
The IT Business Case data for major and non-major investments should be updated whenever key information changes, especially for the contract and budget tables.   In addition, for Major investments, the IT Business Case Detail, containing cost, schedule, performance and risk data, must be updated at least monthly, for submission to the OMB IT Dashboard.  
Several times each year all IT Business Cases must be updated to support the Department’s budget submission.  This is required 1) in August for the Department’s annual budget submission to OMB 2) in December for the President’s budget submission and 3) approximately 30 - 45 days following enactment of the current year’s budget appropriation.  


Charts below illustrate the steps involved at the Department of Commerce in preparing and submitting the Major IT Business Case as part of the Department’s annual budget submission to OMB.  
Figure 1: The DoC IT Budget Formulation Process
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Figure 2:  IT Business Case Submission Process
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    Table 2: CPIC CALENDAR
	Deliverables
	Nominal Due Date

	Bureau updates IT Business Cases based on new initiatives and issues summary reports with new IT Initiatives or request for increased funding
	June 1st

	Bureaus are notified of projects/programs selected to brief the ITIRB
	June 8th

	Bureaus submit and update major and non-major business cases and submit all IT funding in eCPIC
	By August15

	DoC CPIC Team submits draft Agency IT Portfolio to OMB
	Last Monday in August

	DoC CPIC Team submits Agency IT Portfolio to OMB
	Second Monday in September

	DoC CPIC Team submits Major It Business Cases to OMB
	Second Wednesday in September

	OMB Issues Passback
	First Monday after Thanksgiving

	DoC CPIC Team submits the final Agency IT Portfolio
	Early January

	DoC CPIC Team submits the final Major IT Business Case submissions
	Early February

	Operating Units update their investments and submit associated artifacts and baseline change requests (BCRs), as applicable
	10th of each month

	The DoC CPIC Team and CIO meet the finalize CIO ratings
	Between the 18th and 21st of each month

	Operating Units update business case detail data as needed based on OCIO comments and recent project progress.
	25th of each month

	DoC CPIC Team submits monthly updates to the OMB IT Dashboard
	By the end of the month


What is the Schedule for Updating the Major IT Business Case Detail Portion of Major IT Investments?
For major IT investments, OMB requires “real time” cost, schedule and performance information for the OMB IT Dashboard.  To support this requirement, the Department conducts a monthly CIO Dashboard assessment due on the 10th of the month with updates due by the 25th.  The information provided or entered in eCPIC by the 10th is expected to reflect activity through the end of the prior month.  All investments are expected to do a second update, as needed, by the 25th of the month. Cost, schedule, and performance data entered on the 25th should reflect any major action (start, completion or schedule rebaseline) through the 15th of the month.   Figure 2: Monthly IT Portfolio Assessment Process shows the monthly OMB IT Dashboard submission process, including the monthly CIO Dashboard assessment, at the Department of Commerce. 

Figure 2: Monthly IT Portfolio Assessment Process
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IT Business CASE: IT Capital Asset Overview and Justification
This document provides instructions on developing Major IT Business Cases that meet assessment criteria established by the Department and OMB.  The document’s sections are consistent with that of the OMB’s Circular A-11, Major IT Business Case.  This document details specific DoC and OMB guidance along with associated assessment criteria.  When available, it also incorporates best practices and lessons learned.  
Business Case template sections
The IT Business Case is comprised of two parts:

· PART I:  Summary Information and Justification
·  PART II:  IT Business Case Detail  
Which are subdivided as follows:

· Part I 
· SECTION A:  GENERAL INFORMATION
· SECTION B:  INVESTMENT DETAIL
· SECTION C:  LIFE CYCLE COSTS
· SECTION D:  ADDITIONAL IT PORTFOLIO QUESTIONS
· SECTION E:  ACQUISITION/CONTRACT STRATEGY
· SECTION F:  FINANCIAL AND SECURITY QUESTIONS
· Part II 
· SECTION A:  GENERAL INFORMATION
· SECTION B:  PROJECT PLAN AND EXECUTION DATA
· SECTION C:  OPERATIONAL DATA
Part I  Summary Information and Justification
Section A:  General Information
Unique Investment Identifier (UII)
This is generated automatically in response to the answers provided to various drop down menu selections:  Example 006-000512000 
Contact the eCPIC Help Desk, eCPIChelp@doc.gov, or 202-482-0277 for assistance in establishing a new investment in eCPIC including generating a new UII.   Section 53 of OMB Circular A-11 defines the UII and Unique Project ID (UPI) codes associated with each investment as summarized below. 
The first 12 digits are the primary key for all investments.

First three digits of the UII are the Department code. 006 is preselected for Commerce. 
Digits 4 through 6 are 000
Digits 7 through 10 are unique identifiers for each Commerce investment.  This four digit code is assigned by the department in concert with the operating unit CPIC lead based on the following schema:
· E-Gov – 0001 through 0050 

· Enterprise System (Department-wide) – 0051 through 0299 

· OS, OGC – 0300 through 0599 

· OIG – 0600 through 0699 

· ESA and BEA – 5000 through 5499 

· BIS – 5500 through 5999 

· Census – 4000 through 4999 

· EDA – 6000 through 6499 

· ITA -- 6500 through 6999 

· MBDA -- 0900 through 0999 

· NOAA – 3000 through 3999  

· NIST, TA/OTP – 7000 through 7299 

· NTIA – 7300 through 7499 

· NTIS – 2000 through 2199 

· PTO – 8000 through 8999 

Digits 11 and 12 – are normally 00.
Unique Project ID    

This is defined and appears on the Agency IT Portfolio.  Example – 24-30-01-25-01-00
Digits 1, 2 “Investment Category” –  24 for E-Gov initiatives, 48 for other multi-agency collaboration,  00 for all others

Digits 3, 4 “Bureau Code” – selecting the operating unit from a drop-down menu generates the appropriate 2 digit code.  In the example above 30 = BIS

Digits 5, 6 “Part of Exhibit 53” –  01 = Mission Delivery, 02 = Infrastructure, 03 = Enterprise Architecture, Capital Planning and CIO functions, 04 = Grants Management Systems, 06 = Grants to State and Locals

Digits 7, 8 “Mission Delivery and Management Support” – the categories are created and assigned by the operating unit in consultation with the Department

Digits 9, 10 “Type of Investment” –  01 = major, 02 = Non major, 03= IT migration investment portion of a larger IT asset that has its own UID, 04 = funding contributed to an investment that is reported out by another partner agency

Digits 11, 12 “Line Item Descriptor” – nature of the line item in the Exhibit 53 structure; 00 = Total investment title line, 04 = Funding source or appropriation 
Section B: Investment Detail
Summary of Investment and Brief Description  
Identify investment benefits, beneficiaries and dependencies with other investments. Provide an investment justification. Describe what the investment is and does, including how it supports Departmental mission objectives, closes a performance gap, or for O&M projects; continues to provide a valuable service. The justification should have sufficient detail to be comprehensive, but it should also be easy to read and to be understood by the general public as this information will be displayed on the OMB IT Dashboard. Be succinct as there is a 2,500 character limit, approximately one page.  The description statement must end with a period, otherwise, the automated OMB system will not accept the data.
What if the investment has not calculated a return on investment (ROI)?

All major investments should have an alternatives analysis that includes an ROI.  While a response is expected for most investments, this is NOT a required Major IT Business Case field as it is understood that some investments, such as IT Infrastructure, may not have an overall ROI.  However, if an ROI reference is provided then an ROI date must also be entered.
Must the investment address a specific legislative mandate, audit finding or presidential directive?  While some infrastructure investments may not address a specific requirement, most major IT investments are likely to address one or more specific requirements.  It is to your benefit to specify what those requirements are.  If there is a "yes" response to any requirement, then you must provide the specific details.   

Must a Web link or Performance Goal code be entered for each requirement met by the investment?

A publicly accessible web link (URL) is required if a legislative mandate, Agency Strategic Plan or Annual Performance Plan,  or Presidential Direction is identified as a requirement.  If the Agency Strategic Plan or Annual Performance Goal is referenced, then a specific ASO or APG code must be entered.  These codes are defined in OMB’s ITDB Data Dictionary – Enumerations which is available in OMB MAX and in the Commerce CPIC Wiki in MAX.   
Do all investments need to identify shared, consolidated, PIV-enabled or cloud based implementation?

Not all investments currently use a shared service or cloud computing or are PIV enabled or use APIs.  However, OMB expects agencies to apply such criteria in helping determine which development, modernization and refresh efforts deserve funding.  

Must all projects be implemented using incremental development?
OMB requires that IT Development efforts for major investments follow an incremental development model.  This means that projects for developing software or services shall deliver a product, or useable functionality, every six months or less.  Useable functionality includes any change to an IT system’s primary purpose that provides new or improved capability to the end user, not including ancillary requirements such as security patching or backup processes.  In addition, to ensure timely and accurate verification of the status of major development efforts, the Project Activity table should include planned start or end dates of activities with tangible deliverables (but not necessarily useable functionality) every three months.  In fulfillment of the OMB requirement that the CIO certify incremental development, the Project Manager, bureau CIO or other high level government official shall issue an email or other time stamped document confirming successful delivery of each incremental development activity.
Are all investments expected to have URL links for APIs, publicly accessible datasets, social media, or other forms of public transparency?

Investments are not required to have URL links.  However, such linkages are indicative of an investment whose goals support the strategic direction promoted by OMB and therefore are presumably more likely to receive favorable funding consideration.   
Is it required to provide a date for the Charter establishing the required Integrated Program Team? 

If an IPT or project charter has not been completed, enter the date when it will be completed.  Any future completion date may not extend more than one year past the submission date.

Does someone need to be identified for every Integrated Program Team (IPT) position listed? 

For major IT investments, identify a dedicated and qualified (see description below) program manager. The Program Manager, Business Process Owner, and Contract Specialist must be government employees. The IPT should also include an IT specialist and a security specialist (as specified in the OMB A-11 Capital Planning Guidance).  For non-major investments identify, at least, a qualified (FAC P/PM Certified) project manager and contract officer. The project manager should be assigned to only one investment to ensure appropriate management and contract oversight.  Any backup person to a given position, such as a Deputy PM, must be entered under the “Other” category.  There is no limit to the number of “Other” entries.  As described in more detail below, OMB only gives artifact submission access rights to people who are listed in the IPT table. Excluding the ‘title’ “Other”, if two people in the Business Case’s IPT table have the same title then the OMB system will NOT grant one or both permission to submit investment artifacts to OMB’s DataPoint site.  
What are the required qualifications for an IT Project Manager?

The qualifications required for a program or project manager are related to the complexity and size of the investment.  A “qualified” program or project manager per DoC and OMB policy is a federal employee who has Federal Acquisition Certification (FAC) for Program and Project Managers (P/PM) at the “entry”, “mid-level”, or “senior” level, depending on the size and criticality of the program/project.  If the program is designated as “major”, its’ PM must be FAC-P/PM senior level certified and also have earned IT Specialization (see CAM 1301.671 and OMB/OFPP Memorandum, Revisions to the Federal Acquisition Certification for Program and Project Managers, December 16, 2013).  Analogously, a project manager in a major program must have a minimum of FAC-P/PM mid-level certification with IT Specialization. The program and project managers of all major IT investments must have the minimum appropriate FAC P/PM certification and IT Specialization or have received a temporary waiver of up to a year from the Senior Procurement Executive (SPE) (see CAM 1301.671) while they pursue the necessary training.  FAC P/PM certification is approved by the SPE in the Commerce Office of Acquisition Management (OAM).  IT specialization is vetted by the OCIO and approved by the SPE.  
Can only people identified in the IPT Submit Artifacts to OMB?

OMB requires the submission of a variety of artifacts for all major investments.  While these artifacts may be submitted at any time, they must be up to date as of mid-March.  The major investment project managers are responsible for submitting the required documentation directly to OMB’s Datapoint.  OMB provides access rights only to people who are identified in the IPT table of the given investment.  To add non-project team members to the IPT identify their IPT Member Role as “Other” and their title as IT Investment Lead or IT Investment Planner or something similar but unique. 
What supplementary documentation is required to support the Major IT Business Case?

OMB A-11 Section 300 states that all major IT investments shall “Develop, maintain, and submit the following investment documents and artifacts.”  And will “Provide updated versions (including date of last update) as significant changes are made or as available throughout the investment’s lifecycle: “
· Risk management plan; 

· Investment charter, including IPT; 

· Investment-level alternative analysis and benefit-cost analysis; 

· Operational analyses (for operational or mixed life cycle systems); 

· Post implementation review results (investment level or project-specific); and, 

· Documentation of investment re-baseline management approval(s). 

How and to where are the supplementary documents submitted?

In order to have access to submit supplementary documents to the OMB IT Dashboard, your name must be in the investment business case’s Integrated Project Team (IPT) table.  Except for the position titled “Other” each position must have only one name associated with it.  
Section C:  Life Cycle Costs
 Table 3:  Summary of Funding Table

	Investment Type
	Definition

	Planning
	Preparing, developing or acquiring the information you will use to: design the asset; assess the benefits, risks, and risk-adjusted costs of alternative solutions; and establish realistic cost, schedule, and performance goals, for the selected alternative, before either proceeding to full acquisition of the capital project or useful component or terminating the project. Planning must progress to the point where you are ready to commit to achieving specific goals for the completion of the acquisition before proceeding to the acquisition phase. Information gathering activities may include market research of available solutions, architectural drawings, geological studies, engineering and design studies, and prototypes. Planning may be general to the overall investment or may be a useful component of a project. Depending on the nature of the project, one or more planning components may be necessary. (OMB A-11 Section 300)
Planning must progress to the point where you are ready to commit to achieving specific goals for the completion of the acquisition before proceeding to the acquisition phase. Information gathering activities may include market research of available solutions, architectural drawings, geological studies, engineering and design studies, and prototypes. Planning is a useful segment of a capital project (investment). Depending on the nature of the investment, one or more planning segments may be necessary. 

	Full Acquisition, also known as Development, Modernization and Enhancement (DME)
	All costs from whatever source for projects leading to new IT assets/systems and projects that change or modify existing IT assets to: substantively improve capability or performance; implement legislative or regulatory requirements; or to meet an agency leadership request. Capital costs as part of DME can include hardware, software development and acquisition costs, COTS acquisition costs, government labor costs, and contracted labor costs for planning, development, acquisition, system integration, and direct project management and overhead support. (OMB A-11 Exhibit 300)

	Operations & Maintenance also known as Steady State
	O&M is the phase of an asset in which the asset is in operations and produces the same product or provides a repetitive service. Operations and Maintenance (O&M) is synonymous with “steady state.” (OMB A-11 Section 300)

 The activities associated with this investment are related to the performance of routine, preventive, predictive, scheduled, and unscheduled actions aimed at preventing equipment failure or decline with the goal of maintaining efficiency, reliability, and safety.


Does the budget include the full life cycle cost? 
The Summary of Funding covers the full approved life cycle budget for the investment.  This includes budgeting for all government and contractor personnel as well as system operation, maintenance and disposal costs.  Where showing the full life cycle is not appropriate, namely for continuing operations, show funding through at least Budget Year (BY) plus five years out. 
Should amounts be entered in thousands of dollars? 
All tables in eCPIC record amounts in thousands of dollars. Summary of Funding (SoF) totals are automatically converted to millions of dollars upon export to the Agency IT Portfolio.

What do the column titles PY, CY, and BY mean?
PY= Prior Fiscal Year; CY= Current Fiscal Year; BY= Budget Year.  
Do not attempt to move the funding in the eCPIC Major IT Business Case between the columns to reflect the next budget submission since every August, eCPIC automatically moves the PY, CY, and BY titles up one year.  This ensures that the titles are consistent with those used in the Department budget being prepared for submission to OMB.  
Should all funding be accounted for even if it was not directly appropriated?
Identify all funding received from all sources, direct, indirect, transfer, reimbursable (for current and past years), revolving and funding requested.  Identify all resources (people and funding) that the program or project manager has available for meeting all of their IT program needs.  Include funding transferred from other budget accounts.  Funds identified in this table must correctly ‘foot’ with the Major IT Business Case Detail Project Table. For example, the current year total of the project and activities table, at a minimum, accounts for all Summary of Funding “Planning Costs” and “DME Costs”.  

What is the basis for entering funding information for an investment that depends on expected revenues or fees?
Enter your best planning estimate and revise later based on ‘actuals’. 

What are budgetary resources and outlays?
Budgetary resources represent the funding appropriated or budgeted for that fiscal year.  Outlays refer to when funds are or are expected to be expended.  Outlay information is not required on the Summary of Funding table.
Are staff and contractor costs included in the project funding total?
Include all personnel, government and contractors, working on or involved with managing the IT investment.  In calculating FTE amounts include their full cost, namely salary, benefits, and directly ascribed overhead.  

What are FTE and where are these costs entered?
Full time equivalents or “FTE” refers to Federal government staff.  Federal personnel costs are included in the rows designated “Planning Govt. FTE Costs,”  “DME Govt. FTE” and ”O&M Govt. FTE Costs.”  FTE costs include the proportion of time spent by any federal personnel in managing, developing, implementing or maintaining the IT investment.  FTE costs cover salary, benefits, other compensation and any assigned overhead rate. 

The FTE funding amount must be consistent with the FTE number provided in the FTE table.   A grand total of FTE and all non-FTE funding appears in the last row of the Summary of Funding table.  

Should all Government Staff be Counted in the FTE table?
The number of FTE identified in the FTE table must account for all the FTE funding entered in the budget table.  At a minimum, account for all staff that spend at least 25% of their time on the investment.  FTE can and should be entered to at least .25 accuracy.  The total FTE identified across all of an operating unit’s Major IT Business Case FTE tables must account for all government staff in that operating unit working on IT.  

Should the Summary of Funding Table ever be updated?
Update the Summary of Funding table as needed to reflect changes in funding as a result of OMB Passback, enacted appropriation, approved transfers or a reprogramming. Document any changes in the Summary of Funding Table BCR/text box.  If, for example, the enacted appropriation differs from the President’s Budget, update the Summary of Funding Table and explain the changes in the baseline change question that appears after the table.
Does the Funding Sources Table include all financial sources?
Identify all sources of funds including estimated reimbursables and transfers from other programs. The annual total and annual DME/Steady State breakout on the funding source table must be fully consistent with the Summary of Funding table subtotals.  In eCPIC, an icon on the top right of the table brings up a reconciliation table which confirms if the Funding Source table’s annual breakout is consistent with the Summary of Funding table amounts. 

How is reimbursable funding identified on the Funding Source table?

If funding is from another agency and earmarked for an IT investment, mark the funding as “Not” internal. Funding source amounts designated this way appear under the “contribution” column on the Agency IT Portfolio.  If outside funds go into a general account, such as “NTIS Fees,” that funding source is considered “internal”. 

How do you identify the current Funding Source Account?
Use the pick list in the Funding Source table to identify each funding account name and number.  If a funding source is not on the pick list, alert the CPIC team so they can add the appropriate account information to the funding source pick list.  
How do you account for funding transferred to another agency?
Report IT funding that DoC sends to another agency as a transfer account on the funding source table. All IT funds transferred out must be reported in the Commerce Agency IT Portfolio and Major IT Business Case. If the recipient agency is the managing partner of that investment then that agency, not DoC, is responsible for maintaining the Major IT Business Case.  For the investment's unique identifier, use the 4 digit UID provided by the lead agency.  Enter "04" in the project's UPI to identify this as a partnership contribution to another agency.
Who should complete the Provisioned Services table?

Every operating unit needs to account for all its current and planned provisioned services spending including for the Cloud.  For more information about the Provisioned Services table, see the section below titled Agency IT Portfolio Report.
What is included in the IT Infrastructure Spending table?

This only applies to funding for investments that are explicitly defined as infrastructure.  For more information see the section below titled Agency IT Portfolio Report. 
Section D Supplemental Questions  
Who uses this information?
This section includes data fields that are in the Agency IT Portfolio report.  All the information provided in this section is required to complete this semi-annual submission to OMB. 

How many BRM Mappings need to be listed?

Major investments need to list at least two and preferably four secondary BRM Mappings.  If you are uncertain as to which is an appropriate mapping please consult your operating units Enterprise Architect.

What is Cross Boundary Information Sharing?

If the investment supports reusable, standardized information exchanges, agencies must indicate which of the following were used: 

1. National Information Exchange Model (NIEM) 

2. Universal Core (UCORE) 

3. eXtensible Business Reporting Language (XBRL) 

Contact your Enterprise Architect if you have questions about this.
What is Information Sharing, Access and Safeguarding?
This relates to investments that have a defined role in one of the named IT Security programs.
Section E: Acquisition/Contract Strategy 
In what units is the funding entered?

Enter all funding in thousands of dollars.
Does the table include all past, present, and planned contracts?
Include all current and planned contracts.  Completed contracts should be removed. When entering planned investments, fill in known data elements, other fields can be left blank.  When an acquisition is complete, select “Omit Synchronization” in the far right column, otherwise this will generate an “invalid error” on the OMB Dashboard.
Should MOU, IAAs and other inter government agreement be listed?

Enter all agreements for procuring goods and services regardless of source, including those secured from other agencies.   While this is useful information for internal planning, OMB only wants to publish formal procurement.  Therefore, mark MOUs, IAAs and similar agreements as “Omit Synchronization” so that they do not get submitted to OMB.
Should Cloud and other Provisioned Services be identified?

Yes, all cloud and provisioned services, regardless of source, should be entered in this table and the associated funding included in the “Provisioned Service Spending” table that appears at the end of the Life Cycle Cost section.  
Won’t entering future contract information jeopardize market competition?
While OMB has said that future acquisitions will not appear on the publicly available side of OMB’s IT Dashboard to be safe mark all unawarded contracts as “Omit Synchronization”.  This ensures that they will not be submitted to OMB.  Once the “future” expected award date has passed, update the contract table data to indicate either the actual award information or a revised award date.

How is the amount calculated for current and planned contracts?
Total Contract Value is based on estimated base contract costs and all anticipated option years.   All dates, dollar values, and other information are best available estimates for contracts not yet awarded.  
How do you account for a contract that supports more than one IT investment?
Where appropriate, identify the specific task order assigned to each investment to avoid double counting.  
Do all fields need to be filled in?
Because data can be auto-populated from other sources with valid IDV, PIID, and Solicitation numbers, certain fields are not required for IT investments.  For specifics see notes 1 and 2 below the following table.

Table 4:  Contract Strategy Table
	Field
	Data Description
	Optional for Awarded Contracts?
	Contract/Task Order

	Contract Status
	(1) Awarded, (2) Pre-award Post-solicitation, (3) Pre-award Pre-solicitation
	
	

	Contracting Agency ID
	Required only if the contracting agency is different than the agency submitting the exhibit.  Use agency 4 digit code as used in FPDS.
	
	

	Procurement Instrument

Identifier (PIID)
	This must match the equivalent record in USASpending.Gov www.usaspending.gov/learn#a2 
	
	

	Indefinite Delivery Vehicle (IDV)

Reference ID
	Required only for IDVs.  If either IDV field is filled in then both must be filled in. See www.usaspending.gov/learn#a2
	Y
	

	IDV Agency ID
	This is a code for an agency, but it does not necessarily represent the agency that issued the contract. Instead, it serves as part of the unique identification for Federal Procurement Data System IDV records. (see https://www.fpds.gov/fpdsng_cms/ ).
	Y
	

	Solicitation ID1
	See www.fbo.gov
	Y
	

	EVM Required
	Y/N
	
	

	Ultimate Contract Value
	Total Value of Contract including base and all options.  Enter amount in thousands of dollars
	Y
	

	Type of Contract/Task Order (Pricing)
	See FAR Part 16.  Can be fixed price, cost, cost plus, incentive, IDV, time and materials, etc.
	Y
	

	Is the contract a Performance Based Service Acquisition (PBSA)?
	Y/N.  Indicates whether the contract is a PBSA as defined by FAR 37.601.  A PBSA describes the requirements in terms of results rather than the methods of performance of the work.
	Y
	

	Effective date
	MM/DD/YYYY Actual or expected Start Date of Contract/Task Order, the date that the parties agree will be the starting date for the contract’s requirements.
	Y
	

	Actual or expected End Date of Contract/Task Order1,2
	MM/DD/YYYY
	Y
	

	Extent Competed1
	(A) Full and open competition (B) Not available for competition (C) Not competed (D) Full and open competition after exclusion of sources (E) Follow-on to competed action (F) Competed under simplified acquisition procedures (G) Not competed under simplified acquisition procedures (CDO) Competitive Delivery Order (NDO) Non-competitive Delivery Order
	Y

	

	Contract Description 
	Name the vendor along with a brief description of the goods or services bought (for an award) or that are available (for an IDV).  Avoid acronyms unless they are universally known.  www.usaspending.gov/learn?tab=FAQ#2 

	Y

	


1 Assuming the PIID or IDV PIID match with USAspending.gov, these data elements will be automatically populated in the OMB IT Dashboard for awarded IT acquisitions 
2 Assuming the PIID, IDV PIID, or Solicitation number match with USAspending.gov or FedBizOpps this data will be auto populated for awarded and pre-award, post-solicitation IT acquisitions.
What happens if the identifying data is not entered correctly?
If the combination of fields for each contract record is not a one-to-one exact match, the OMB Dashboard cannot verify the procurement and will display “Error: A matching record is not available in www.USASpending.gov.”  
Is it required to have earned value on all contracts? 
DoC contracting assumes that Earned Value Management (EVM) is required for all DME contracts.  EVM is not required for O&M investments.  O&M status is a reason for not including EVM.  Another possible reason for the omission is that the acquisition uses another agency contracting vehicle that does not include EVM.  

DoC requires the use of EVM for all major IT investments with resources (contractor, FTEs, and Working Capital Funding (CF)) allocated to the Development phase (synonymous with OMB’s “Acquisition” phase) of the system lifecycle.   Regardless of circumstance, if a contract listed on the Major IT Business Case table does not contain an EVM requirement then an explanation must be provided.
Section F. Financial and Security Questions:  

To which investments do the Financial and Security Questions apply?

These questions apply to all investments, major and non-major.

Where are the Financial and IT Security questions located in the eCPIC IT Business Case template?

These questions are located at the end of the first Part of the IT Business Case.  

Financial Questions:

Should all investments calculate what percent of system cost is for financial accounting?

No, this question is to support the annual Exhibit 52 Financial Systems inventory.  It only applies to systems that have a primary purpose of being an accounting system. In some cases this represents 100% of the systems cost.  In other cases the accounting system portion may only represent a portion of a grant, acquisition or personnel system investment. 

IT Security

What if one Major IT Business Case encompasses multiple Security Systems?

For an investment in operation, identify all the security systems (as denoted in FISMSA, such as NOAA004) associated with this investment.  

What if the system is in development and therefore has no Security system number?

Every system must plan for security.  If the system is not yet in operation, identify in the “Development System” text box when the system security will be completed and when the project or system will be operational.  

What Security Information is required for DME programs?
DME programs are by definition work-in-progress.   Enter the dates in eCPIC for IT security completed when the system development lifecycle milestone has been achieved.   We are looking for the System Name, System Impact Level (FIPS-199 for low, moderate or high), the completion date of the IT Acquisition Checklist(s), and the ATO certification date.

What Security Information is required for O&M Programs?
For O&M programs we are looking for the System Name, the System Impact Level (FIPS-199 for low, moderate, or high), the date of the most recent Vulnerability Scan (which needs to be conducted at least quarterly), and date of the most recent Annual Recertification, performed in accordance with RMF Continuous Monitoring, which needs to be conducted annually.

Does any security information need to be provided for system hosted in a Cloud?
If an investment system(s) are managed by an external Cloud provider, the DoC system owner is responsible for verifying quarterly vulnerability scans.  Under “IT Acquisition Checklist,” enter the date of the last quarterly vulnerability scan i.e. Vulnerability – 3/25/2016.  If minimal or no security funding is indicated because this amount is built into the cloud maintenance total, state this in the “Security DME (or O&M) reporting comment field.

Part II IT Business Case DETAIL 
The Major IT Business Case Detail is used to provide budget execution data (cost, schedule and risk) as well as risk and performance metric data for the operational portion of investments. 
Section A: General Information

Enter basic information about the investment.

Section B: Project Plan and Execution Data 
Projects (Table B.1)
What is the definition of a project?
A project is a temporary endeavor undertaken to accomplish a unique product or service with a defined start and end point and specific objectives that, when attained, signify completion. Projects are undertaken for development, modernization, enhancement, disposal, or maintenance of an IT asset.
Maintenance activities that follow agency defined project management methodologies should be managed and reported as projects. Examples of maintenance projects include operating system upgrades, technology refreshes, and security patch implementations. 
Should projects be entered for the entire investment life cycle?
To the extent possible provide project information for the full life cycle.  However, at a minimum, list all projects scheduled through the end of the budget year including planning, DME, and maintenance projects.  This information should be updated as appropriate.  The data for completed projects is always maintained in this table; do NOT delete it.
Must the Project total be consistent with the Summary of Funding amounts?
All project costs must be included in and be consistent with the Summary of Funding (SoF) table amounts.  At a minimum, the project total must include all DME funding from the SoF table.  However, since not all investment funding is for a project and project and activity amounts are based on outlays, while Summary of Funding is based on appropriations, therefore, there will usually NOT be a direct equivalence by year.
What is the schema for creating a Project ID and how does this relate to the Structure ID?
The Project ID is an agency-specified number that uniquely identifies the project within the investment.  See the table below for the recommended format for composing the Project ID.  eCPIC uses the project ID as the first component in automatically generating a Structure ID.  The Structure ID is a unique identifier that the eCPIC system uses to link projects with their associated activities.  
Are the Structure IDs or Project IDs editable?
Since the Structure and Project IDs are related and form a unique link to activities they should not be changed.  Changes to either one will likely cause multiple errors on the OMB Dashboard and prevent updates to all the associated projects and activities.  If one of these must be changed please contact the eCPIC Help Desk for assistance. 
Can more than one Project have the same Project Manager?
While a Project Manager can only be assigned to one major investment, a PM may lead more than one project (as identified in the Major IT Business Case Detail Project table) within a single investment.  
Can the Project associated with an OMB ID be changed?
The OMB ID is assigned by the OMB Dashboard.  Changing the descriptive information associated with this ID will corrupt the database and prevent any updates to the OMB Dashboard.  If you feel that an ID change is needed contact the eCPIC Help Desk for assistance. 
 Table 5   B. 1 Projects Table
** If changes are made during the current reporting month in any of the columns marked with asterisks (**), OMB requires that an explanation be provided via the rebaseline template.  Without an explanation, the change will not be accepted by OMB.  All such changes must first be approved by your agency CPIC Representative.
	Field
	Data Description

	OMB ID**
	A unique code automatically generated by the system and should not be touched.

	Project ID**
	A ten digit number that uniquely identifies the project within this investment using the following sequence: first 4 digits is the unique 4 digit investment code, next digit is for project stage P for planning, D for development, M for maintenance, O for operations;  next two are for the starting fiscal year of the project, next three are a sequential number such that the first project is 001 and the 100th is 100, e.g. 1111D13002

	Project Name**
	Name used by agency to refer specifically to this project

	Project Description**
	Description of project functionality or purpose. 

	Project Start Date**
	Planned start of project.  This date can change only due to an approved rebaseline to the Project’s B.2. Activity start dates.

	Project Completion Date**
	Planned date of completion.  This date can change only due to an approved rebaseline to the Project’s B.2 activity end dates.

	Project Lifecycle Cost**
	Total cost of all activities related to this project as described in OMB Circular No. A-131. (in $ thousands) 

	PM Name
	Project Manager name

	PM Level of Experience
	The years of applicable experience or the status of certification. Available selections include: 1) FAC-P/PM(DAWIA-3)– Senior 
2) FAC-P/PM(DAWIA-2)– Mid-Level 
3) FAC-P/PM(DAWIA-1)– Entry Level 
4) Other certification with 4 or more years PM experience (within the last five years) 
5) Other certification with between 2 and 4 years PM experience (within the last five years) 
6) Other certification with less than two years PM experience (within the last five years) 
7) No certification, but with 4 or more years PM experience (within the last five years) 
8) No certification, but with between 2 and 4 years PM experience (within the last five years) 
9) No certification, and with less than two years PM experience (within the last five years) 

	PM Phone
	Enter the phone number of the Project Manager

	PM Email
	Enter the email address of the Project Manager

	Include in OMB Dashboard
	The data for the rows marked “Synchronize” will be sent to the OMB dashboard. Data for the rows marked “Omit Synchronization” will not be sent to the OMB Dashboard.  Omit synchronization should be used for out year information that is very preliminary and for operations costs as the Dashboard expects Table B.1 data to only include project costs. (Reference: DoC)


Activities (Table B.2)
Must there be an Activity for every Project?
Every Project must have one or more activities and every activity must be associated with a project.  Activities should be reported to at least the third level of the Work Breakdown Structure per OMB A-11.
Must the timeline and budget of Activities be consistent with a Project’s life cycle?
Since “activity” is by definition a subset of a project, the earliest start date, latest end date and total funding for all activities associated with a project must be the same or within the lifecycle duration and cost of that project as defined in the project table.  If there is only one activity associated with a project, then that activity's planned start date, stop date and cost must be the same as the associated project. 
For how many years out should Activities be entered?
Activities should be reported for the full life cycle.  If that is not practical due to lack of out year specificity, then activities must at a minimum provide the details behind the official Budget Request to the Department, OMB and the President, namely CY and BY.  

Can prior Activity information be deleted?
Historical data is not normally deleted.  Activity table data represents an official record of the investment’s project history and is maintained in eCPIC (and on the OMB Dashboard).  Even if the investment is no longer defined as a “major,” the activity table data is maintained.   If some data is incorrect or no longer valid, contact your operating unit CPIC representative for approval before entering the proposed change.
What is the maximum duration for Activities entered in this table?
In line with modular development principles and the incremental development model, activities should be structured to provide usable functionality in measureable segments that complete at least once every six months or more often, as described in the 25-Point Implementation Plan to Reform Federal IT.  To verify investment progress and promote transparency, one or more of an investment’s activities should be starting or completing every two to three months through the current year. 

Should an Activity have a tangible, measurable accomplishment?
To the maximum extent possible, activities should identify tangible, verifiable results.  This can range, for example, from completion of a requirements document, to the accepted installation of a system at a specified number of sites.  If the activity name is generic such as “Phase 3” then, in the description field, identify specific functional deliverables; for example -- "deploy at 10 sites", or "expand to 1 Terabyte".
Who certifies that an Activity has been completed?

FITARA (831.B.ii & 832.B.i) requires that the agency CIO certify that increment development has been adequately implemented.  To fulfill this mandate in our delegated IT governance structure, each Major investment project manager or higher level accountable official, shall issue a time stamped written record, such as an email to the operating CIO, confirming the name and date of each activity’s completion.  Such records will be archived and available upon request. To ensure appropriate accountability, this attestation must be from a government staff person and not from a contractor or group mailbox.     
What if an Activity has no cost?
The OMB IT Dashboard will not accept zero cost activities. If a major milestone has no associated costs enter the cost as .001 however, as a general rule, all activities should be associated with a cost.  
How should future planning activities be identified?
If a project or activity does not yet have a firm baseline then it is appropriate to identify “Planning package” as an activity. This must be for a specific dollar amount and a duration of six months or less in accordance with OMB guidelines and project management best practices.  The outcome of a planning package is the development of a specific plan with defined work packages i.e. tangible activities with specific cost and duration.  For a large project not yet fully defined as is common especially when using the agile development, it is recommended to break the project into large discrete pieces.  A common breakout would be preliminary design, development, testing and installation.   At the end of the Preliminary design phase it would be appropriate to rebaseline or further elaborate on the project's subsequent phases/activities.
When should an activity’s “initial", and "projected” dates and amounts be entered?
Projected start date, completion date and amount must be entered at the same time the planned baseline is first entered.  The same holds true for "initial" information.  
When should “initial baseline” data be entered?
Enter initial baseline data whenever you first enter activities for that fiscal year.  While the “Initial baseline” columns do not appear in the regular, default view of the Activity table, these columns do appear as part of the BCR modules default view.  If, subsequently, activities are reorganized and an initial baseline activity is no longer part of the project, do not delete but rather select omit synchronization and/or move the initial data alongside the new/revised activity.
When should “Actual” dates and costs be entered?
Actual costs and dates should be entered in the activity table as soon as the event occurs.  Sometimes costs are incurred many weeks before they appear in official accounting reports.  In such cases, make a best estimate and update the data monthly.  OMB expects that the Actual start and completion date information sent to the OMB IT Dashboard towards the end of each month is current.   As for Actual costs, this information is sent to the OMB IT Dashboard only after the “Is Complete” box (found to the right of the Actual cost column) is checked.  Up to that point only the “Projected” cost is submitted to OMB.  Delays of three months or more in entering actual cost data beyond the "Actual" completion date will raise questions as to the credibility of "project completion" and/or the quality of the investment's cost accounting system.
Should Operational milestone be entered in the Activity table?

The Activity table is designed to capture and report on projects.  If the milestone represents normal operations it can be entered in the table but it should NOT be reported to OMB as all submitted Activity data is assumed to represent projects.  To prevent submission of an operations activity to OMB, select “Omit Synchronization” in the far right column of the activity’s row.
If project plans change, how can the Major IT Business Case Detail Projects and Activities tables be amended?
All the activity fields with a “Lock” icon in the column header can only be changed through the baseline change request (BCR) module.  See BCR guidance for detailed instructions on preparing a baseline change. Submit a baseline change as soon as proposed changes are ready.  The Department CIO reviews and approves BCRs for major investments, while BCR review and approval for non-major investments is the responsibility of the operating unit CIO.  Note, though, that even for non-majors, retroactive active changes are not permitted without department review i.e. history cannot be rewritten.  
What edits can be done to the Activity directly without opening a Baseline Change Request? 
Changes to the Current Baseline require using the Performance Baseline Change Request (PBCR) module (see the PBCR guidance below). However, the “projected” and “actual” columns for start date, end date and cost can all be edited directly.  The activity description field can also be modified.  However, changes to the activity description field will only be accepted by the OMB IT Dashboard if an explanation is provided in the “OMB Rebaseline Information” text box.  However, if you only need to reword an Activity name or description (without changing its meaning), the eCPIC Help Desk can make this cosmetic change on your behalf (and do the necessary documentation) without forcing the project manager to go through the formal BCR process. 
Can “Actual” Data be modified? 
Actual start and completion dates should be entered as soon as possible after the event.  Once entered, they are submitted to the OMB IT Dashboard.  Actual cost should be an estimate to date.  “Actual cost” data is only submitted to the OMB IT Dashboard after the “Is Complete” box on the far right is checked.  If an “Actual” date or cost previously submitted to the OMB Dashboard is later modified, that requires an explanation on the Department’s quad chart as well as in the OMB Rebaseline information textbox noted as “Correction” for OMB Rebaseline type.  A change to “Actuals” will be accepted by the OMB Dashboard only if this explanation and “Correction” type are entered. 
Table 6 B. 2 Project Activities
** If changes are made during the current reporting month in any of the columns marked with asterisks (**), OMB requires that an explanation be provided via the rebaseline template.  Without an explanation, the change will not be accepted by OMB.  All such changes must first be approved by your agency CPIC Representative
	Field
	Data Description

	Milestone Number (locked) 
	Enter numbers in sequential order i.e. 1,2,3,4.

	Project**  (locked)
	Name used by agency to refer specifically to this project.  This is automatically generated when the project associated with the activity is selected via the pick list.

	Activity Name**  (locked)
	A short description consistent with the critical steps within the agency project management methodology which identifies the expected result
“Child” activities may be grouped into “Parent” activities to reflect the work breakdown structure (WBS) the agency uses to manage the investment. If a work breakdown structure is not used by the agency, please report the relationship between parent activities and child activities in “Structure ID” using this method. This number identifies the activity level i.e. 1, 1.1, 1.1.1.
If any of a parent activity's child activities occurs in the current fiscal year, then all child activities of the parent activity must be reported regardless of their timing. This is to ensure that a complete view of the parent activity is available.

	Activity Description**
	Describe what work is accomplished by this activity 

	Structure ID**
	Planned date of completion of in-progress projects or actual completion date of projects which have completed (may be after budget year or of completion date of activities listed in activities table B.2). 

	Key Deliverable/Usable Functionality**
	Indicate whether the completion of this activity provides a key deliverable or usable functionality. This should only be provided for activities which do not have a child activity. Use this field to demonstrate this investment’s alignment with the modular development principles of the 25-Point Implementation Plan to Reform Federal IT. 

	OMB ID **
	A unique code automatically generated by the system and should not be touched.

	Milestone Type
	Indicate if activity is part of Development (DME) or Steady State (aka O&M) stage

	Agency EA Transition Plan Milestone ID 
	Optional

	 Initial Baseline – Planned Start Date  (locked)
	Once entered at the start of an investment this data is fixed.

	Initial Baseline – Planned Completion Date  (locked)
	Once entered at the start of an investment life cycle this data is fixed.

	Initial Baseline – Total Cost  (locked)
	Once entered at the start of an investment life cycle this data is fixed.

	Current Baseline –Planned - Completion Date**  (locked)
	The planned start date for this activity. This is the baseline value. 


	Current Baseline –Planned - Completion Date**  (locked)
	The planned completion date for this activity. This is the baseline value. 

	Planned - Duration (Days)
	Automatically generated

	Planned - Duration (Hours)
	Optional

	Current Baseline –Planned – Total Cost** (locked)
	The planned total cost for this activity. This is the baseline value. 

	Current Baseline –Projected – Start Date
	When activity has not yet started, enter current planned start date of the activity. If the best estimate of actual results differs from the baseline plan, enter this revised information under “projected”.

	Current Baseline –Projected – Completion Date
	When activity has not yet completed, enter current planned completion date of the activity. If the best estimate of actual results differs from the baseline plan, enter this revised information under “projected”.

	Current Baseline –Projected – Total Cost
	When activity has not yet completed, enter current planned total cost of the activity. If the best estimate of actual results differs from the baseline plan, enter this revised information under “projected”.

	Actual Start Date
	When activity starts, enter actual start date here. 

	Actual Completion Date
	When activity ends, enter actual completion date here. 

	Actual Total Cost
	When activity ends, enter actual total costs for the activity here.

	Is Complete
	Actual cost data will not be submitted to OMB until the “Is Complete” box is checked.  

	Include in OMB Dashboard
	Normally all activities are included in the Dashboard. However, If an activity is purely operations or the activity has been replaced and therefore would result in double counting, it may be appropriate to select that row for “Omit”.  You must get approval from your CPIC representative before marking an activity “Omit”.


Note: Locked fields in eCPIC have this symbol 
[image: image4.png]
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Figure 4: Baseline Change Request (BCR) Process
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Performance Baseline Change Request (PBCR) 
Is there any detailed guidance on when and how to “Rebaseline?”

Detailed instructions on when and how to rebaseline is in the Rebaseline guidance that is posted to the OCIO/CPIC web site. 
What is considered a “Rebaseline”? 
There are two distinct concepts that are easily confused, that are both called “rebaseline” by OMB:
1)  General OMB concept of Rebaseline:  When we do the monthly OMB submissions, there are certain data fields that, if changed, require an explanation.  These fields occur in the Projects table (B.1), the Activities table (B.2) and the Operational Performance table (C.1), and are identified by the "**" next to the name in the column header.  If any of these change, an explanation is required by OMB.
 2)  Performance Baseline Request (BCR):  This applies exclusively to data in the B.2 Activities table.  The BCR is the only way Planning cost and schedule information can be changed.  In the B.2 table, the data items identified with a padlock icon can only be changed by creating a BCR and submitting it to DoC for review and approval. 
What is the basic information required to enter a rebaseline request?
All changes to asterisked fields are justified in a Rebaseline explanation that includes at a minimum the Rebaseline Type, the date, and a description and reason for the change.

How are the three rebaseline “types” defined?
The rebaseline types are “Rebaseline”, “Replan,” and ”Correction”.  “Correction” is selected when the Major IT Business Case Detail entry was made in error, for example entering amounts in unit dollars instead of thousands of dollars or entering a date of 2001 instead of 2011; in other words, changes that are NOT associated in any way with changes to the underlying project baseline.  Also, if changes do not affect planning cost or schedule figures, such as fixing a misspelled word in the activity or performance metric name this is a “Correction”.
*Note that for a simple technical change, such as changing an Activity name, the eCPIC help desk may be able to make this change for you (if your CPIC representative approves) avoiding the need for you or staff to process an official Baseline Change Request.
“Replan” is selected when 1) the project budget or mission objective has been increased or decreased due to independent action by OMB, Congress or the Department, unrelated to project performance or 2) the change is non-substantive such as adjusting the schedule by a few days or a few dollars.  All other changes are “Rebaseline.” Only changes marked as “Rebaseline” are counted on the OMB Dashboard as a Rebaseline. 

Does more than one BCR need to be prepared for multiple changes to one table? 
Only one Baseline Change Request needs to be entered, whether via the eCPIC PBCR module or the BCR text box, to account for multiple changes in a given table if the baseline change type of all of these changes is the same.  Baseline changes of different types must be submitted separately.  For example, a correction must be submitted separately from a replan.  Make sure to explain the nature, cause and impact of all the changes in the BCR comment field.
Do multiple BCRs need to be entered for changes to multiple tables during the same update period?
Changes to the Activity table are handled separately from baseline changes to the Project or Operational Performance Table.  However, if, during the same update period, changes are proposed in both the Project and Performance table that require an OMB rebaseline explanation, all of those explanations are included in one BCR.  In the reason and impact section, address each of the proposed baseline changes. In some cases, it may be necessary to submit multiple OMB rebaseline explanations if different types of baseline changes are made in the same update period.  The DoC CPIC Team can provide guidance on how to do this or whether it is necessary.  
Note that although a BCR text box appears after multiple Major IT Business Case Detail tables, all the text boxes are a view to the exact same place.
Is it appropriate to cite direction from a manager as the “reason” for a BCR?
It is never appropriate or correct for the PBCR or BCR “Reason” or “Impact” to cite a manager’s direction whether from your program, agency, department, OMB or beyond, as the reason for the change.  Rather the baseline change comment needs to describe why the baseline needed to be changed in that particular manner. 
In the BCR Text Box, should the previous change be cleared?
The BCR text box that appears after the Project and Performance tables is not automatically refreshed.  Therefore, you must delete the previously submitted BCR information before entering a BCR comment for the new update cycle.  
Do I need to submit an updated project plan and/or Integrated Master Schedule (IMS) when submitting a PBCR?

Yes, an updated project plan and/or Integrated Master Schedule must be submitted to the DoC CPIC Team (eCPICHelp@doc.gov) as part of the PBCR request.

How does OMB count baseline changes?
The Department typically submits baseline changes to OMB once a month, around the 27th of the month.  Changes submitted within 24 hours of each other for a given investment are treated by OMB as one baseline change. 
Project and Operational Risks (Table B.3)
Risk assessments should include risk information from all stakeholders and should be performed at the initial concept stage and then monitored and controlled throughout the life-cycle of the investment.

 Table 7    B.3. Project Risk
	OMB ID
	A unique code automatically generated by the system and should not be touched.

	Risk Type
	The risk type is either a project or operational risk.

	Project
	The project the risk is associated with.

	Risk Name
	A short description that identifies a risk, the cause of the risk and affect that the risk may have on the project.

	Risk Category
	Select the relevant OMB Risk Category for each risk. Risk categories include: 1) schedule; 2) initial costs; 3) life-cycle costs; 4) technical obsolescence; 5) feasibility; 6) reliability of systems; 7) dependencies and interoperability between this investment and others; 8) surety (asset protection) considerations; 9) risk of creating a monopoly for future procurements; 10) capability of agency to manage the investment; and 11) overall risk of investment failure; 12) organizational and change management; 13) business; 14) data/info; 15) technology; 16) strategic; 17) security; 18) privacy; and 19) project resources.

	Risk Probability 
	The likelihood of a negative impact for this risk (Low, Medium, or High likelihood).

	 Risk Impact
	Assess level of potential negative impacts for the risk (Low, Medium, or High impact).

	Mitigation Plan
	A short description of the plan or steps to mitigate the identified risk.


How many and what level risks must be provided?

List the top risks for the investment that are currently open. The risks identified should include all the risks rated in the red range (as defined by the Department’s “Heat” matrix below).  If there are fewer than five “red” risks for the investment provide “yellow” rated risks.  Even if there are no yellow or red risks identify at least one risk for each investment.   Planning for and mitigating the most likely risks is a critical part of project management.   Conversely, a failure to identify on this table what later become significant project or investment specific issues is an indicator of weak project management.  
Figure 5   HEAT Map for Risks
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	Consequence


How often should the Risk Table be updated?

The risk register must be current and any change in the status of its top risks must be reflected in the Major IT Business Case Risk table.  At a minimum update this table on a monthly basis. 

Should a risk be generic or specific to that project and/or investment?
Risks should be specific and tied to a given project (if the investment is not all operational).  
Does a risk need to be entered for every investment (or project) even if it is steady state/operational?
It is expected that every investment has several major risks even if the investment is purely operational.    For an investment with many projects with similar risks, match the risk to the project that is most associated with it or most affected by it.  Repeating the same risk is not necessary.  Where appropriate add the phrase “applies to all projects” in the risk name. 

Is there a limit to the length of the Risk Name and Mitigation plan?

Aim for clear, concise, jargon-free language that the general public could understand.
Section C: Operational Data

Operational Performance (Table C.1)
Performance metrics “support the business case justification [for the investment]” and are “the foundation of a quantitative approach to defining benefits in a cost-benefit analysis” (OMB A-11).   Strive to identify operational performance metrics that have a clear connection ("line of sight") to each other and to your operating unit’s annual performance goals. To highlight the upper level linkage, a Strategic Goals column is included that contains the strategic objectives listed in the Commerce Strategic Plan.  
Do Mixed life cycle investments need to enter performance metrics?

Operational Performance metrics are required for pure O&M investments as well as for mixed systems with operational components.  Metrics are important for verifying that the projects now completed produced the expected results.  Therefore, it is important to establish metrics and report against them once operations commence.

How many performance metrics are required?

There are three types of operational metrics to be reported:

1. Customer Satisfaction (Results):  Provide a minimum of one which measure the effectiveness of the investment (service quality, end user satisfaction) in delivering the desired service or support level with respect to the major stakeholders (customers, citizens or end users); 
2. Strategic and Business Results: Provide a minimum of three metrics which measure the investment on its Effectiveness or Efficiency in meeting the desired Strategic Objective or Agency Performance Goal.  Sample effectiveness metrics include processing speed, processing quality, backlog reduction, mission outcomes, business outcomes.  Sample efficiency metrics include reliability, availability, throughput, response time/latency, utilization, etc.) At least one of these metrics must have a monthly reporting frequency.
3. Financial Performance:  Provide a minimum of one metric that measures the reasonableness and cost efficiency of the investment. This metric must be measured in dollars and should illustrate how maintaining or producing a prime output or outcome of the investment is becoming more cost effective over time. Possible example metrics are cost per amount of total communications throughput, cost per speed of weather warning, or cost per number of patents processed.  
Who enters the Metric ID?

The Metric ID is provided by the operating unit or investment.  
Should the Metric description be understandable to people outside of the program?

Use jargon free, acronym free, language to help the reader understand what is being measured. Describe the units, the calculation algorithm, and the definition or limits of the population being measured. 
What does "Unit of Measure" mean?

Unit of measure is a brief indicator of the quantity measured i.e. number, percentage, dollar value.
What are the PRM Measurement Categories?
Currently there are six OMB defined performance categories.  Choose one from the pick list in eCPIC.
What does "Measurement Condition" and "Over Target, Under Target" mean? 
Measurement Condition describes whether a successful outcome is "over the target" or "under the target.” This field is NOT associated with current results.  It merely describes what the desirable result should be relative to the targeted goal.   For example, if the goal is an 80% customer satisfaction survey result, the desired goal is "over the target," i.e., 80% or more.   If the goal is to reduce the cost per terabyte in running a data center, the desired goal is to be" under the target," i.e., the lowest possible cost. 

When would a performance measure not be included on the OMB Dashboard?
OMB assumes that all the measures refer to operational systems.  However, there may be important measures for a DME investment that the operating unit tracks.  If so, include these measures in the performance table but mark them for “Omit Synchronization” so they don’t get sent to OMB. 

Can EVM be used to measure Financial Performance?

Earned Value is used to assess the current status of a development project and to project its ultimate cost.  Earned value is not a useful measure for operations and provides no information on the relative value of the completed investment. 

Who enters the OMB ID number on the Performance Actual Results table? 

This number is automatically generated by the OMB Dashboard.  Do NOT edit this, otherwise the link to previous submissions will be broken and the table will not be accepted by the OMB Dashboard. 

Is the Performance Metric name typed in or selected?

Select the performance metric name from the eCPIC pick list based on the performance measures entered in the primary performance table.

What is the relationship of the Target to the Actual Results?

The target is a fixed amount that does not change during the year.  The periodic results throughout the year must directly align with the target.

Is there any need to amend the targets each year?
Targets should show what added business value is being gained as a result of continuing the investment.  If the target metrics have reached a plateau, then select new metrics from that point forward that will capture the continuous improvement that is supposed to be achieved by all on-going capital investments.

Do all changes to the Performance Metric table C.1 need to be explained?
Changes to any of the Operational Performance metric fields, other than “actual” results, must be documented in a Baseline Change Text box using the "Correction" type.  Otherwise, the changes will not be accepted by the OMB Dashboard. When proposing a change, alert the operating unit CPIC lead and enter the date, description and category of change in the text box that appears right after the Operational Performance Table. 
How timely should "Actual" results be reported?
Actual results should be reported as soon as possible, typically within 30 days. 

If the Actual Result is below the target should this be explained?

If the actual result is significantly below the target, a short summary in the Comment field is required to explain why and whether this problem is systemic or is a one-time issue, for example, due to a delay in a procurement.

Operational Analysis

All major IT investments in operations phase in whole or in part, must conduct a yearly operational analysis assessment as stated in the DOC IT Investment Performance Management Policy.  A primary purpose of the operational assessment is to help identify which system or system components need to be modernized, retired or replaced. Accordingly, metrics regarding performance, reliability, and maintainability are critical in preparing a meaningful operational analysis.

Agency IT Portfolio
Which investments do the Agency IT Portfolio and Supplemental Questions apply to?

These questions apply to all investments, major and non-major.

Part A  Agency IT Investment Portfolio
Are Federal Enterprise Architecture (FEA) and Business Reference Model (BRM) codes needed for all investments? 
All investments, major and non-major, must enter a primary BRM code.  Complex investments, including most major investments, are expected to enter three secondary codes.  All codes are available on a pick list in eCPIC or on the OCIO/CPIC web site.
What is a Cross-Boundary Information Sharing Identifier?

This is for systems that cross bureau or agency boundaries, including information sharing with international, State, local, tribal, industry, or non-governmental organization partners.  If the investment supports reusable, standardized information exchanges indicate which one from the pick list (NIEM, UCORE, XBLR, Other).  If not applicable, select “0) None”.  For further information contact your operating unit’s Enterprise Architect. 
How do I determine if the investment supports “Information Sharing and Access”?

This question refers to an IT investment supporting the information sharing, access, and protection mission areas of:   
1) the National Network of State and major Urban Area Fusion Centers; 2) Assured Interoperability across Controlled Unclassified Information (CUI)/Sensitive but Unclassified (SBU) networks targeting federal, state, local, and tribal law enforcement, public safety, homeland security, and intelligence personnel; 3) Assured Interoperability across Classified SECRET networks; 4) Nationwide Suspicious Activity Reporting Initiative; 5) Cargo Screening; and 6) Data Aggregation.  If not applicable, select “0) None”.   To date this applies to few if any Department systems.  For further information contact your operating unit’s Enterprise Architect.
How do I identify the correct agency segment architecture code?
This is a six digit code whose last three digits are usually “000”. Check with your operating unit’s Enterprise Architect to confirm the correct code. For detailed guidance regarding segment architecture codes, please refer to www.whitehouse.gov/omb/e-gov   

Part B  Provisioned IT Services Spending Summary 
In what units should dollars be entered?
All funding data is entered in thousands of dollars. 

Does the Cloud Spending question apply to all investments?

All Agency IT Portfolio questions including this one apply to all IT investments, major or non-major.

What are Provisioned Services?

A “Provisioned IT Service” refers to an IT service that is owned, operated, and provided by an outside vendor or external government organization and consumed by the agency.  Services provided by one office to another within a bureau or within the DoC are not considered a provisioned service by OMB.  Examples of Provisioned IT Service may include the purchase of E-Gov Line of Business from another Federal Agency, the purchase of SaaS, PaaS, IaaS from a private service provider, or the purchase of shared services or cloud services. 

Should all Provisioned Services spending be accounted for in the Contract Table?

Yes, the entries in the Contract table should account for all current and upcoming provisioned service spending.  
Are Services provided by one DoC bureau or office to another qualify as “Provisioned”? 

Intra-departmental (sub-to-sub, or parent-to-sub) servicing is not considered a shared service. 

Part C  Agency IT Infrastructure Spending Summary 

In what units should dollars be entered?

All funding data is entered in thousands of dollars. 
Should all IT Infrastructure Costs be accounted for?

Yes, the total of the IT Infrastructure components must equal the total IT Infrastructure budget for PY and CY as shown in the Agency IT Portfolio
In what units should dollars be entered?

All funding data is entered in thousands of dollars. 

Last updated May 16, 2016
Originator: Stuart Simon, U.S. Department of Commerce, OS/OCIO, IT Capital Planning Team Lead
May 2016 Changes: 

· The introduction has been amended to explicitly identify the interaction of all parts of the Commerce CPIC processes including the monthly submission process.
· Several graphs and tables have been added to map the key workflows and timing for each of the major CPIC processes and deliverables.
· Incremental development is defined and the requirements for certifying completion of an activity are described.

· Restated the requirement for annual Operational Analysis (OA), given GAO’s finding that monthly quad charts were insufficient for meeting the OA requirement.  
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