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1 Introduction

1.1 Purpose

This document describes the Bureau of Land Management’s (BLM) IT Capital Planning and Investment
Control (CPIC) process. It outlines a framework for managing the BLM IT investment portfolio. The
CPIC process enables the BLM to address strategic needs, optimize the allocation of limited IT resources,
and comply with applicable regulations and guidance. The Office of Management and Budget (OMB)
Circular A-11 “Preparation, Submission, and Execution of the Budget” defines CPIC as follows:

“Capital Planning and Investment Control means the same as capital programming and is a decision-making
process for ensuring IT investments integrate strategic planning, budgeting, procurement, and the management of
IT in support of Agency missions and business needs.”

CPIC is a structured, integrated approach for managing IT investments. It ensures that all IT investments
align with the BLM mission and support business needs while minimizing risks and maximizing returns
throughout the investment'’s lifecycle. It relies on a systematic process of pre-selection, selection, control,
and on-going evaluation ensuring each investment’s objectives support the business and mission needs of
the BLM.

1.2 Legislative Background & Associated Guidance

Federal Agencies, by statute, are required to continually evaluate their organization and revise their
operational and management practices to achieve greater mission efficiency and effectiveness. Some of
the key legislation in effect includes:

Clinger-Cohen Act of 1996 (CCA)

Also known as the Information Technology Management Reform Act ITMRA), the CCA emphasizes an
integrated framework of technology aimed at efficiently performing the business of Federal Agencies.
Additionally, the CCA provides specific direction to Agencies in the review and approval of their IT
investments. It also establishes the role of Chief Information Officer (CIO) as responsible for developing,
maintaining, and facilitating the implementation of an integrated IT architecture.

Chief Financial Officers Act of 1990 (CFO Act)

The CFO Act establishes a leadership structure, provides for long-range planning, requires audited
financial statements, and strengthens accountability reporting. The CFO Act impacts Federal financial
managers at all levels of Government.

Government Performance and Results Act of 1993 (GPRA)

The GPRA provides for the establishment of strategic planning and performance measurement in the
Federal Government. The purpose of the GPRA is to improve the effectiveness and accountability of
Federal programs by focusing on program results, quality, and customer satisfaction.

BLM MANUAL Rel. 1-1719
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Federal Acquisition Streamlining Act of 1994 (FASA)

The FASA simplifies and streamlines the Federal procurement process by reducing paperwork,
facilitating the acquisition of commercial products, enhancing the use of simplified procedures for small
purchases, transforming the acquisition process to electronic commerce, and improving the efficiency of
the laws governing the procurement of goods and services.

Paperwork Reduction Act of 1995 (PRA)

The PRA requires Agencies to plan for the development of new collections of information and the
extension of ongoing collections well in advance of sending proposals to OMB. The PRA requires
Agencies to seek public comment on proposed collections, certify to OMB that efforts have been made to
reduce the burden of the collection, and have in place a process for independent review of information
collection requests prior to submission to OMB.

Government Paperwork Elimination Act of 1998 (GPEA)

The GPEA requires Federal Agencies to allow individuals or entities that deal with the Agencies the
option to submit information or transact with the Agency electronically, when practicable, and to
maintain records electronically, when practicable. The GPEA specifically states that electronic records
and their related electronic signatures are not to be denied legal effect, validity, or enforceability merely
because they are in electronic form; and it encourages the Federal Government to use of a range of
electronic signature alternatives.

Federal Information Security Management Act of 2002 (FISMA)

The FISMA requires that each Federal Agency shall develop, document, and implement an Agency-wide
information security program to provide information security for the information and information
systems that support the operations and assets of the Agency.

E-Gov Act of 2002

The E-Gov Act requires all Executive Branch Agencies to conduct a privacy impact assessment before
developing or procuring IT systems or projects that collect, maintain, or disseminate information in
identifiable form from or about members of the public or initiating, consistent with the PRA a new
electronic collection of information in identifiable form for 10 or more persons.

This CPIC Handbook serves as an update to the current direction and processes in place at the BLM and
is based on the most recent Department of the Interior (DOI) and OMB guidance. A list of investment
management reference guides and memoranda is provided in the References section of this Handbook.

1.3 Point of Contact

Responsibility to oversee the CPIC process falls within the organizational purview of the BLM’s Chief
Information Officer (CIO), AD-IRM, in cooperation with the BLM’s Chief Financial Officer (CFO), AD-
BER. For further information about this Handbook or the CPIC process, contact the Chief, Division of
Investment Management (DOIM).
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1.4 Scope of CPIC

All BLM investments expended upon Information Technology (IT) based goods and must comply with
the policy mandates of this Handbook.

1.5 Roles and Responsibilities

1.5.1 Key Decision Making Bodies

The following decision making bodies and personnel have been established for the CPIC process:

Information Technology Investment Board (ITIB) —Roles and responsibilities are outlined in the
ITIB Charter that can be found at the BLM CPIC Website. The ITIB is responsible for selecting,
controlling, and evaluating all IT enterprise and national level IT investments. The ITIB is the
governing board which reviews executive input and recommendations in order to make effective
decisions on BLM IT investments. Additionally, the ITIB serves as a forum for executive level
evaluation and control of the use and cost of information systems (software) and technology
(hardware and infrastructure) investments across the BLM.

States, Centers, and Washington Offices (WO) — Are responsible for selecting, controlling, and
evaluating all IT investments unique to those Offices which do not exceed $500K in total life-cycle
costs. States, Centers, and the WO are not required to have individual ITIBs. However, each office is
required to review IT investments through a documented process, utilize decision criteria, document
deliberations, track outcomes, and evaluate results.

1.5.2 Support Staff, Offices, and Personnel

All personnel responsible for or associated with any process or activity related to Pre-Selecting,
Selecting, Controlling, and Evaluating any of BLM's IT Investments share responsibility for following
the CPIC processes identified in this Handbook. The following support staff, offices, officially
sanctioned national teams, and/or functionally designated personnel are responsible for
implementing and executing the ITIM and CPIC processes:

The BLM’s Chief Information Officer: The BLM’s CIO is responsible for coordinating all
development and overall management of IT investments and assets for the BLM. The CIO also
oversees the BLM's compliance with Federal and Departmental policies, guidelines, and regulations
governing the management of these investments and assets.

Assistant Directors (ADs): The ADs are responsible for ensuring that the CPIC process objectives are
carried out within their areas of responsibility and ensuring that skilled PMs are assigned to oversee
and manage all IT systems and software under their jurisdiction.

Budget Strategy Team (BST): The BST is responsible for developing the BLM’s overall budget

strategy, establishing budget allocations, informing the Executive Leadership Team (ELT) of the

BLM MANUAL Rel. 1-1719
08/27/2009



H-1265-1 — Capital Planning and Investment Control (CPIC) Handbook [PUBLIC]
Page 6

status of budget activities and providing guidance to prepare budget documents that integrate the
BLM'’s budget strategy and strategic plan goals.

Washington Office-550 (WO-550): The DOIM is responsible for monitoring all IT investments and
projects to ensure they are aligned with the CPIC process. It also ensures that projects are consistent
with the BLM’s architecture and monitors the project’s performance (e.g. cost/schedule/technical -
planned vs. actual). This DOIM is also responsible for developing and modifying the IT Portfolio
selection criteria for the ITIB approval.

Project Manager (PM): The trained or experienced official responsible for management and completion
of one or more IT investment projects.

Project Sponsor or Functional Manager: The business official responsible for the strategic business
processes under development or enhancement and for ensuring their integrity; also serves as the
primary user interface to the CIO and ITIB. The project sponsor is responsible for securing funding for
the Information Resources Management (IRM) investment once it is approved by the ITIB.

Proponent: The individual or organization that proposes an IT investment to meet a mission or
business need.

System Owner: The official responsible for ensuring that the system is evaluated annually and receives
an appropriate level of funding for the Operations and Maintenance (O&M) of the system.

1.6 CPIC Integration with Other Management Processes

The Clinger-Cohen Act of 1996 (CCA) governs the CPIC process and emphasizes three areas of focus:
effective CPIC; adherence to an IT plan and enterprise architecture; and the resource planning to
accomplish both of these objectives. To understand the role of IT capital planning within the IT
management process, it is important to recognize how it complements other BLM planning and
management processes. What follows is a summary of linkages between the BLM IT CPIC process and
related management processes and events.

Enterprise Architecture and Configuration Management

A mature Enterprise Architecture (EA) implementation in combination with effective Configuration
Management (CM) controls provides vital structure to the overall CPIC process. When used with other
portfolio management techniques, these disciplines help ensure that senior management decision making
processes are well designed and documented.

Pre-Select and Select Phases:

EA provides a framework which facilitates analysis for effectively depicting consolidation
opportunities from seemingly dissimilar projects. Information which can readily be derived from an
effective Configuration Management (CM) program can identify re-useable products, illustrate
potential integration and interoperability risks, shorten development and testing cycles, and offer
greatly improved chances for a project’s eventual success.
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These services benefit BLM decision makers by providing an organized methodology and the specific
information necessary to:

e DPrioritize EA recommendations;
e Promote adoption of recommended standards and technologies;
¢ Align new investments with on-going projects and existing products and processes.

Control Phase:

EA assists with performance tracking of approved investments via the Federal Enterprise
Architecture (FEA) Performance Reference Model (PRM). The PRM adds value to the organization

by:

e Producing enhanced performance information to improve strategic and daily decision-
making;

e Improving the alignment — and better articulate the contribution of — inputs to outputs and
outcomes, thereby creating a clear “line of sight” to desired results;

e Identifying performance improvement opportunities that span traditional organizational
structures and boundaries.

For CM, the Control Phase includes:

¢ Identifying and updating configuration controls, scope, and interactions with other
configuration system dependencies;

e Monitoring all tactical change requests of the investment;

e Establishing development and testing environments.

Evaluate Phase:

Both the EA and CM assess if existing investments are still meeting business needs and identify
replacement candidates, if required. CM also provides additional operations and maintenance
monitoring capabilities providing useful inputs into future CPIC analysis.

The CPIC processes also lend themselves to both EA and CM processes by:

e Helping prioritize investment opportunities and enforce standards through the capital
allocation process;

e Serving as the change enabler to move the BLM from the “current” to “target” states;

e Acting as the financial “gatekeeper” for managing extraneous IT investment expenditures;

e Proactively identifying “target” IT support requirements.

IT Security

IT security is an inherent component of the CPIC process. All IT investments must demonstrate that costs

for appropriate IT security controls are incorporated into the lifecycle planning of all systems in a manner
consistent with Federal Information Security Management Act (FISMA) and OMB guidance for IT
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investments. Cost effective security of BLM information systems must be an integral component of
business operations.

IT security is a critical element of the business case criteria for the review and evaluation of investments
through the IT CPIC process.

Each business case should include costs associated with all aspects of security program normally

occurring expenses. For example: ongoing cyclical certification and accreditation, risk identification and
mitigation activities, and day-to-day investment level security operations activities.

Budget Formulation and Execution

In accordance with the requirements of OMB Circular A-11, Section 53 — Information Technology and E-
Government, the BLM is required to annually submit its IT investments as part of DOI's budget request.
This will include existing investments, enhancements to existing investments, and new initiatives.
During the budget process, the rationality of the cost estimates is examined and Agencies are held
accountable for meeting the cost goals of their IT investment portfolio.

An alternative analysis is conducted for each IT investment and the selection and prioritization of
alternatives is based on a Cost Benefit Analysis (CBA). The CBA uses a systematic analysis of expected
benefits and costs. Estimates of risk-adjusted costs and benefits show definitively the performance,
budget changes, and risk inherent in undertaking the investment.

The BLM’s IT CPIC process is closely aligned to its budget cycle. This includes reviews by the respective
sponsors of the IT-related funding requests developed by the BLM during the formal budget formulation
process. All budget requests will be reviewed and prioritized based on projected requirements as
approved by the ITIB. New investments are justified based on the need to fill a gap in the BLM’s ability
to meet strategic goals and objectives while providing risk-adjusted cost and schedule goals with
measurable performance benefits.

Earned Value Management (EVM)

Earned value management is a program management technique that uses an investment’s past
performance and work to evaluate and forecast the investment’s future performance. This enables the
PM to make changes that keep the investment at or bring the investment closer to planned expectations.

Earned value analysis is part of a performance based management system required by OMB for all IT
investments. Earned Value analysis is built into the business case (BC) template. The PM plans WBS
tasks and builds budget estimates for each task in the project plan. As the plan is executed, the PM tracks
actual progress and expenditures at the completion of each WBS against planned figures to obtain cost
and schedule variances. These variances can then be used to identify schedule and cost-over or under-
runs so they can be resolved as quickly as possible. Additional information about EVM is available at the
BLM CPIC website.
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1.7 Thresholds

All BLM IT systems development, maintenance efforts, and infrastructure computing resources must
comply with this CPIC Handbook. AllIT investments that meet the following thresholds must be
reviewed and approved by the ITIB:

¢ Any investment that is a Major Application or General Support System;

e Any investments with a total lifecycle value of greater than $500,000 Any investment that affects
multiple States/Centers, or multiple business areas.

In addition, if an investment meets any of the following criteria, the sponsor and/or proponent should be
aware of the DOI's CPIC approval processes for thresholds as follows:

¢ Any investment with total lifecycle costs greater than $5 million;
¢ Any interagency investment where BLM is the lead Agency;

¢ An investment mandated by legislation or Executive Order (EO) or identified by the Secretary of
Interior as critical;

e DOI strategic or mandatory-use systems;

¢ Any investment that differs from or impacts DOI infrastructure, architecture, or standards;
¢ Financial systems with total lifecycle costs greater than $500,000;

e Any investment that is considered high-risk by OMB, GAO, Congress, and/or the DOI CIO.

AlLIT investments meeting the minimum State/Center level screening criteria must follow their
respective ITIM processes. The screening criteria for a State/Center level investment is:

e Any proposed investment with a lifecycle value of less than $500,000 where the State/Center has a
CIO-certified and functioning ITIB;

e Any proposed investment with a lifecycle value of less than $50,000 where the State/Center does
NOT have a CIO-certified and functioning ITIB;

1.8 Process Overview

CPIC is a structured process in which proposed and ongoing IT investments are continually monitored
and evaluated throughout their lifecycle. Successful investments as well as terminated or delayed
investments are evaluated to assess the impact on future proposals and to compile lessons learned. The
BLM'’s CPIC contains four phases for a systems’ lifecycle. These are pre-select, select, control, and
evaluate. As detailed in this document, each phase contains the following common elements:

e Purpose — a description of the objectives of the project expected to be completed in each phase;
e Entry Criteria - describes the requirements and thresholds for entering the given phase;

e Process - the type of justification, planning, and review that will occur in the phase;
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o Exit Criteria — documentation of the action, evaluation methodology, and associated metrics used
to determine the project is successful and may reasonably proceed to the next phase.

Completing one phase is necessary before beginning another. The work to document the project
activities and provide justifications for ITIB review is undertaken by the project staff. Each phase is
overseen by the ITIB, which ultimately approves or rejects an investment’s advancement to the next
phase. This ensures that each investment receives the appropriate level of managerial review,
coordination, and accountability.

At the highest level, the CPIC process can be represented as a circular flow of BLM’s IT investments
through four sequential phases as shown in Figure 1-1 and described below:

o Pre-Select Phase: In the initial screening process, when IT investments are proposed, executive
decision-makers assess each proposed investment’s support of BLM's strategic and mission needs
and potential for business improvement. If sufficient benefit potential has been demonstrated,
further analysis is carried out to prepare the investment for more detailed review in the Select
Phase;

o Select Phase: In this phase, IT investment comparison, evaluation, and prioritization are
performed. An analysis is conducted with the ITIB selecting and prioritizing IT investments that
best support BLM's mission. Prior to selection, details of how the application can be integrated
into the current BLM technical operating environment and architecture will also be addressed.
Once approved, the project will officially transition to OMB'’s prescribed portfolio management
process;

¢ Control Phase: Through timely oversight, quality control, and executive review, BLM ensures
that IT initiatives are executed and developed according to pre-approved schedules and
milestones in a disciplined, well-managed, and consistent manner.

Evaluate Phase: In this phase, investments are assessed to determine if planned objectives are being met.
Actual results of the implemented projects are compared to forecasted expectations to evaluate
investment performance. This is done to assess the investment’s impact on mission performance, identify
any investment changes or modifications that may be needed, and revise the investment management
process based on lessons learned. Matured systems are evaluated to ascertain their continued
effectiveness in supporting mission requirements, cost effectiveness of continued maintenance support,
potential technological opportunities or upgrade, and if they should be considered for retirement or
replacement.
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Figure 1-1: CPIC Information and Process Flow

1.9 Document Structure

This document is divided into 8 chapters as described below:

¢ Chapter 1 Introduction: Describes the CPIC purpose, scope, roles, process, and documents the
structure.

¢ Chapter 2 Pre-Select Phase: The process and mechanisms used to assess an investment’s support
of the BLM’s strategic and mission needs.

o Chapter 3 Select Phase: Description of the methodology used to ensure that IT investments are
chosen that best support the BLM’s mission and the enterprise architecture.

¢ Chapter 4 Control Phase: Guidance for ensuring that IT investment initiatives are conducted in a
disciplined, orderly, and consistent manner to promote the delivery of quality products and result
in initiatives that are completed within scope, on time, and within budget.

o Chapter 5 Evaluate Phase: Techniques for comparing actual to expected results of operational
projects and compiling lessons learned.

e Chapter 6 Waiver Process: Guideline for addressing special situations or exceptions.

o Chapter 7 Portfolio Management: Provides guidance to ensure that an optimal mix of IT
investments are defined, selected, and funded.
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o Chapter 8 Capital Planning and Investment Control Tools: Tools used in Capital Planning and
Investment Control activities.
e Glossary

¢ Acronyms

e References: Annotated list of Reference materials used in constructing this document.

e Appendix A Capital Planning & Investment Control Website
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2 Pre-Select Phase

2.1 Purpose

The Pre-Select Phase provides a process to assess a proposed investment and determine the degree to
which it supports the BLM’s operating plan and mission. During this phase the business or mission need
is identified and the relationships to the BLM's strategic planning efforts are established. The Pre-Select
Phase enables the project proponent to begin defining business needs and associated capabilities, risks,
benefits, and costs.

2.2 Entry Criteria

Prior to entering the Pre-Select Phase, proponents/ functional managers generate ideas for the next
budget cycle based on BLM missions and strategic goals. Proposed investments must have a new
concept which addresses the BLM mission needs. It is expected to include an IT component.

2.3 Process

During the Pre-Select Phase, a Mission Needs Statement (MNS) is prepared (template is available on BLM
CPIC website). Completion of the MNS results in the identification of a business opportunity and
consideration of an IT solution. The level of required detail varies and should be commensurate with the
magnitude, complexity, and cost of the proposed investment. The analysis and corresponding
development of a MNS is closely linked to the BLM’s strategic planning process.

Figure 2-1 provides a summary of the Pre-Select Phase process, as well as the individual(s) and/or
group(s) responsible for completing each process step.
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Figure 2-1: Pre-Select Phase Process

2.3.1 Generate Investment Ideas

New ideas or recommendations for enhancement to a current investment are submitted by functional
managers, project sponsors, or PMs to their ADs, SDs, or CDs for approval.

2.3.2 Conduct Mission Analysis

A mission analysis is a strong, forward-looking analytical activity to evaluate the capacity of the BLM's
assets to satisfy existing and emerging demands for services.

The mission analysis enables the BLM to assess and prioritize the most critical capability shortfalls and
best technology opportunities to improve overall security, capacity, efficiency, and effectiveness in
providing services to customers. Mission analysis is conducted within the framework of the BLM’s
enterprise architecture and long-range strategic goals. Concurrently, the mission analysis contributes
strongly to the evolution of strategic planning and the BLM’s IT architecture development.

The mission analysis allows the BLM to identify critical needs. Also identified are resource allocation to
specific mission needs within the context of the BLM's overall resource projections and within the
constraints of future BLM’s budget authority projections. The results of the mission analysis provide
micro- and macro-level views as well as key data for strategic planning efforts. More refined resource
quantification is conducted during the investment analysis if the investment is selected as part of the
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BLM’s portfolio. The resource estimate is a function of the benefit to the BLM and the mission area, the
cost of not addressing the need (e.g., poor customer responsiveness, increased maintenance cost, lost
productivity, etc.), and the likely extent of required additional investment or changes to the BLM's
infrastructure.

If the mission analysis reveals a non-IT solution (e.g., a policy change, operational procedural change, or
transfer of systems between sites) that can satisfy a capability shortfall and can be achieved within
approved budgets, it can be implemented as a non-IT initiative, and will not be managed within the CPIC
process.

A complete mission analysis should also identify the business drivers (e.g., the BLM’s mission, vision,
goals, objectives, and tactical plans). Business drivers often involve the need to assist customers in a
particular service area such as recreation on public lands.

Once the key business drivers have been identified, a business requirements analysis is conducted. The
business requirements analysis identifies how personnel conduct business activities to fulfill mission
requirements, meet objectives, and perform tactical plans.

All MNSs will be generated from a structured mission analysis. However, any individual or organization
may propose an investment based on a perceived capability shortfall or technological opportunity.
Examples of potentially valid needs that could originate outside BLM lines of business include those
related to socioeconomic and demographic trends, the environment, statutory requirements, or an
industry-developed technological opportunity. These shortfalls and opportunities should be
communicated to the project sponsor. The project sponsor will then determine how the mission analysis
should be conducted to validate, quantify, and prioritize the proposed need.

The following four principal activities must be addressed while conducting the mission analysis:

1. Identify and quantify projected demand for services based on input from diverse sources;
architecture and strategic planning for services needed in the future; performance and
supportability trends of fielded systems and projected technological opportunities that will
enable the BLM to perform its mission more efficiently and effectively.

2. Identify and quantify existing and projected services based on information from field
organizations, the enterprise architecture, and IT asset inventory that defines what is in place and
what is approved for implementation. Special consideration should be given to IT
Modernization Blueprints to determine whether investments identified may meet or might
efficiently be extended to meet the newly identified requirement.

3. Identify, analyze, and quantify capability shortfalls (e.g., the difference between demand and
supply) and technological opportunities to increase quality of service, efficiency, and
effectiveness.

4. Identify the user and customer base affected.
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23.21 Develop MNS

When the analysis identifies a capability shortfall or technological opportunity, the results are
summarized in the MNS (Appendix A). The MNS must clearly describe the capability shortfall and the
impact of not satisfying the shortfall or the technological opportunity and the increase in efficiency it will
achieve. The MNS also must assess the criticality and timeframe of the need and estimate the resources
the BLM should commit to resolving the shortfall based on merit, criticality, and the scope of likely
changes to the BLM's IT asset base. This information forms the basis to establish the priority of this need
within the context of an enterprise view of all the BLM’s needs.

The MNS is a summary document that describes a new opportunity or operational problem and presents
the major decision factors that the ITIB should evaluate when considering the need satisfied by the
proposed investment.

2.3.3 Review MNS

The Division of Investment Management, in consultation with BLM’s Enterprise Architecture (EA) team,
verifies the current and planned capabilities that are proposed in the MNS and ensures that no redundant
IT investments provide similar capabilities BLM's policy requires that the business process owners must
simplify or otherwise redesign their existing processes before initiating new systems investing in new IT
programs. Plans for redesign or business process re-engineering (BPR) should be discussed as part of the
MNS. With input from BLM’s Enterprise Architecture team, WO-550 reviews the MNS before final
submission to the ITIB. If any modifications or updates are required, the MNS is referred back to the
project sponsor for review and update. Final review results are presented to the ITIB for decision.

2.3.4 MNS Approval

The ITIB will review and evaluate the submitted MNS. Approved investments are progressed to the
Select Phase for business case development. The ITIB’s decision is recorded in the minutes and
appropriate parties are notified. A disapproved MNS is sent back to the project sponsor.

2.4 Exit Criteria

Prior to exiting the Pre-Select Phase, the sponsor must obtain ITIB approval of the MNS.

Table 2-1 provides a summary of the documents generated during the Pre-Select Phase process and if the
document requires approval or is required only for filing and record keeping purposes.

Document ‘ Required For File Required For ITIB Approval
MNS X X
ITIB Decision & Meeting Minutes X

Table 2-1: Summary of documents generated during the Pre-Select Phase
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3 Select Phase

3.1 Purpose

In the Select Phase, the BLM ensures the IT investments that best support the mission and the BLM's
approach to Enterprise Architecture are chosen. Trained, experienced, and certified PMs with
qualifications as specified in the Departmental Directive 2004-019 dated June 2003 are selected and risk
management is initiated. Investments are reviewed to ensure no duplication of e-Government initiatives
or existing system applications. Individual investments are evaluated in terms of technical alignment
with other IT systems and projected performance as measured by Cost, Schedule, Benefit, and Risk
(CSBR). For each investment, a high level Work Breakdown Structure (WBS) with proposed milestones
and review schedules is established.

In this phase, the BLM prioritizes each investment and decides which investments will be included in the
portfolio. Business case submissions are assessed against a uniform set of evaluation criteria and
thresholds as identified in OMB Circular A-11, Part 7—Planning, Budgeting, Acquisition, and
Management of Capital Assets. The investment’'s CSBR are then systematically scored using objective
criteria and ranked and compared to other investments. Finally, the BLM’s ITIB decides on investments
that will be included in the BLM's portfolio.

3.2 Entry Criteria

Prior to entering the Select Phase, investments must have an ITIB approved MNS.

3.3 Process

The Select Phase begins with an ITIB approved MNS and moves through the development of the business
case, acquisition plan, risk management plan, performance measures, and a project plan. These
supporting documents lay a foundation for success in the subsequent phases. The Select Phase
culminates in a decision whether or not to proceed with the investment.
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Figure 3-1 provides a summary of the Select Phase process as well as the individual(s) and/or group(s)
responsible for completing each process step.

The BLM’s CPIC Process — SELECT PHASE

ITI B / Disapproved

Information Technology
Investment Board

Record
Decisions

Review IT
Portfolio

Approve IT
Investments

CPIC st ac

Capital Planning |
& Investment Control

Review Business
e anggses Submit
to DOI

\ 4

A

Approved
Assistant Submit BC
Directors
State v
Directors . Develop BC
& Center Review/Change | Supporting | Prepare —
Directors MNS / BC Materials Business Case_h.

SRR ESELECT CONTROL

Figure 3-1: Select Phase Process Steps

i

3.3.1 Review the MNS

The project sponsor or functional manager and proponent review the MNS and other documentation
completed during the Pre-Select Phase and is responsible for making any necessary changes.

3.3.2 Develop Business Case Supporting Materials

The project sponsor ensures that, for each investment, the following studies, documents, and activities are
completed and the results are submitted to the ITIB. (For guidance and document templates go to

(Appendix A)

Project Management and Planning Profile:

e Project Charter.

e High level Project Plan including a list of proposed project team members.

e Acquisition Plan and strategy.

¢ High level work breakdown structure (WBS) with proposed milestones and review schedules.
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Business Profile:

e Business case with Performance Measures and MNS;
¢ Business Process Reengineering Studies;
e Concept of Operations Plan;
o Stakeholder Identification and Requirements;
e Functional Requirements (initial draft);
o Feasibility Study.
Risk Profile:
¢ Risk Management Plan
Financial Profile:
¢ Return on Investment (ROI) and Cost-Benefit Analysis (CBA);
¢ Update lifecycle cost projections;
e Alternatives Analysis;

¢ Funding Source Identification.

Technological Profile:

¢ Technical Requirements;
e Security Plan;
¢ Relationship to existing systems (dependencies);

e Prototype or pilot plans.

3.3.3 Prepare Business Case

The PM prepares the business cases. WO-550 may assist with coordinating responses to various sections
of the business case with the subject matter experts as needed.

3.3.4 Review Business Case

WO-550 reviews the investment for compliance with BLM strategic, legislative, and budgetary goals.
WO-550 uses standard criteria to objectively compare investments based on the data presented and scores
the projects using the criteria listed on the BLM CPIC website. (Appendix A). Review results are
presented to the ITIB for decision.

3.3.5 Review of the BLM IT Portfolio by the ITIB

The ITIB reviews the IT investment portfolio, recommendations and suggestions from the business case
review, and other assessments. All IT Investments are formulated to four categories within BLM and
analyzed by the ITIB. These four categories include Business Opportunities, New Initiatives,
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Infrastructure, and DOI Mandatory investments. The ITIB uses a standard set of criteria to prioritize and
analyze the investments. The ITIB also uses a structured approach and a Decision Support System to
optimize the IT Portfolio based on value, business analysis, risks, and alignment.

3.3.6 Approve IT Investments

After reviewing the portfolio, the ITIB makes final investment decisions. If the investment is approved, it
will progress to the Control Phase where funding can be requested or existing funding reprogrammed for
development and implementation. The ITIB’s decision is recorded and appropriate parties are notified.

If the business case is disapproved, it is returned to the sponsor.

3.3.7 Submit to DOI

WO-550 submits approved business cases of major investments to DOIL. For DOI to consider an IRM
initiative for inclusion in the overall DOLIT portfolio, it must be reviewed, approved, and vetted through
the CPIC process. In the interim, WO-550 performs the following functions:

o Self Scoring the business cases;
e Preparing budget and supporting materials;

¢ Revising baseline cases based on new guidelines or changes from the OMB.

3.4 Exit Criteria

Prior to exiting the Select Phase, investments must have executed the following activities:
¢ Established performance goals and quantifiable performance measures;

e Developed a high level project plan which details quantifiable plans and objectives such as high
level acquisition schedule, project deliverables, and costs;

o Identified costs, schedule, benefits, and risks (CSBR);

o Established security, Section 508 (IT accessibility), complete Privacy Impact Assessments as
required by the Privacy Act;

e Documented data requirements including transition and implementation strategies;
o (learly defined architecture goals and measures;

e Established an ITIB investment review schedule for the Control Phase;

o Finalized the project charter with approval from the project sponsor and CIO;

¢ Obtained ITIB approval to enter the Control Phase.

Table 3-1 provides a summary of the documents generated during the Select Phase process and if the
document requires approval or is required only for filing and record keeping purposes.
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Required For File
X
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Stakeholder Identification and
Requirements

X

Functional Requirements (Initial Draft)

Feasibility Study

Risk Management Plan (Initial Draft)

ROI and CBA

Updated lifecycle cost projections

Alternatives Analysis

Technical Requirements

Security Plan

Enterprise Architecture Plan

Project Plan (Initial Draft)

Acquisition Plan and strategy (Initial Draft)

XX X X | X X[ X[ X| X[ X[ X

Business Case

x

X

Table 3-1: Summary of documents generated during the Select Phase
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4 Control Phase

4.1 Purpose

The objective of the Control Phase is to ensure, through timely oversight, quality control, and executive
review, that IT initiatives are conducted in a disciplined, well-managed, and consistent manner.
Investments should be closely tracked against the various components identified in the initial Project
Management Plan. This phase also promotes the delivery of quality products and results in initiatives
that are completed within scope, on time, and within budget. During this process, the ITIB monitors the
progress and performance of ongoing IT investments against projected cost, schedule, performance, and
delivered benefits. For major investments, the BLM also submits a quarterly report to the DOI for
additional oversight.

Based on quarterly control reviews, the ITIB will conduct a portfolio analysis to determine the
performance of the BLM's IT portfolio. The reviews focus on ensuring that projected benefits are being
realized; cost, schedule, and performance goals are being met; risks are minimized and managed; and the
investment continues to meet strategic needs. Depending on the review’s outcome, decisions may be
made to continue, modify, or terminate investments, suspend funding, or make future funding releases
conditional on corrective actions.

4.2 Entry Criteria

Prior to entering the Control Phase, investments must satisfy the Select Phase exit criteria:

o Established performance goals with quantifiable measures;

o Formulated a high level project plan which details quantifiable objectives such as a high level
acquisition schedule, project deliverables, and costs;

e Identified initial costs, schedule, benefits, and risks;
e Anapproved funding plan;

¢ Established security, Section 508 (IT accessibility), Privacy Act assessment, data, and architecture
goals and measures;

¢ Obtained ITIB approval to enter the Control Phase.

4.3 Process

During the Control Phase, an investment progresses from requirements definition to implementation.
Throughout the Control Phase, PMs submit Quarterly Status Reports (Appendix A) to WO-550. In turn,
WO-550 provides the ITIB with investment reviews to assist them in monitoring all investments in the
portfolio. Quarterly Status Reports provide an opportunity for PMs to raise issues concerning the IT
developmental process, including security, telecommunications, enterprise architecture alignment, e-
Government, GPEA compliance, and Section 508.
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The PM uses an earned value management system (EVMS) to evaluate project performance and report
variance.

As per the OCIO Directive 2006-013 for Enhanced Performance Reporting for Major Information
Technology Investments, all investments that have significant (i.e., generally greater than 1 Million
dollars) development funding, and other high profile investments are required to provide cost and
schedule baseline and performance information to WO-550 on a monthly basis. Ongoing performance
reporting enables WO-550 to conduct investment and portfolio-level analysis in accordance with Office of
Management and Budget (OMB) reporting requirements.

A Corrective Action Report (Appendix A) is required if the project performance variance exceeds six (6)
percent from the project’s established baseline or the ITIB is otherwise dissatisfied with project progress.

Figure 4-1 provides a summary of the Control Phase process as well as the individual(s) and/or group(s)
responsible for completing each process step.

The BLM’'s CPIC Process — CONTROL PHASE
ITI B Record Decisions—>
Information Technology ecisions

Investment Board

Terminated:
Review Status | Investment Not Satisfied
Report Decisions
A K
Recommended Terminate
. c "
Continue Course Actions _]
C P I C Submit QR
Capital Planning ‘E\sgfa‘/;dpf;;se
& Investment Control
Review and
Review Status Submit
Report Quarterly
P Report/CAR
A to DOI
Assistant Directors Submit v
. Execute
State Directors Corrective
& Center Actions
Directors A
Maintain Project Monitor Current PIR

i Prepare J
Costs, Schedule | | Project Costs, | | o rier)y Status 4—4’

and Technical Schedule and Report
Baselines Technical Info. P

SELECT EVALUATE

Figure 4-1: Control Phase Process Steps

4.3.1 Maintain Project Costs, Schedule, and Technical Baselines

The PM oversees all aspects of the IT investment and is responsible for the implementation of associated
plans that were developed in the Select Phase. The PM also follows the established procedures and
practices to monitor performance and ensures the Integrated Project Team (IPT) is apprised of any new or
existing internal risks based upon review of the WBS, project plan, risk checklist, and stakeholder
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interviews. The PM monitors financial, technical, operational, schedule, legal and contractual, and
organizational risks while ensuring all budget documents remain current. The PM provides periodic
updates to the sponsor and/or ITIB on the investment’s status and cost, schedule, and technical baselines
while ensuring the project has been realistically planned and project documents remain current.

4.3.2 Monitor Current Project Cost, Schedule, and Technical Information

The PM collects actual information on the resources allocated and expended throughout the Control
Phase. The project sponsor ensures that the investment still aligns with the DOI mission, strategic plan,
enterprise architecture, and E-Government. The PM compares the actual information collected to the
estimated baselines developed during the Select Phase and identifies root causes for any differences. The
PM reviews the security and infrastructure analyses for accuracy. The PM maintains a record of changes
to the initiative’s technical components including hardware, software, security, and communications
equipment. Technical component changes may trigger a new architecture review.

4.3.3 Prepare Quarterly Status Report

On a quarterly basis, the PM prepares a status report (guidance available at the BLM CPIC website) that
provides project status on costs, schedule, and risks.

All "Major’” investments are required to submit an Enhanced Performance Report on a quarterly basis.
‘Major’ investments that are designated as “high-risk” by the OMB and IT investments with significant
development must report their actual cost and schedule data against their planned performance baselines
for cost and schedule on a monthly basis to WO-550 . Ongoing performance reporting enables WO-550 to
conduct investment and portfolio-level analysis in accordance with OMB’s reporting requirements.

The PM updates the business case on the planning and risk information and project performance.

On a quarterly basis, the PM prepares a project status report_ The Quarterly Report incorporates all
relevant information and pertinent updates. Once complete, this status report is submitted to WO-550 for
review and subsequently provided to the ITIB.

4.3.4 Review Status Report

WO-550 evaluates the Quarterly Status Reports and Enhanced Performance Reports for project
performance and prepares findings and recommendations for the ITIB.

4.3.5 ITIB Review of Status Report

Achieving maximum benefits from an investment, while minimizing risks, requires that the investment
be consistently monitored and managed for successful results. On a quarterly basis, the ITIB continues to
monitor investments making decisions and taking actions to change the course of a particular investment
when necessary. The ITIB determines whether to continue, modify, or terminate the project and also if
the PM is managing investment cost and schedule variance (5V), mitigating risks, and providing
projections for future performance based upon work accomplished to date. The ITIB verifies if the
current cost and schedule projections align with the investment.
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Using control screening criteria (available on BLM CPIC Website), the ITIB determines if the project has
met expectations. Using this information, the ITIB makes the decision to continue with the investment
and identify any deficiencies and corrective actions needed.

4.3.6 Investment Decision

The ITIB reviews the Quarterly Status Reports along with WO-550's findings and recommendations and
issues one of the four decisions listed below:

1. Continue the investment “as is”
2. Recommend corrective actions — the ITIB may recommend corrective action if the:

e Project performance variance exceeds six percent from the project’s established baseline;
e ITIB is concerned with the progress of the project ;
¢ Constant changes in the requirements and work scope;

e Particular task on the critical path is missed with no alternative. This may include a major
milestone or work product which was missed or delayed;

e The investment’s outcome does not adequately support the mission, business, or security
function;

e Major technological problems hinder the planned investment development.

These recommendations are shared with WO-550 for incorporation into the quarterly report
submission to the DOL

3. Re-baseline the investment. PMs, with sponsor concurrence and approval, may request ITIB
approval to be re-baselined with new performance targets (scope, schedule, or budget
performance goals). The sponsor, by requesting approval from the ITIB for a project re-
baselining, is accepting the additional risk and management oversight responsibilities to ensure
the investment is delivered within the revised project baseline.

4. Terminate the investment. If the above three options (listed in 4.3.6.1-3) are not applicable or met
by the investment, then the ITIB may terminate the investment. If an investment is terminated,
the PM prepares and confirms the Post-implementation Review (PIR) schedule.

4.4 Exit Criteria

Prior to exiting the Control Phase, investments must complete the following activities:
e Complete investment development, production deployment, and/or implementation;
e Confirm the PIR schedule;

¢ Obtain ITIB approval to enter the Evaluate Phase.
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Table 4-1 provides a summary of the documents generated during the Control Phase process and if the
document requires approval or is required only for filing and record keeping purposes.

Document Required For File Required For Approval
Project Management Plan X
Quarterly Status Reports X X
Enhanced Performance Reports (Major) X X
PIR Schedule (For investments terminated
X
or approved for Evaluate Phase)
Updated Business Case X X

Table 4-1: Summary of documents generated during the Control Phase
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5 Evaluate Phase

5.1 Purpose

The purpose of the Evaluate Phase is to compare actual to expected results after an investment is fully
implemented. This is done to assess the investment’s impact on mission performance, identify any
investment changes or modifications that may be needed, and revise the investment management process
based on lessons learned. As noted in GAQO’s Assessing Risks and Returns: A Guide for Evaluating Federal
Agencies’ IT Investment Decision-Making, “the Evaluation Phase ‘closes the loop” of the IT investment
management process by comparing actual against estimates in order to assess the performance and
identify areas where decision-making can be improved.”

The Evaluate Phase focuses on three outcomes:
¢ Determines whether the IT investment met its performance, cost, and schedule objectives;

e Determines the extent to which the Capital Planning and Investment Control process improved
the outcome of the IT investment;

e Provides the means to assess mature investments, determine their continued effectiveness in
supporting mission requirements, evaluate the cost of continued maintenance support, assess
technology opportunities, and consider potential retirement or replacement of the investment.

The outcomes are measured by collecting performance data, comparing actual to projected performance
and conducting a PIR (Post Implementation Review) and OA (Operational Analysis) to determine the
system’s efficiency and effectiveness in meeting performance and financial objectives.

5.2 Entry Criteria

The Evaluate Phase begins once a system has been implemented and becomes operational or goes into
production. Any investment cancelled prior to being operational must also be evaluated. Prior to
entering the Evaluate Phase, investments must have executed the following activities:

¢ Complete investment development, production deployment, and/or implementation;
e Confirm the PIR schedule;
e Obtain BLM ITIB approval to enter the Evaluate Phase.

5.3 Process

Investments enter the Evaluate Phase based on the ITIB’s decision to either continue the investment, with
or without modifications, or to terminate the investment. Approved investments move to a Post
Implementation Review (PIR) stage and after a successful PIR to the Operational Analysis (OA) stage.
During the PIR, actual performance measures are compared to performance projections made during the
Select Phase. Then, “lessons learned” for both the investment and the CPIC process are collected and
applied to prior CPIC phases.
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PIR STAGE:

From the time of implementation, the system is continually monitored for performance, maintenance
activities, costs, resource allocation, defects, problems, and system changes. System stability is also
periodically evaluated. The PIR (Appendix A) includes a methodical assessment of the investment’s costs,
performance, benefits, documentation, mission, and level of stakeholder and customer satisfaction.

The PIR process involves reviewing mission needs and project goals, collecting and analyzing data, and
providing major findings and issues to WO-550. It also provides feedback and incorporates lessons
learned.

The PIR is conducted by the project sponsor and results are reported to WO-550 and ITIB to provide a
better understanding of initiative performance and to assist the project sponsor in directing any necessary
initiative adjustments.

OA STAGE:

During this stage, an OA (Appendix A) is performed annually for ‘Major’ investments and every other
year for ‘Non-Major’ investments to determine whether mature systems are continuing to support
mission and business requirements.

Figure 5-1 provides a summary of the Evaluate Phase process, both in the PIR and OA stages, as well
individual(s) and/or group(s) responsible for completing each process step.

The BLM’s CPIC Process - EVALUATE PHASE

ITIB

Information Technology
Investment Board PIR Stage

Record

- Decisions
Investment

Decisions

) 4

-Termir

Investment
Decisions.

OA Stage

anunuos)
JuswisaAu|
anuijuoy

CPIC

Capital Planning
& Investment Control

JuBLSPAU|

jususaAL]
aoueyug

Review (OA)
Review PIR Operational
Analysis

A A

Assistant Directors

State Directors v
A 4
& Conter o] [ Gorasacn
Directors plmplementalion (Opetiona) ke
Review) Analysis)

j t ’
‘ CONTROL } SELECT

Figure 5-1: Evaluate Phase Process Steps
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5.3.1 Prepare and Present PIR

The PIR schedule is determined during the Control Phase. The PIR for a newly deployed initiative
should take place six to twelve months after the system is operational. In the case of a terminated system,
it should take place immediately because the review will help to define any “lessons learned” that can be
factored into future IT investment decisions and activities. In either case, before starting the PIR, the
project sponsor develops a PIR plan that details the roles, responsibilities, and schedule for all PIR tasks.

At the heart of the PIR is the IT Investment Evaluation (template and guidance on the BLM CPIC website )
in which the project sponsor examines the impact the system has had on customers, business processes,
the mission and programs, and the technical capability. As a result of the PIR, the project sponsor
provides an IT Investment Evaluation Sheet to WO-550.

The IT investment evaluation focuses on three areas:

1. Impact to stakeholders: The project sponsor typically measures the impact the system has on
stakeholders through user surveys (formal or informal), interviews, and feedback studies. The
evaluation data sheet highlights results.

2. Ability to deliver the IT performance measures (quantitative and qualitative). The system’s
impact to the mission and program should be carefully evaluated to determine whether the
system delivered the expected results. This information should be compared to the investment’s
original performance goals. This evaluation and comparison should also include a review of the
investment’s security and data performance measures.

3. Ability to meet baseline goals: To determine whether the investment is meeting its baseline goals,
the PM should review the following areas:

o Cost: Present actual lifecycle costs to date;

e Return: Present actual lifecycle returns to date;

¢ Funding Sources: Present actual funds received from planned funding sources;

e Schedule: Provide original baseline and actual initiative schedule;

e Enterprise Architectural Analysis: Determine whether the initiative supports the BLM's approach
to enterprise architecture standards or what modifications are required to ensure initiative
compliance outside the original architectural baseline;

o IT Accessibility Analysis: Determine whether the initiative addresses accessibility for persons with
disabilities, how the requirements were managed, and impact on the architecture;

¢ Risk Analysis: Identify initiative risks and how they were managed or mitigated, as well as their
effects, if any (guidance on the BLM CPIC website);

e Systems Security Analysis: Identify initiative security risks and how they were managed or
mitigated as well as security performance measures;

The project sponsor also prepares and makes a formal PIR presentation to WO-550. The presentation
should summarize the investment evaluation and provide a summary of recommendations for
presentation to the ITIB.
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5.3.2 Review PIR

WO-550 reviews the PIR results, prepares findings and recommendations, and forwards the package to
the ITIB for review

5.3.3 Approve PIR

The ITIB reviews the PIR results of the investment and makes one of the following decisions:
¢ Continue the investment and approve to move to the OA stage;
e Terminate the investment.

If the investment is approved to remain operational, an OA is prepared. Investments that are not
operational are removed from the BLM's portfolio. The ITIB’s decision is recorded and appropriate
parties are notified.

5.3.4 Conduct OA

The project sponsor and the PM conduct an OA (template and guidance on the BLM CPIC website) to
assess the cost and extent of continued maintenance and upgrades. The OA should include a trend
analysis of O&M costs and a quantification of maintenance releases. Costs for Government employees as
well as any customer cost should be included in all cost estimates and analysis. OA is conducted
annually for ‘Major’ and every other year for ‘Non-Major’ investments.

The project sponsor and PM also conduct an analysis to determine if the system is continuing to meet
mission requirements and supports the BLM’s evolving strategic direction. The mission analysis process
identified in the Pre-Select Phase and the MNS provide a framework to assist in the mission analysis for
the OA Stage. This includes an analysis of the performance measurements accomplished.

The PM assesses the technology and determines potential opportunities to improve performance, reduce
costs, support the BLM enterprise architecture, meet security requirements, and to ensure alignment with
BLM'’s strategic direction.

Alternatively, the ITIB may decide to enhance an investment and return it to the Select Phase. The ITIB
also reviews WO-550 recommendations to rate and rank the investment as a part of the ITIB’s function of
annual reselection of BLM’s IT portfolio. Systems that are not annually reselected will be terminated and
removed from the portfolio. WO-550 then informs the project sponsors of the ITIB decisions and
recommendations.

5.3.5 Review OA

WO-550 reviews the OA results and prepares findings and recommendations. The updated package is
then submitted to the ITIB.

5.3.6 Investment Decisions

The ITIB, after reviewing the OA and the recommendations of WO-550, makes one of the following
decisions:

¢ Continue the investment as planned;
e Modify the investment;

e Terminate the investment.
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5.3.7 Operation

The project is operational and in the OA stage.
Prior to the next scheduled OA, the PM updates the investment information. This formal monitoring of
investment progress, and the determination of risks and returns, continues throughout the life of the

investment or until the investment is enhanced.

5.3.8 Capture Lessons Learned

The Evaluate Phase also provides the project sponsor and PM with an opportunity to assess and share
lessons learned about the CPIC management processes. WO-550 uses these assessments to recommend
CPIC process improvements to the ITIB

To capture “lessons learned,” the project sponsor develops an investment management report and an
Investment Evaluation Data Sheet and submits it to WO-550. All failures and successes are collected and
shared to ensure that future initiatives benefit from past experiences. A high-level assessment of
management techniques, including organizational approaches, budgeting and acquisition, contracting
strategies, tools and techniques, and testing methodologies is essential to establish realistic baselines and
to ensure the future success of other IT initiatives.

5.4 Exit Criteria

Prior to exiting the Evaluate Phase, investments must have completed the following activities:
e Conducted a PIR;
o Established an OA review schedule;

¢ Obtained ITIB approval to enter OA Stage.

Table 5-2 provides a summary of the documents generated during the Evaluate Phase process and if
the document requires approval or is required only for filing and record keeping purposes.

Document Required For File Required For Approval
PIR Presentation X X

Exhibit 300 X

Operational Analysis Schedule X

Operational Analysis X X

Table 5-2: Summary of documents generated during the Evaluate Phase

The investment remains in the OA stage until a decision is made by the BLM ITIB to modify, replace, or
retire the system. All major enhancements to OA systems are required to complete an MNS and start at
the Pre-Select Phase. A major enhancement can be defined as new architecture or new functionality.
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6 Waiver

6.1 Purpose

The waiver process provides a standardized guideline for requesting an exception to the process,
procedure, and/or regulation, specifically as it relates to IT investments and associated funding. For
example, a natural disaster or mandated IT expenditure may necessitate that the Pre-Select Phase or
Select Phase be waived to expedite the IT Investment Management Process, or an appeal made to exceed
approved funding levels. However based on the nature of the investment, IT Security, Privacy, and
Enterprise Architecture screening procedures may have to be implemented as an out-of-cycle process.
Upon approval, this change will be incorporated into the BLM’s IT portfolio.

6.2 Entry Criteria

Prior to submitting a waiver, the request must meet one of following criteria:

¢ A BLM mission-critical system, infrastructure, or replacement resulting from an emergency
condition;

¢ A mandated or unforeseen expenditure;
e The result of a Congressional directive that must be in place within a very short period of time;

e The result of a DOI directive that must be in place within a very short period of time.

6.3 Process

Figure 6-1 provides a summary of the waiver process as well as the individual(s) and/or group(s)
responsible for completing each process step.
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The BLM’s CPIC Process - WAIVER
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Figure 6-1: Waiver Process

6.3.1 Determine the Nature of the Emergency IT Investment

A natural disaster or mandated IT expenditure may necessitate that the Pre-Select or Select Phase be
waived to expedite the IT Investment Management Process. The sponsors/owner determines if an
emergency waiver is appropriate.

The sponsor/owner will work with the BEA to determine if an existing application/system may be able to
meet the immediate requirements of the investment for which the emergency waiver is being developed.

6.3.2 Prepare Waiver Request

The project sponsor prepares a waiver request. The waiver request provides supporting justification as to
why the waiver is being requested. The following are addressed:

¢ Nature and circumstances of the emergency/need;
e The scope of the new or proposed investment ;
e A proposed budget or spending plan;

e Description of risk and impact .

6.3.3 Submit Waiver Request

All completed waiver requests must be submitted/transmitted via email (as an attachment) to WO-550
who will facilitate the expedited CIO and ITIB approval process.WO-550.
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6.3.4 Review Waiver Request

The waiver request is reviewed by WO-550, the CIO, and the ITIB. The DOIM reviews the waiver request
to determine potential funding issues and conflicts, as well as describing the impacts to the total IT
Portfolio. WO-550 will also develop IT portfolio adjustment alternatives or strategy (at a detailed level)
should the ITIB approve the exemption.

The CIO reviews the waiver request and the findings and recommendations to determine if it contains
the information necessary for the ITIB to make a decision.

6.3.5 Decision for submitting Waiver Request

The CIO recommends the submission of the waiver to the ITIB. If it is concurred by the ITIB, it is
forwarded to the BLM Deputy Director for approval. If it is rejected, it is returned to the sponsor/owner.

6.3.6 Decision for Waiver Request

ITIB members analyze the information with findings and recommendations provided. This could be at a
normally scheduled meeting, an emergency meeting, or a telephone/video conference. From this
information, they will make their decision to exempt the investment from the specified process or not.

6.3.7 Fund the Request

Based on the nature and the alternatives presented, the ITIB decides to approve the project/investment by
adjusting the IT Portfolio. Approving the investment will have an impact on the IT portfolio by
modifying or terminating existing projects/systems in the IT Portfolio. The ITIB is required to document
their analysis and decision on which projects to continue, modify, or terminate within the existing IT
Portfolio based on the approval of the proposed project. If the ITIB determines that an increase to the IT
spending cap is required, the request is then forwarded to the BST for final consideration.

The Record of Decision is documented and the investment re-enters the CPIC process.

6.4 Exit Criteria

The exception investment must obtain ITIB approval.

Table 6-1 provides a summary of the documents generated during the waiver process and if the
document requires approval or is required only for filing and record keeping purposes.

Document Required For File Required For Approval
Waiver Request X X
Supporting Documents X

ITIB Decisions X

Table 6-1: Summary of documents generated during the waiver process
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7 Portfolio Management

7.1 Purpose

The purpose of IT Portfolio Management is to ensure that an optimal mix of IT investments with
manageable risk and returns is defined, selected, and funded. Portfolio Management comprises the
following:

¢ Defining portfolio goals and objectives;

¢ Understanding, accepting, and balancing trade-offs;

¢ Identifying, eliminating, and minimizing risks;

¢ Monitoring and measuring portfolio performance;

e Assessing whether desired goals and objectives have been obtained and;

¢ Determining how each portfolio fits into the BLM's overarching architecture including IT
Modernization Blueprints for key lines of business.

IT Portfolio Management delivers the following benefits:

e Encompasses the entire investment management process (Pre-Select, Select, Control, and Evaluate
phases);

o Contributes to investment management decision-making by providing pertinent information;
e Provides key information for monitoring cost and performance;

e Helps in the decision making process of whether an investment should be continued, modified,
integrated with others, or terminated.

7.2 Pre-requisites

In order to perform the activities associated with selecting, funding, and managing an optimal IT
investment portfolio, adequate resources must be provided for executing the process.

e ITIB members must exhibit core competencies in portfolio management.

e All investments within the portfolio must be analyzed and prioritized based on each investment’s
Cost, Schedule, Benefit, and Risks (CSBR) throughout the investment'’s lifecycle.

e BLM must have defined its common portfolio categories.

7.3 Process

The portfolio management process ensures that the ITIB collectively analyzes and compares all
investments and proposals to select those that best fit with BLM’s strategic business direction, needs, and
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priorities. In addition, BLM has fiscal and workforce constraints that must be weighed against the risks
and the long term return on investments within the portfolio. When making portfolio decisions,
executives must consider use of IT resources along with work force and contracting options available to
meet mission objectives.

To address these practical limits, portfolio management uses categories to aid in investment
comparability and CSBR oversight. Once all investments within the portfolio are categorized,
investments and proposals can be compared to one another within and across portfolio categories, and
the best overall portfolio can be selected and funded.

7.4 Portfolio Definition

The ITIB has defined BLM’s IT Investment Portfolio to be classified into four categories as listed below:

e New Initiatives
¢ Business opportunities
o Infrastructure

¢ DOI Mandatory

Figure 7-1 gives a graphic display of BLM’s investment categories.

New Business
Initiatives Opportunity

Figure 7-1 BLM’s approved investment categories

BLM MANUAL Rel. 1-1719
08/27/2009



H-1265-1 — Capital Planning and Investment Control (CPIC) Handbook [PUBLIC]
Page 37

7.4.1 New Initiatives

Investments in this category are new projects in the Pre-Select or Select phase of the CPIC process that
increase productivity or provide cost savings.

7.4.2 Business Opportunities

Investments in this category are projects that enhance current capabilities, increase productivity, and
provide cost savings or technical refresh. These investments are included in Part I of Exhibit 53.

7.4.3 Infrastructure

Investments in this category are BLM's projects that are aimed at optimizing existing IT assets and
sustaining operations. These investments are included in Part II of Exhibit 53.

7.4.4 DOI Mandatory

Investments in this category are mandated by DOI for automated systems development, acquisition, and
maintenance. These investments are included in Part I and Part II of Exhibit 53.

7.5 Portfolio Selection

The ITIB annually reviews and approves the portfolio selection criteria, based on BLM’s mission, goals,
strategies, and priorities. The goal of the ITIB is to ensure that BLM’s IT portfolio provides the best blend
of IT investments to meet its mission and strategic goals while minimizing risks and maximizing the
return of these investments.

The ITIB has adopted and enforced written policy and procedures for building the current and future IT
investment success by establishing mature IT select, control, and evaluate processes built on basic IT
selection criteria. The ITIB addresses the following critical processes:

¢ Business Need Identification of IT Projects: By ensuring that each IT project clearly identifies,
defines, and supports the organization’s business needs and meets user’s needs;

e Proposal Selection Processes: By ensuring that a pre-defined, structured process is used to
analyze, prioritize, and select new IT projects;

e IT Project Oversight: Regularly analyzing each IT investment’s planned progress towards cost
and schedule milestones against actual progress/performance and take the necessary corrective
actions when planned progress is not achieved and ensuring that all national level projects are
managed by either trained and/or experienced PMs;

e IT Asset Tracking: By overseeing the development and maintenance of an IT asset inventory to
assist in managerial decision making.

To reach this goal, the ITIB has developed a comprehensive IT portfolio selection and control process to
incorporate benefits and risk criteria linked to mission goals and strategies. The ITIB strives to
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demonstrate core competencies in understanding and using both the established IT investment and the
CPIC process.

Figure 7-3 demonstrates the investment selection process and the development of BLM's IT Investment
Portfolio.

PRE-SELECT
1. Technically feasible
2. No redundant IT investments
provide similar capabilities

( EVALUATE \

1. Conduct PIR v \ 4

2. ComparT actual to expected [ SELECT \
results. T

3. Assess impact on mission LSt M|s§|on/
performance and determine if Ente'rprlse
cost and schedule objectives BaswE SLLEL % Tec:r:?cr;}z?iturrﬁnem

4. Evaluate mmt" d effecti o - SCSeR

. Evaluate continued effectiveness LS :

in supporting mission - EI:?E;HBE?EEOJ. ‘51 wg\sl
requirements and cost of ’ .
recurring maintenance. GiComply, W't.h B

5. Review Operational Analysis stra}teg{c,

6. Rate and Rank investment [egislativesjand

7. Consider potential retirement \ budgetary goals. )
or replacement of the A

\ investment j

CONTROL
1. Quarterly Report submission

C. ITIB reviews the Quarterly

Status Report and makes
decisions

Figure 7-3 BLM’s Investment Portfolio Selection Process

7.6 Portfolio Evaluation

Portfolio evaluation focuses on the assessment of the overall health and performance of the IT Portfolio.
Portfolio and project reviews are conducted to provide for the assessment and to make necessary
adjustments to the IT Portfolio.

After examining all IT assets in light of BLM's business objectives and assumptions, the ITIB prioritizes
business objectives and then evaluates proposed IT Investments against those objectives using enterprise
portfolio analysis software tools. Upon approval of the outcome, the ITIB conducts portfolio
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optimization to determine the best mix of investments, thus helping to align resources behind the most
effective means of achieving Agency objectives.

The performance of BLM's entire IT Portfolio is reviewed throughout the year by WO-550. In practice,
the BLM IT Portfolio evaluation process provides the basis to re-affirm or “re-select” funded projects on
the basis of continuing to meet a business need and meeting project performance objectives, such as cost,
schedule, and technical performance.

The ITIB uses Rating and Ranking Criteria (available on the BLM CPIC website) to score investments.
The ITIB reviews each investment for compliance with BLM's strategic, legislative, and budgetary goals
and evaluates the investment based on established rating and ranking criteria.

8 Capital Planning and Investment Control Tools

8.1 Purpose

The purpose of this section is to introduce various tools available as reference for use in this Handbook.

8.2 Electronic Capital Planning and Investment Control
System (eCPIC)

The Electronic Capital Planning and Investment Control System (eCPIC) is a Government owned
technology system (GOTS) that was created in 2003. eCPIC provides Government managers and staff
with ready and shared access to up-to-date information about individual capital planning initiatives, a
particular type of initiative, or about their entire investment portfolio. It enables managers and staff to
quickly assess the impact of adding, modifying, deferring, or canceling initiatives on the organization’s
capital investment portfolio.

eCPIC supports the Government in the management of capital assets investment portfolios, and the
creation and electronic submission of mandatory OMB reporting requirements such as Exhibit 300
(business cases) and Exhibit 53 reports. eCPIC was designed to streamline and integrate the processes
associated with the management of a capital investment while providing the tools, functions, and
capabilities to support the individual demands of each organization.

To access eCPIC, each Agency is required to request User IDs and Login details from their eCPIC Systems
Administrator currently through WO-550 to DOI. For detailed instructions on using eCPIC, refer to the
eCPIC Users’ Guide found at the CPIC website. (Appendix A)

The guide provides detailed instructions of how to use the eCPIC application in its entirety. eCPIC has
several modules titled Home, Investments, Portfolios, Resources, Scoring, and OMB Submissions. The

User Guide will demonstrate how to use the different features and functionalities within each module.

With every new release, the guide is updated to reflect any additional features and modifications.
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8.3 Budget Planning System (BPS)

This system is used to perform a variety of functions that will help to improve your budget planning
process including entering and evaluating issues and projects, allocating funds received through the use of
the Cost Target Worksheets, and the analysis of project success. BPS also provides you with the
opportunity to view what is going on with other offices and states and provides the ability to track the
status of issues and projects that have been input into the system.

The BPS website is http://bps.blm.gov

The Budget Planning System (BPS) User guide can be found on the BPS homepage and will help you to
navigate through the site.

8.4 Decision Support Tool

BLM’s current standard decision support tool is Expert Choice. Expert Choice software is designed to
enable decision-makers to develop consensus about what is really important in selecting the best product
or service.

The Expert Choice website is http://expertchoice.com/

8.5 Microsoft Project

Microsoft® Office Project is the project management program that helps organizations align business
initiatives, projects, and resources for better business results. By using its flexible reporting and analysis
capabilities, you can be sure that you have actionable information to help you optimize resources,
prioritize work, and align your projects with overall business objectives.

Help and how-to information is available at Microsoft Office On-Line.

http://office.microsoft.com/en-us/project/FX100487771033.aspx
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Glossary of Terms
Acquisition Plan Description of the acquisition approach including:
Contract strategy (definition of government and contractor roles and
responsibilities)
Use of COTS software
Major milestones (such as software releases, hardware delivery,
installation, and testing).
Architectural Alignment | Degree to which the IT initiative is compliant with DOI's IT
architecture.

Architecture An integrated framework for evolving or maintaining existing
technologies and acquiring new technologies to support the
mission(s).

Benefit Quantifiable or non-quantifiable advantage, profit, or gain.

Budget Cycle The overall estimated cost for one fiscal year including direct and

indirect costs
Business Case Structured proposal for business improvement that functions as a

decision package for organizational decision-makers. A business
case includes an analysis of business process performance and
associated needs or problems, proposed alternative solutions,
assumptions, constraints, and risk-adjusted CBA. The business case
is this document for DOI purposes.

Business Process A collection of related, structured activities or chain of events that
produce a specific service or product for a particular customer or

group of customers.

Business Process A systematic, disciplined approach to improving business processes
Reengineering that critically examines, rethinks, and redesigns mission delivery
processes.
Business Requirements | Identifies how personnel conduct business activities to fulfill mission
Analysis requirements, meet objectives, and perform tactical plans.
Capital Asset Tangible property including durable goods, equipment, buildings,

installations, and land.

Control Phase Capital planning phase that requires ongoing monitoring of IT
investments against schedules, budgets, and performance measures.

Customer Groups or individuals who have a business relationship with the
organization; those who receive or use or are directly affected by the
products and services of the organization.
Certification and The official management decision given by a senior Agency official to
Accreditation authorize operation of an information system and to explicitly accept
the risk to Agency operations, Agency assets, or individuals based on
the implementation of an agreed-upon set of security controls.
Discount Rate The interest rate used in calculating the present value of expected
yearly benefits and costs.

BLM MANUAL Rel. 1-1719
08/27/2009



H-1265-1 — Capital Planning and Investment Control (CPIC) Handbook [PUBLIC]
Page 42

Earned Value Analysis A structured approach to project management and forecasting
including comparisons of actual and planned costs, work performed,
and schedule.

Evaluate Phase Capital planning phase that requires IT investments to be reviewed
once they are operational to determine whether the investments meet
expectations.

Expected Outcome Projected end result of the initiative (e.g., system(s) being replaced or
improved customer service) that is directly linked with performance
measures.

Feasibility Study Preliminary research performed to determine the viability of the
proposed initiative by performing an alternatives analysis including
market research and extensive interviews with subject matter
experts. Also includes a proposed technical approach and
preliminary cost, scope, and schedule data.

Functional Requirements | A description of system capabilities or functions required to execute
a required process such as a communication link between several
locations and generating specific reports.

Hardware or Equipment | Includes any equipment used in the automatic acquisition, storage,
manipulation, management, movement, control, display, switching,
interchange, transmission, or reception of data or information (e.g.,
computers and modems); capital and non-capital purchases or leases.

Inflation The proportionate rate of change in the general price level as
opposed to the proportionate increase in a specific price. Inflation is
usually measured by a broad-based price index such as the implicit
deflator for Gross Domestic Product or the Consumer Price Index.

Information System A discrete set of information resources organized for the collection,
processing, maintenance, transmission, and dissemination of
information in accordance with defined procedures whether
automated or manual.

Information Technology | Any equipment or interconnected system or subsystems or
equipment used in the automatic acquisition, storage, manipulation,
management, movement, control, display, switching, interchange,
transmission, or reception of data or information.

IT Portfolio Combination of all IT assets, resources, and investments that an
organization owns. The IT Portfolio considers new proposals along
with previously funded investments to identify the appropriate mix
and synergies of IT investments that best meet organizational ,
mission, and technological needs.

Infrastructure The IT operating environment (e.g., hardware, software, and
communications).

Independent Verification | An independent review conducted by persons separate from the

and Validation management and operation of the investment or system.

Lifecycle The duration of the system life typically organized into four phases:
initiation, development, operation, and disposal.
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Lifecycle Benefits

The overall estimated benefits for a particular program alternative
over the time period corresponding to the life of the program
including:

Cost or expense reduction (productivity and headcount),

other expense reductions (operational), cost or expense avoidance,
and revenue-related savings.

Lifecycle Cost

The overall estimated cost for a particular program alternative over
the time period corresponding to the life of the program including
direct and indirect initial costs plus any periodic or continuing costs
of operation and maintenance.

Major Investments

Investments with a $5M annual cost or in excess of $35M lifecycle
cost

Non-Major Investments

Investments that are not considered “major” are classified as “non-
major”

General Support Systems
(GSS)

Cross-Cutting Infrastructure Investment with a $5M annual cost or in
excess of $35M lifecycle cost

Mission Analysis

Analysis of current and forecasted mission capabilities in
relationship to projected demand for services

Opportunity Costs

Cost of not investing in the initiative or cost of a forgone option.

Payback Period

The number of years it takes for the cumulative dollar value of the
benefits to exceed the cumulative costs of an investment.

Performance Indicator

What is to be measured including the metric to be used (e.g.,
conformance, efficiency, effectiveness, costs, reaction, or customer
satisfaction), scale (e.g., dollars, hours, etc.), formula to be applied
(e.g., percent of “a” compared to “b,” mean time between failures),or
conditions under which the measurement will be taken (e.g., taken
after system is operational for more than 12 hours, adjusted for
constant dollars, etc.).

Performance Measures

Method used to determine the success of an initiative by assessing
the investment contribution to predetermined strategic goals.
Measures are quantitative (e.g., staff-hours saved, dollars saved,
reduction in errors, etc.) or qualitative (e.g., quality of life, customer
satisfaction, etc.).

Pre-Select Phase

Capital planning phase that provides a process to assess whether IT
investments support strategic and mission needs.

Project Plan

A document that describes the technical and management approach
to carrying out a defined scope of work including the project
organization, resources, methods, and procedures and the project
schedule.

Project Charter

A document issued by senior management that provides the PM
with the authority to apply organizational resources to project
activities

Project Sponsor

Defines business needs and associated capabilities, risks, benefits,
and costs of an investment
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Return The difference between the value of the benefits and the costs of an
investment. In a CBA, it is computed by subtracting the Total
Discounted Costs from the Total Discounted Benefits; and it is called
the Total NPV.
Risk A combination of the probability that a threat will occur, the

probability that a threat occurrence will result in an adverse impact,
and the severity of the resulting impact.

Risk Management Plan

A description of potential cost, schedule, and performance risks and
impact of the proposed system to the infrastructure. Includes a
sensitivity analysis to articulate the effect different outcomes might
have on diminishing or exacerbating risk. Provides an approach to
managing all potential risks.

Risk Management

The process concerned with identifying, measuring, controlling, and
minimizing risk.

Security

Measures and controls that ensure the confidentiality, integrity,
availability, and accountability of the information processes stored
by a computer.

Security Plan

Description of system security considerations such as access, physical
or architectural modifications, and adherence to Federal and DOI
security requirements.

Select Phase

Capital planning phase used to identify all new, ongoing, and
operational investments for inclusion into the IT portfolio.

Sensitivity Analysis

An analysis of how sensitive outcomes are to changes in
assumptions. Assumptions about the dominant cost or benefits
elements and the areas of greatest uncertainty deserve the most
attention.

Software

Any software, including firmware, specifically designed to make use
of and extend the capabilities of hardware or equipment.

Steady State Phase

Capital planning phase that provides the means to assess mature IT
investments to ensure they continue to support mission, cost, and
technology requirements.

Sunk Cost

A cost incurred in the past that cannot be recovered which may or
may not affect present or future decisions.

Technical Requirements

Description of hardware, software, and communications
requirements associated with the initiative.
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AC Annual Cost

Ads Assistant Directors

ACWP Actual Cost of Work Performed

BAC Budget at Completion

BCR Benefit-Cost Ratio

BCWP Budgeted Cost of Work Performed

BCWS Budgeted Cost of Work Scheduled

BEA BLM Enterprise Architecture

BLM Bureau of Land Management

BPR Business Process Reengineering

BPS Budget Planning System

BST Budget Strategy Team

C&A Certification and Accreditation

CAR Corrective Action Report

CBA Cost-Benefit Analysis

CBT Computer-Based Training

CCA Clinger Cohen Act of 1996

CD Center Director

CFO Chief Financial Officer

Clo Chief Information Officer

CIOC Chief Information Officer Council

COTS Commercial-Off-The-Shelf

CPI Cost Performance Index

CPIC Capital Planning and Investment Control

CSBR Cost, Schedule, Benefit, and Risk

cv Cost Variance

CV% Cost Variance Percentage

DC Discount Cost

DF Discount Factor

DOI Department of the Interior

WO-550 Washington Office-550

EA Enterprise Architecture

EAC Estimate at Completion

eCPIC Information Technology Investment Portfolio System

ETC Estimate to Complete

EVM Earned Value Management

EVMS Earned Value Management System

FEA Federal Enterprise Architecture

FISMA Federal Information Security Management Act

GAO Government Accountability Office

GOTS Government Owned Technology System

GPEA Government Paperwork Elimination Act of 1998
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GPRA Government Performance and Results Act of 1993
IPT Integrated Project Team
IRM Information Resources Management
IRMC Information Resources Management Center
IT Information Technology
ITIB IT Investment Board
ITIM IT Investment Management
V&V Independent Verification & Validation
LAN Local Area Network
MNS Mission Needs Statement
NPV Net Present Value
O&M Operations and Maintenance
OoMB Office of Management and Budget
PIR Post-Implementation Review
PM Project Manager
PMB Performance Measurement Baseline
PRM Performance Reference Model
ROI Return on Investment
SD State Director
SME Subject Matter Expert
SPI Schedule Performance Index
SV Schedule Variance
SV% Schedule Variance Percentage
TCEV To Complete Efficiency Variance
VAC Variance at Completion
WBS Work Breakdown Structure
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Information Technology Investment Management: A Framework for Assessing and Improving Process
Maturity (Exposure Draft), U.S. General Accounting Office, Accounting and Information Management
Division, May 2000. http://www.gao.gov/new.items/d04394g.pdf

Smart Practices in Capital Planning, The Federal CIO Council, Capital Planning and IT Management
Committee, Industry Advisory Council (IAC), October 2000.
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Appendix A — Capital Planning & Investment
Control Website

For Policy Documents, User Guides, Capital Planning guidance, and templates please visit the
Bureau of Land Management’s Intranet site and select ‘Information Resources Management’ and
follow the link to ‘Capital Planning and Investment Control.”
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