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4. MANAGEMENT STRATEGY
AND PROCESSES

The mission of SCI management is to provide
an integrated set of management control
mechanisms required to effectively implement
Service Center modernization in accordance
with the guidance of the Secretary of Agri-
culture and the National FAC. Four primary
management objectives have been identified
in support of this mission:

A Ensure effective and efficient use of re-
sources.

Ensure the reliability of financial and per-
formance reporting.

Comply with applicable laws and regula-
tions.

Protect the interests of the U.S. Govern-
ment.

>

>

>

The SCI management mission and objectives
require a comprehensive management strat-
egy, with supporting management processes,
to ensure the success of the initiative. An or-
ganizational structure has been implemented
to accommodate the wide scope of imple-
mentation activities and the execution of re-
quired management functions. Tailored proc-
esses have been established to comply with
laws and regulations applicable to an IT ini-
tiative of this magnitude and to ensure that
potential risks are properly managed. Specific
management processes have been imple-
mented to control plans, schedules, resources,
and the quality associated with the initiative.
Additional processes and procedures have
been implemented to track and report the
status of the initiative to appropriate USDA
management and oversight authorities. De-
tailed processes have been developed to man-
age resources, acquisitions, and administrative
matters involving the SCI. Plans have been
developed and are being updated to communi-
cate SCI information to various stakeholder

groups and to ensure that the requisite training
is provided.

This section of the Comprehensive Moderni-
zation Plan describes both the management
strategy and the major processes that will be
employed to implement SCI management’s
mission objectives.

Section 4 includes the following:

4.1 SCI Organization

4.1.1 Introduction

4.1.2 Senior Management

4.1.3 SCI Oversight

4.1.4 Service Center Initiative Management

4.1.5 Program Management Office (PMO)

4.1.6 Integration with the Support Services Bu-
reau (SSB)

4.1.7 Management Initiatives

4.177.1 Modernization Management Entity

4.1.7.2  Federalization of County FSA Employees

4.1.7.3 Funding

4.1.74 Reinvention Labs

4.2 Risk Management

4.2.1 SCI Risks

4.2.2 Project Lifecycle Review Process

4.2.3 Integration Center Process

4.2.4 Interoperability Lab Risk Mitigation

4241 Overview

4.2.42 Risk Mitigation—Legacy Testing in the
Interoperability Lab

4243 Testing Methodology

4.2.5 Pilot Testing

4.2.6 Business Case Process

4.2.7 Risk Review and Assessment

4.3 Management Controls

4.3.1 SCI Modernization Plan

4.3.1.1 Managing the Plan

4.3.1.2 Updating the Plan

4.3.1.3 Performance Measures

4.3.2 Project Plans
4.3.3 Quality Control
434 Reports and Reviews

4.3.4.1 Project Tracking

4.3.42 Monthly Team Reporting
4.3.43 Management Reviews
4.4 Management Processes
4.4.1 Resource Management
4.4.1.1 Personnel Management
4.4.1.2 Financial Management
4.4.13 Contract Management
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4.4.2 Acquisition Management 4.1 SCI organization
4.4.2.1 TA and Waiver Process
4.4.2.2  Acquisition Strategy 4.1.1 Introduction
443 Administrative Management
4.43.1 Property Management The current management structure of the SCI
4432 Records Management is shown in Figure 4.1-1. It portrays the prin-
4433  Correspondence Management cipal management roles and functions required
4.5 SCI Communication Plan to conduct the Service Center initiative.
4.6 Training
4.7 Conclusion . .
SCI management includes senior-level per-
sonnel who provide leadership and guidance,
oversight organizations at the Department
level, and Team Leaders who direct various
initiative implementation projects.
Deputy Secretary
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Executive
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Figure 4.1-1. Current SCI Organization

4.1.2 Senior Management

Senior management for the SCI includes the
Deputy Secretary of Agriculture, the Execu-
tive Policy Committee (EPC), the National

Food and Agriculture Council (NFAC), the
NFAC Executive Officer, and the Manage-
ment Review Board (MRB). USDA partners
provide input to SCI management and feed-
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back on implementation activities. The role of
each with respect to the SCI is summarized
here.

A The Deputy Secretary of Agriculture is
responsible for providing executive-level
leadership and guidance for the SCI, and
conducts regular reviews of SCI progress.

A The EPC includes the Under Secretaries
for the three primary SCI mission areas:
Farm and Foreign Agricultural Services,
Natural Resources and Environment, and
Rural Development, as well as key De-
partment staff office heads such as the
CIO, CFO, ASA, and Director, OBPA.
This body assists the Deputy Secretary in
executive oversight and guidance activi-
ties, and participates in SCI progress re-
views.

A The NFAC is designated by the Deputy
Secretary as responsible for implementing
the SCI. The NFAC consists of the heads
of the USDA county-based agencies—the
Farm Service Agency (FSA), the Natural
Resources Conservation Service (NRCS),
and Rural Development. The NFAC
chairperson rotates annually between FSA,
NRCS, and Rural Development. Ex-
officio members of the NFAC include the
Chief Information Officer and the Assis-
tant Secretary for Administration.

A The NFAC Executive Officer is responsi-
ble for the day-to-day management and
execution of all SCI activities. This role
includes developing operating budgets and
plans for fund use, as well as the day-to-
day oversight of operations, to include
fund obligation to meet objectives.

A The MRB provides guidance and assis-
tance to the SCI for all implementation
activities. It consists of the Executive Of-
ficer of the National FAC, the partner
agency Deputy Administrators/Chiefs for
Management, SCI project Executive Spon-
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sors, and other personnel as required to
support SCI project activities.

A Partners provide input and regular feed-
back on SCI implementation activities to
senior SCI management. Key partners in-
clude USDA State Leaders, employee un-
1ons and associations, and numerous other
non-Federal entities.

4.1.3 SCI Oversight

Department-level oversight for the SCI in-
volves two separate organizations within
USDA: the Office of the Chief Information
Officer (OCIO); and the Office of the Inspec-
tor General (OIG). Their roles with respect to
the SCI are summarized here.

A The OCIO is responsible for direct De-
partmental oversight of the SCI. The CIO
grants technical approval and waiver
authority for the current USDA morato-
rium on IT procurements, so that the SCI
may conduct pre-acquisition studies prior
to deploying Information Technology (IT)
solutions. Within OCIO, a full-time sen-
ior-level executive, the Senior Policy Ad-
visor for Service Center Implementation,
has been dedicated to SCI oversight ac-
tivities. OCIO reviews project proposals
and plans, conducts independent verifica-
tion and validation studies, conducts peri-
odic milestone reviews, and approves IT
investments and deployments.

A The OIG monitors SCI activities to ensure
compliance with USDA policies and ap-
plicable regulations, and reports its find-
ings directly to the Secretary and Deputy
Secretary.

4.1.4 Service Center Initiative
Management
Thirteen teams were organized to conduct the

complex tasks comprising the Service Center
initiative. Team formation was based on an
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A The LAN/WAN/Voice Team. The

analysis of the scope of work and management
functions required to satisfy all goals and ob-

jectives identified in the Service Center Stra-
tegic Plan. Team Leaders were selected to
lead each current SCI implementation. The
SCI Team Leaders’ primary management
roles and functions are summarized in this
subsection.

Five teams implement IT solutions for the
SCI:

A The Business Process Reengineering

LAN/WAN/Voice Team is an interagency
effort team responsible for implementing a
common telecommunications infrastruc-
ture in all Service Centers, state offices
and other selected offices.

The Data Management Team. The Data
Management Team implements data man-
agement and administration policies and
standards, develops the enterprise data
model, and establishes the overall Service
Center data architecture.

(BPR) Team. The BPR Program Manager
is responsible for managing SCI enterprise
BPR activities, including both BPR design
and implementation efforts. The scope of
this project includes BPR project design
and development, business case develop-
ment and validation, and pilot testing. The
BPR Program Manager is also responsible
for managing all activities that take place
in the Business Integration Center, an en-
vironment where the common computing
environment (CCE), data management,
LAN/WAN/Voice, and BPR projects inte-
grate business and technical solutions for
Service Center program delivery.

The BPR Implementation Team. The
BPR Implementation IT Manager provides
project and management support to the IT
organizations supporting the BPR Initia-
tive. Key activities include development of
the applications architecture and software
standards for the BPR implementation ef-
fort.

The Common Computing Environment
(CCE) Team. The CCE Team Leader is
responsible for coordinating, planning, and
managing the CCE Project. The CCE team
defines the technical architecture for the
CCE and its implementation, ensuring
compliance with the policies, standards,
and overall data architecture of the de-
partment.
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Eight other teams support IT modernization
through specific projects required for Service
Center implementation.

A The Change Management and Training
Team develops and manages national
training programs for common Service
Center training needs to assist employees
in adapting to changing roles and relation-
ships, and to improve customer service.

A The Customer Service Team identifies
customer needs and expectations, develops
standards for program and quality service
delivery, and measures customer satisfac-
tion with Service Center program and
service delivery performance.

A The Outreach Team supports the plan-
ning and implementation of specific rec-
ommendations by the USDA Civil Rights
Action Team; National Commission on
Small Farms; and Section 2501(g) of the
Food, Agriculture, Conservation and
Trade Act of 1990, to ensure that all cus-
tomers have equal access to USDA pro-
grams.

A The Partnership Team coordinates ac-
tivities of the Union Coordination Council
(UCC), the Association Coordination
Council (ACC), and the State Leadership
Council (SLC). The team provides these
councils with information on NFAC ac-
tivities, gathers their feedback, and pro-
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vides their perspective on Service Centers
to the NFAC and senior USDA manage-
ment.

A The Office Information Team manages
and reports office information in support
of the office consolidation effort.

A The Strategic Planning and Perform-
ance Measurement Team develops and
updates the SCI Strategic Plan and annual
performance plans. It also monitors per-
formance and develops annual SCI per-
formance reports.

A The Budget Team is responsible for fi-
nancial planning, budgeting, and the exe-
cution of the SCI budget. Specific activi-
ties include budget formulation; budget
justification to USDA, OMB, and Con-
gress; and budget execution tracking.

A The Communications Team is responsi-
ble for communicating accurate and timely
NFAC information to internal and external
SCI stakeholders.

4.1.5 Program Management
Office (PMO)

The PMO provides program management
support to the Executive Officer of the Na-
tional FAC and his Deputy. The PMO’s pri-
mary responsibilities include:

Ensuring integration of SCI project activi-
ties.

Maintaining the SCI Modernization Plan.
Supporting management of SCI schedules.
Supporting management of SCI resources.
Supporting management of quality per-
formance.

Supporting reporting requirements.
Supporting administrative management
activities.

Conducting Program Management Re-
views (PMR).

Preparing briefings and reports.

Tracking project resources—people, cost,
schedules, equipment, facilities.

>> > > P> >
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A Publishing SCI directives.
A Supporting programming and budgeting
tasks.

PMO also provides operational support to the
Office Information and Strategic Planning
Teams. The Office Information team main-
tains the Office Information Profile (OIP) da-
tabase for USDA offices, and provides both
public and private access to it via the Internet.
Initially designed to track Service Centers
only, the OIP has been expanded to track
many other types of USDA field offices. PMO
supports major reviews of USDA office plans
and status, and also supports required corre-
spondence between the National FAC and
State FACs concerning changes in office
status and related office issues.

For the Strategic Planning Team, the PMO
assists in developing SCI objectives and per-
formance measures, conducting performance
monitoring, and preparing required SCI per-
formance documentation.

4.1.6 Integration with the
Support Services Bureau (SSB)

The SCI organization is designed to provide
flexibility to meet a range of implementation
requirements. The current SCI organization is
likely to change in fiscal year 2000 as the SSB
is created through an administrative conver-
gence initiative that will affect the Service
Center partner agencies. The SSB will com-
bine the current administrative and IT func-
tions of the Service Center partner agencies as
shown in Figure 4.1-2. The SSB will be re-
sponsible for ensuring state Administrative
Support Units provide Service Center employ-
ees with required administrative support in the
functional areas.

fiscal year 2000 funding for the SCI will be
provided through the SSB, and some SCI
project activities are likely to transition to the
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SSB as part of the convergence process. SCI
leaders have already begun to discuss the tran-
sition of mature projects and IT functions to
the SSB with SSB interim leadership. The SCI
organization will be adjusted to ensure man-
agement control is maintained effectively
during and after the SSB transition.

Support for the SSB

SCI supports the establishment of the SSB.
However, the fiscal year 2000 Agriculture

appropriation does not fund and prohibits
the creation of the SSB. The Secretary of Ag-
riculture is working vigorously to gain con-
gressional support for the SSB. Meanwhile
the department must operate without a bu-
reau that was to work closely with the SCI,
especially in deploying and maintaining IT
systems. Action is underway by the NFAC to
develop a white paper explaining how the
SCI will operate without the SSB.

Administrator

FSA Rural Development
Deputy Under Secretary for
Operations & Management

NRCS
Chief

National Board Of Directors
Interim organization details SCI IT
Og‘;i;‘;\:ge to NFAC Immediately i
; Begin to staff i
él;pﬁy fD"eC:Fm Director SSB operational 10/1/99 :
Ierin prma fon OIP to Mgt Srv (real and personal
Officer property management) i
| | ]
Information Civil Financial Human Management
Technology Rights Management Resources Services
[
Communications/ OIP

Labor Relations

Figure 4.1-2. Support Services Bureau

4.1.7 Management Initiatives

As a result of a joint USDA/OMB Working
Group, several proposals for strengthening
modernization activities in USDA were de-
veloped, briefed to, and approved by the
Deputy Secretary. The actions to address
those proposals are highlighted in bold and
italicized throughout this Plan. Several of the
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proposals extend beyond the direct preview of
the SCI and affect the entire USDA moderni-
zation effort. Actions to address these pro-
posals are referred to as Management Initia-
tives and are explained here.
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4.1.7.1 Modernization Management
Entity

During the past several years, the SCI has
made significant progress in reengineering
business processes, pilot testing new program
delivery methods, and deploying major
phases of the LAN/WAN/Voice and CCE
systems as part of the emerging Service
Center technical architecture. Despite this
progress, USDA recognizes there are man-
agement issues to be resolved in order to en-
sure an integrated approach to moderniza-
tion that achieves desired results as quickly
and efficiently as possible. USDA planned to
make major adjustments in its management
approach to administration with the antici-
pated establishment of the SSB in October
1999. However, with current appropriations
language prohibiting establishment of the
SSB in 1999, plans for modernization man-
agement will have to be revised to accommo-
date that prohibition.

As part of recent discussions with OMB to
improve this modernization initiative, USDA
agreed to establish a permanent entity to
plan and coordinate modernization activities
including IT, BPR, and related support ele-
ments. Both USDA and OMB agreed that
this management entity for modernization
must have strong links to program delivery
leaders, policy makers, and the SSB, when
established. The principal issues that must be
addressed in developing this new manage-
ment entity include:

A Management accountability for imple-
menting all aspects of modernization ac-
tivities and whether such activities pro-
duce required results.

A Clear lines of authority and responsibility
Jor modernization management.

A Alignment of SCI plans and objectives
with USDA strategic plans and objectives.

SCI Modernization Plan — November 19, 1999

A Decision processes and entities that sup-
port USDA’s modernization requirements
in a timely manner.

A Mechanisms designed to resolve quickly
any conflicts between modernization im-
peratives and Service Center agency pri-
orities.

A A funding approach that will permit
modernization to move forward rapidly
while providing adequate support for
Service Center agencies to accomplish
ongoing missions.

A Anintegrated IT management organiza-
tion to support the emerging SCI techni-
cal architecture in the areas of common
standards, procedures, tools, development
environment, operations, and mainte-
nance.

A A BPR management organization to fa-
cilitate cross-functional reengineering
activities across agency boundaries.

USDA has already started to evaluate alter-
native organizational approaches for im-
proving the management of current mod-
ernization initiatives. The commitment to
establish a new modernization management
entity will be implemented on the following
schedule:

A November 1999—SCI provides moderni-
zation management alternatives and rec-
ommended solutions to senior Depart-
ment leadership for review. USDA Mod-
ernization Management Working Group
will be formed to provide organizational
recommendation to the Deputy Secretary.

A December 1999—USDA Modernization
Management Working Group provides
organization decision memorandum to
the Deputy Secretary.

A January 2000—Deputy Secretary deci-
sion and announcement of new USDA
modernization management structure.
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4.1.7.2 Federalization of County FSA
Employees

In keeping with USDA’s commitment to fair
and equitable employment practices and out-

reach to potentially disadvantaged customers,

the department established a Civil Rights
Action Team in 1997 to thoroughly audit its
program delivery and employment practices
Jrom a Civil Rights standpoint. In addition to
auditing past reports and recommendations,
the team traveled to 12 separate representa-
tive areas of the United States to conduct lis-
tening sessions with USDA employees and
customers.

When the team had finished its work, it had
developed a large number of recommenda-
tions, which were incorporated into a USDA
action plan for implementation. Recommen-
dation number 17 stated in part, “Modernize
the FSA State and county committee system
by converting non-Federal FSA positions,
including county executive directors, to Fed-
eral Status...” The associated portion of the
action plan directed that the 1998 USDA
proposed legislative package include
amending the 1935 Soil Conservation and
Domestic Allotment Act to make all FSA
county positions Federal positions. The
driving factor in the recommendation was to
ensure that all levels of the USDA could be
held accountable to the same Federal stan-
dards for equitable and fair employment and
opportunity to receive USDA services. This
would eliminate de-facto variations of stan-
dards experienced at different local county
levels, particularly in regards to loan appli-
cation programs.

The legislative package was developed, in-
cluding the recommended language to Fed-
eralize county FSA employees, and provided
to Congress by the Department. Representa-
tive Eva Lee Clayton (D-North Carolina)
sponsored the legislative proposal in the
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House of Representatives during the 1998

congressional session; however, despite her
best efforts and the support of the Secretary
of Agriculture, the measure was not passed.

Efforts are currently underway within the
SCI to include the proposal in USDA’s leg-
islative package to be included in the fiscal
year 2001 Presidents Budget Submission.
Additionally, there may be opportunities to
insert this legislative initiative earlier if con-
gressional supplemental funding actions oc-
cur during fiscal year 2000. Milestones for
this effort included:

A Labor-management working group will
support development of legislative pro-
posal.

A Proposed legislative language to OBPA
by December 15, 1999.

A OBPA integration of the proposal into
the total USDA legislative package.

A Proposal included with the USDA fiscal
year 2000 Presidents Budget Submission.

The SCI will benefit from favorable consid-
eration in that uniform Federal staffing rules
and procedures will support a consolidated
Service Center approach to providing cus-
tomer service while reflecting a more repre-
sentative and diverse workforce reflective of
the total customer population served.

4.1.7.3 Funding

The realization of improved customer serv-
ices as outlined in the Service Center Vision
requires investments in modernization as
outlined in this plan. However, the resource
requirements for maintaining the capability
to meet currently intensifying program deliv-
ery needs without major deterioration in
customer service have made it difficult to al-
locate adequate resources for these invest-
ments. Major benefits will occur only after a
lag time and if sufficient investment is
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achieved to permit retirement of expensive-
to-operate legacy systems and replacement
with modernized systems and processes.
Therefore, the management plan for mod-
ernization makes provisions for priority set-
ting and strategic focus of investments to
maximize the payoff from available budget-
ary resources.

The provisions for identification of strategic
office locations for investments, and the pro-
visions for assessment of priority setting for
BPR and data acquisition and other compo-
nents of the plan, recognize the reality of
limited budget resources.

The commitment of the Department and the
Service Center partner agencies to the SCI
modernization plan and to its implementa-
tion will demonstrate to Congress, the OMB,
clients, and other interested parties that
Junds provided for investment in Service
Center modernization will be managed well
and will be justified based on the opportuni-
ties to achieve major improvements in cus-
tomer service and improved efficiency. Key
efforts include:

A Working with OMB to develop ap-
proaches that will secure adequate re-
sources to maintain the momentum of
modernization activities in fiscal year
2000.

A Working with OMB to develop a long-
term budget strategy (2001-2005) that
provides resources for modernization and
execution of agency missions.

4.1.7.4 Reinvention Labs

Alternative County Office Structures and Pro-
gram Delivery

The partner agencies involved in the provi-
sion of USDA customer services at the
county level have long been committed to
providing quality service at a reasonable cost
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to the nation’s taxpayers. In this decade,
such commitment has included a number of
self-generated improvement initiatives at the
grassroots level as well as department and
agency headquarters. The initial effort to
collocate partner agency county-based serv-
ice offices began in 1994, and, in the past 5
years, resulted in combining more than 3,700
separate county based offices into 2,700 of-
fices providing the same basic agency serv-
ices on a collocated basis. Subsequently, the
Service Center “Leading Edge” initiative
brought together a representative number of
employees at the Service Center level to
identify and recommend ways services to
customers could be made more efficient and
effective. In addition to the improvements
recommended for adoption, this group identi-
fied a number of regulatory and institutional
barriers to implementing other wide-ranging
improvements. These barriers were catego-
rized and prioritized for action. Based on
recommendations from this process, USDA
initiated a Service Center BPR project in
1998. There are currently more than 20 indi-
vidual projects in development, with 10 in the
pilot-study phase. These projects run the
gamut of Service Center core business proc-
esses, as well as the supporting office auto-
mation and telecommunications infrastruc-
ture and associated data. A fully operational
Business Integration Center is in place at
USDA’s Beltsville, Maryland office, com-
posed of business case teams, a fully func-
tional interoperability laboratory equipped
with both legacy and current Service Center
automation infrastructure, a data manage-
ment team, and the automation infrastruc-
ture deployment teams. The Business Inte-
gration Center provides a synergistic envi-
ronment where the individual pieces of the
improvement efforts are brought together to
move the SCI closer towards the Secretary of
Agriculture’s vision of a dynamic “one-stop”
USDA customer service entity that provides
outstanding service at a reasonable cost.
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The USDA Service Center Modernization
Initiative therefore provides a construct for
developing and testing a variety of ap-
proaches to providing USDA partner agency
services in county-based offices. Many of the
innovative program delivery concepts will
inevitably require revisions to the current
Structure to best capitalize on proposed revi-
sions to procedures. In order to facilitate
such innovations, an environment supportive
to change must be fostered. Institutional bar-
riers to change must be identified and over-
come, whether based on procedure or statute.
Required legislative changes must be ad-
dressed in concert with the fiscal year 2001
budget, and target specific areas where a law
or statute can be modified or suspended for a
period of time to allow for the conduct of ad-
ditional pilot testing and valid comparison of
alternatives.

The legislative cycle requires adherence to a
rigid schedule in order to identify, propose,
and package legislative proposals for con-
gressional action. An approach that priori-
tizes efforts to a limited number of high pay-
off changes will usually be more successful
than attempts to move a large number of
proposals through the process. Milestones
Jor the legislative change effort include:

A Identify and prioritize legislative propos-
als to eliminate or suspend statutory bar-
riers to changes by January 2000

A Provide proposal package to USDA Of-
fice of Budget and Program for integra-
tion into the overall USDA legislative
proposal.

Not all impediments to experimentation and
innovation are found in law or statute. Inter-
nal USDA rules, regulations, and operating
procedures also must be addressed. Fortu-
nately, the ongoing effort of Vice-President
Gore’s National Partnership for Reinventing
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Government (NPR) provides support for in-
novation and change throughout the Federal
Government. NPR has developed procedures
departments can use to assist in developing
and testing different approaches to providing
Government services. Two of the most help-
Jful are 1) establishing Reinvention Labs and
2) streamlining the approval of waivers to
internal rules. Both of these processes are
available within USDA, and are discussed in
further detail here.

Reinvention Labs are designated by organ-
izational senior management and empower
employees to take radical steps to test and
prototype innovative ways and means to de-
liver government services. The concept was
initiated in April 1993, and by early 1998 had
grown to 325 separate activities designated as
Reinvention Labs within their respective
agencies or departments. There are already a
number of USDA organizations designated
as Reinvention Labs with a proven track rec-
ord of successful innovation. County-based
service offices may immediately seek similar
status to support efforts for reinvention in
their own service delivery procedures. A spe-
cific example of an innovative Service Center
concept that would lend itself to the Rein-
vention Lab process is the USDA’s employee
union and association’s Service Center Op-
timization concept whereby the “one-stop”
customer service provided by a county-based
Service Center could be extended to include
other government services beyond USDA’s.
The benefits of becoming a Reinvention Lab
include the legitimization of efforts to inno-
vate and the accompanying leverage to over-
come innate barriers and organizational re-
sistance to change that more often than not
choke innovation in a bureaucratic mass of
rules and inertia. Within the Reinvention
Labs, the major drive for innovation tends to
come from the employees of the organization
itself, as a formal, supportive climate is fos-
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tered and experienced personnel are empow-
ered and encouraged to develop and imple-
ment new ways of better providing services.
Milestones for Reinvention Lab implementa-
tion include:

A Service Center Initiative Team decision to
seek Reinvention Lab status for all Serv-
ice Centers or for a limited number of
Service Centers piloting specific projects
in November 1999.

A Initiation of the formal request to the
Deputy Secretary of Agriculture for Re-
invention Lab status by December 1999.

In April 1998, President Clinton reinforced
the Reinvention Lab effort by releasing a
Memorandum for the heads of executive de-
partments and agencies directing them to
establish streamlined processes for acting on
their employee requests for waivers of their
internal rules. His intent was to support in-
novation by allowing departments and agen-
cies to suspend non-statutory-based proce-
dural rules standing in the way of imple-
menting positive changes. Since then, a
number of Federal departments and agencies
have responded with formal processes for
rapidly acting on employee requests for
waivers to internal rules. A number of sig-
nificant internal-based barriers to Service
Center “one-stop” operations have been
identified in both the “Leading Edge” initia-
tive and the BPR projects. For example, a
specific partner-agency rule restricts cus-
tomer information data sharing to solely that
agency. Waiver of that rule would allow the
other partner agencies to share in the cus-
tomer information already developed by that
agency. Milestones for the USDA internal
rule waiver process include:

A Submission of a USDA internal rule
waiver process by November 1999.
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A [Initiation of Service Center requests for
USDA agency or Departmental internal
rule waivers by January 2000.

A Completed action on Service Center re-
quests for internal rule waivers by Feb-
ruary 2000.

Legislative change initiatives, Reinvention
Lab Status, and the internal rule waiver pro-
cess form a mutually complimentary triad of
support for developing, testing, and imple-
menting faster, better, and cheaper means of
meeting the county-based office service mis-
sions. They do not merely foster change for
the sake of change, but allow for the demon-
stration of best-case alternatives that may be
implemented rapidly.

4.2 Risk Management
4.2.1 SCI Risks

Risks associated with the SCI have been iden-
tified through many sources—internally as a
function of project planning and execution
tasks, and externally through General Ac-
counting Office (GAO) reports and numerous
Department-level study groups and analyses.
Section 1 of this plan discussed the current
business environment, including the interde-
partmental studies that identified major risk
areas. Section 1 also recommended solutions
to mitigate the risks. The management rec-
ommendations of the PwC county-based study
and the recommendations of Administrative
Convergence, the Civil Rights Action Team,
and the National Commission on Small Farms
include actions to mitigate risks that have a
bearing on the SCI.

The most significant risks associated with the
SCI involve the development of reengineered
business processes and enabling information
technology to provide a modern, integrated
business environment that is responsive to
customers’ needs. The SCI must implement a
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phased approach to I'T modernization that
mitigates risk in conformance with Clinger-
Cohen and OMB’s Raines Rules for IT mod-
ernization. In addition, the SCI must avoid
operational, cost, and schedule risks through-
out development activities. Operational risk is
associated with the development of solutions
that fail because they are not properly inte-
grated or do not support Service Center busi-
ness processes and concepts of operation. Cost
risk involves failure to manage developmental
activities so that solutions conform to budget-
ary constraints. Schedule risk involves failure
to manage activities within established time
constraints.

The SCI has a comprehensive approach to risk
management. The approach involves design-
ing the initiative’s management structure to
avoid risks, developing management processes
that ensure SCI risk areas are regularly re-
viewed and assessed, and implementing pro-
cedures designed to track and mitigate risks
during the course of implementation activities.
The SCI has taken many steps to avoid or
mitigate risks associated with the initiative.
These include creation of the SCI project life-

cycle model for project reviews and assess-
ments, the Business Integration Center and
BPR pilot testing program, and the Business
Case validation procedure.

4.2.2 Project Lifecycle Review
Process

Figure 4.2-1 shows the SCI’s project lifecycle
review process, which ensures successful in-
tegration and risk mitigation for the individual
BPR projects. It depicts the major project
phases and processes that have been estab-
lished to control development, pilot testing,
and project implementation. The lifecycle re-
view processes ensure that individual project
risks are understood and systematically ad-
dressed throughout the development cycle.
The lifecycle helps avoid risks by ensuring
that projects are clearly defined and scoped,
and undergo a consistent series of steps for
development, prototype testing, and imple-
mentation. Each major phase concludes with a
project review to ensure that risks are defined
and mitigated to the maximum extent possible.
This review process is used for SCI project
phases up to the national deployment decision.

Requirements Definition Implementation
? ? ?
Refine Operate
fi "
Review/ Document Develop Fu?zti‘gsali Is No Requirements |  Design Develop Test Install/ and
Approve As-ls To-Be System —> Prototype And Final Final Final Ea‘”l Maintain
Concept Process Process | oo irements Needed? To-Be System System System s '”la Final
Process ystem System
A A A
Legacy Systems Legacy System
Assesment 0 Migration
9
? v ?
Is
Design Develop Test Install/ Analyze Further
Prototype Prototype Prototype Train Prototype D i
yp i s Prototype Results Required?

Proof of Concept (Piloting)

<> Decision Points

Stop

Figure 4.2-1. USDA SCI Project Lifecycle Model
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During the requirements definition phase, risk 4.2.3 |ntegration Center Process
is a key criterion used to determine the nature

and extent of prototype testing required to
mitigate risk prior to nationwide implementa-
tion. Prototype testing addresses both opera-
tional and cost risk by providing data to sup-
port whether or not the project provides an-
ticipated benefits and process savings at rea-
sonable investment levels. Process steps for
implementation ensure that projects are opti-
mized prior to nationwide deployment.

The key challenge of SCI implementation
projects is to ensure the proper integration of
business and technical elements so that solu-
tions meet SCI objectives. In an effort to miti-
gate the operational risk associated with SCI
projects, a Business Integration Center was
established to provide the necessary frame-
work to ensure projects are properly integrated
and fully support Service Center business pro-
cesses and concepts of operation. Figure 4.2.-
2 provides a conceptual view of the Integra-
tion Center.

FAC
A Agency Business Teams
Business Scenario
A 4 Requirements:
ClOs SCIT Functional
ideli Pilot Test
Standards <> Gwde_llnes S'ygte oS
Policy Data
Integration
Integration .
Labgrato UEnLE) center Development
" BPR Alternative Cenl?ers
/ ) . Function i
Simulation and Evaluation
RSyslem
equirements CCE
Process Models : <> /Kansas
Resource Models LANAVAN/Volc City
Training Help Desk
Integration Office
Development Automation
New
Applications )
Security CCE
Data Management <> /st
<— >» Louis
Configuration Management
I T T I T I I 1
Pilot 1 Pilot 2 Pilot 3 Pilot 4 Pilot 5 Pilot 6 Pilot 7 Pilot 8
CCE CCE CCE CCE CCE CCE CCE CCE
LAN/WAN LANMAN | | LAN/WAN LAN/WAN LANAWAN | | LAN/WAN LAN/WAN | | LAN/WAN
Business Business Business Business Business | | Business Business Business <> Flj
Scenarios Scenarios | | Scenarios Scenarios Scenarios | | Scenarios Scenarios | | Scenarios Collins
Clients
) Other
General . Producers/ Service
Public Agencies Customers Centers Gogﬁtri::;nt

Figure 4.2-2. Integration Center (Conceptual View)
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The Business Integration Center is an envi-
ronment where the CCE, Data Management,
LAN/WAN/Voice, and BPR Teams work to-
gether in a shared space. Primary activities
include project definition and development,
and testing and evaluation. New business pro-
cesses are developed and tested with respect to
the emerging technical architecture to mitigate
developmental risks. The environment ensures
that data management, configuration man-
agement, and security issues are addressed for
each project. In addition, emerging solutions
are tested in the Interoperability Lab prior to
deployment at pilot test sites.

Each team has Integration Center representa-
tives who focus both on individual project
roles, and contribute to the integration process
for all IT project elements. The goal is to
seamlessly integrate these various efforts so
that field implementation is successful.

An Integration Team uses the established
project lifecycle process to manage BPR proj-
ects at the Business Integration Center. The
Integration Team is chaired by the BPR Pro-
gram Manager, and consists of the CCE Team
Leader, LAN/WAN/Voice Team Leader,
Service Center Data Team Leader, and the
applicable Project Coordinator, Project Spon-
sor, business representative(s), and specific
Project Manager. This team is responsible for
determining whether a proposed project can
be integrated. If it can be, the team determines
the project’s integration points. During the
project lifecycle, the team reviews the project
at the specified integration points. In addition
to meeting to consider specific projects, the
permanent members of the Integration Team
confer weekly so that all Integration Center
members will be kept abreast of program de-
velopments. The overall organization of the
Integration Team is shown in Figure 4.2-3.

BPR Program Manager

Data Team Representatives
CCE Team Representatives
LAN/WAN/Voice Representatives

[ I

Project Coordinators

(6)

Pilot Coordinator

Configuration
Management/
Security Leader

Integration Test
Coordinator

Project Managers

Pilot Sites

Figure 4.2-3. Integration Team Organization

4.2.4 Interoperability Lab Risk
Mitigation
4.2.4.1 Overview

An Interoperability Lab is located within the
Integration Center. It prepares prototype ap-

plications for pilot site Service Centers
through testing activities. The test environ-
ment recreates a pilot site’s technical envi-
ronment and applications must pass stringent
tests before site deployment. The
Interoperability Lab provides a mechanism to
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integrate business activities across projects,
enable business processes through an inte-
grated technical architecture, and minimize
the impact of integration on the Service Center
sites. The Interoperability Lab achieves these
objectives through four major activity areas:

A Interoperability testing of BPR projects.

A Interoperability testing of legacy applica-
tions.

A Configuration management and deploy-
ment.

A Security.

Testing in the Interoperability Lab assesses
application performance to ensure all require-
ments are met. Conflict and throughput analy-
ses are conducted to ensure that the applica-
tion can successfully co-exist with other SCI
applications on the CCE test suite and operate
properly within the technical architecture.
Interoperability testing provides some insur-
ance against stovepipe applications by encour-
aging an enterprise approach, reuse, and sys-
tem and data sharing. Testing of early appli-
cations has:

Coordinated the use of a common cus-
tomer database for pilot testing projects.
Prevented overwriting of system “.dll”
files.

Forced a common disk and data structure.
Increased security on project databases.
Reduced impact of piloting on ongoing
Service Center activities.

>r>r> > >

4.2.4.2 Risk Mitigation—Legacy
Testing in the Interoperability Lab

A major potential risk area for SCI involves
the integration of legacy systems with the
CCE. Connectivity of legacy systems is es-
sential to ensure that current applications can
be accessed through the CCE and properly
integrated into the SCI’s emergent technical
architecture. The Interoperability Lab plays a

major role in developing and testing solutions
for achieving legacy systems connectivity
with the CCE and SCI technical architecture.
Legacy connectivity options are currently be-
ing tested. Lab personnel are working actively
with software vendors to allow access to leg-
acy platforms to reduce the duplication of ef-
fort at pilot sites and to assist new applications
in sharing and reusing existing data.

An added benefit of legacy testing activities is
the elimination of duplicate tools or programs
in use across the Service Center agencies. A
variety of current network software is being
replaced by a single solution for all agency
users. The Lab also supports common e-mail
implementation at the pilot sites.

4.2.4.3 Testing Methodology

The two primary objectives of legacy applica-
tion interoperability testing are: (1) find a
method to provide access to the legacy sys-
tems from the new environment, and (2) test
existing applications for their impact on new
applications in the CCE environment.

The method used to conduct these tests is
similar to that used to test new applications.
The main difference is that many existing or
legacy applications were designed for a DOS
or 16-bit environment, instead of the 32-bit
CCE environment. Also, many existing soft-
ware programs do not operate as “cleanly”—
inefficiently using memory, etc.—and should
be run in an isolated environment on the new
platform. The testing methodology includes
the following steps:

A Establish a clean test environment.

A Install the application.

A Analyze the impact of the new application
on the environment (using automated
tools).

A Report findings to the requesting party and
update the status of approved software.

SCI Modernization Plan — November 19, 1999
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Pilot sites were asked to identify which legacy
applications they would like to run in the new
environment. Priorities were requested and a
master prioritized list was created. The site is
responsible for providing a copy of the soft-
ware to be tested.

In addition to testing applications, the Lab is
also responsible for:

Configuration management.

Security.

Second-tier help desk support.
Technical in-house support for users and
systems.

A Technical coordination across projects.

> > > >

4.2.5 Pilot Testing

Pilot testing provides the opportunity to dem-
onstrate how well a BPR project can work in
an operational environment, as opposed to a
lab setting. Pilot testing not only provides the
vehicle to gather data for the BPR project’s
Benefit Cost Analysis (BCA) and business
case, but also is itself a risk mitigation mecha-
nism. Problems can be identified and fixed
before national deployment, which is less
costly than fixing problems after national de-
ployment has already occurred. Nine Service
Centers and five state offices have been se-
lected as pilot sites for SCI activities. This
structure allows applications to be tested in
several different sites, which increases confi-
dence in results and allows test data to be ex-
trapolated to a broader spectrum of the USDA
field structure.

4.2.6 Business Case Process

Each individual project must be justified be-
fore USDA commits the resources necessary
to complete full development and nationwide
deployment. The project business case will be
considered as part of project reviews con-
ducted by USDA management. Project re-

SCI Modernization Plan — November 19, 1999

views will be performed following pilot test-
ing. The review will decide whether the proj-
ect should be continued into full development
and national deployment, modified, or discon-
tinued. In addition to determining ROI, each
project’s business case will be used to evalu-
ate project risk and lifecycle costs.

A Customer Benefits—includes operational
savings such as reduced fertilizer costs,
time savings applying for program partici-
pation, and savings on trips to Service
Centers.

A Process Savings—primarily relating to
time savings of Service Center staff re-
sulting from increased operational effi-
ciency.

A Lifecycle Costs—includes projected cost
for personnel, equipment, software, travel,
contract services, supplies, and other mis-
cellaneous resources necessary for project
development, deployment, operations, and
maintenance.

A Project Risk—the major risks to be ad-
dressed involve the dependency of each
project on funding, pilot site technology,
data, and timely completion of other BPR
projects.

The SCI-wide business case, published in
1997, will be updated periodically as neces-
sary based on the number of projects pilot-
tested.

4.2.7 Risk Review and
Assessment

Beyond the processes discussed thus far, a
number of specific procedures have been im-
plemented to ensure that SCI risks are identi-
fied as early as possible, prioritized in terms of
impact, and mitigated to the maximum extent
possible. SCI is identifying risk not only
through external “looks” but also through
regular management reviews—held weekly
for IT projects and monthly for other SCI

4-16 If it matters to you, it matters to us!



USDA

United States Department of Agriculture

projects. A standard agenda item for all man-
agement reviews requires Team Leaders to
identify risks, estimate the probability of oc-
currence and potential impact, develop miti-
gation and contingency plans, and brief man-
agement on status and potential solutions.
Regular risk reviews allow management time
to develop and implement solutions to avoid
risks or reduce their impact substantially. The
SCI PMO is responsible for monitoring all
risk items and tracking follow-up actions to
closure.

4.3 Management Controls

This subsection describes initiative-wide man-
agement processes that have been developed
to provide management control for SCI ac-
tivities. Included are processes for managing
schedules, resources, quality, and reporting.

4.3.1 SCI Modernization Plan

The comprehensive Modernization Plan en-
compasses the entire Service Center Initiative.
It describes the current environment, provides
the Service Center vision and concept of op-
erations, describes implementation plans, and
describes the management strategy for the ini-
tiative. In addition to these four main sections
and the appendices, it references the full li-
brary of SCI documents listed in the Docu-
mentation Roadmap, and contains current
program and project plans. It is both a living
document and a historical reference.

Most SCI historical documents are kept in
USDA’s PMO (hard copy) and on the shared
LANSs (electronic form). Many of the docu-
ments, strategies, plans, and subordinate plans
are posted or will be posted to the SCI web
site.

4.3.1.1 Managing the Plan

The comprehensive Modernization Plan is the
capstone document for managing the SCI. It

describes the major phases of modernization
and the outcomes that will be achieved in each
phase. Although some of the appendices and
reference documents are historical and static
in nature, most require periodic updating to
maintain currency. Performance plans, im-
plementation strategies, and the various pro-
gram and project plans will be updated to re-
flect the latest status for SCI objectives and
schedules.

The SCI goals, objectives, and performance
measures outlined in this plan will be used by
SCI management and oversight personnel to
assess progress toward achieving objectives
and to manage the future course of the initia-
tive. Risks, costs, and performance objectives
for each major SCI project will be developed
and documented. Project results will be meas-
ured against specified performance measures
at key milestones to reassess risks and com-
pare actual costs and performance with objec-
tives. Performance feedback will be used to
adjust future plans, allocate resources, update
schedules, and refine management procedures.
Project priorities will be adjusted, based on
performance results, to provide a maximum
return on the Service Center investment.

4.3.1.2 Updating the Plan

Changes to individual project plans and mile-
stone dates are expected to occur throughout
the year, and will be formally updated on a
monthly basis. Key milestone dates are subject
to change as approved by the SCI Program
Manager. Because the comprehensive Mod-
ernization Plan reflects broad objectives of the
SCI, it will be reviewed and formally updated
on an annual basis following the close of the
Fiscal Year.

4.3.1.3 Performance Measures

SCI requirements are carefully managed from
a program perspective to ensure that all proj-
ect plans are consistent with the GPRA, the

SCI Modernization Plan — November 19, 1999
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objectives identified in the Service Center
Strategic Plan (referenced in Appendix L),
and the performance goals identified in the
SCI Annual Performance Plan (referenced in
Appendix L). Implementation plans are de-
veloped in response to specific objectives in
the Strategic Plan to ensure that only those
tasks required to implement strategic objec-
tives are performed.

Performance measures, reflecting an annual
increment of the Strategic Plan, are developed
for the Annual Performance Plan and are used
to assess progress for the SCI Annual Per-
formance Report to OMB and Congress.

4.3.2 Project Plans

The SCI planning process has been designed
to accommodate the need for SCI schedule
data for management and reporting purposes.
The current planning process is summarized in
Figure 4.3-1.

Key Program
Milestone —
» | -Maintained by PMO
Database Updated Monthly
FY98-FY 03
Project Maintained by Project Teams
Operating Updated as needed
Plans > Repository for all plans will
be maintained by PMO
SCI O
Integrated > Maintained by PMO
Project Plan Updated as needed

Figure 4.3-1. Current Planning Process

A database of key milestones supporting the
SCI comprehensive Modernization Plan
through fiscal year 2003 has been developed.
This database provides a high-level view of
the major tasks that will be undertaken in each
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modernization phase. It also supports long-
term planning needs as well as management
and reporting requirements involving the
overall progress of the initiative. The database
is maintained by PMO and updated monthly
based on changes in key milestone dates.

The key milestone database is supported by
SCI Team project operating plans, which pro-
vide detailed tasks and schedules required for
the day-to-day management of project activi-
ties. BPR also maintains an integrated project
plan for all its activities. These plans are de-
veloped, maintained, and updated during the
normal course of project operations. Microsoft
Project 98 is the project management tool be-
ing used by the SCI to track project resources
and schedules. Various plans can be linked,
filtered, or customized to provide SCI manag-
ers with a variety of project data. A repository
of these plans is maintained by PMO and up-
dated periodically throughout the year.

An Integrated Program Plan (IPP) for the SCI
is also maintained by PMO. It is used to iden-
tify and track dependencies between projects,
and to understand the critical path to achieve
established milestones for the initiative as a
whole. The IPP supports near-term manage-
ment decisions on schedule and resource allo-
cation issues, and highlights schedule risks
over the short term. This plan is updated when
scheduled dates for critical SCI tasks change.

4.3.3 Quality Control

As implementation projects mature, additional
SCI processes to manage project quality will
be implemented. Deployment of reengineered
business processes and applications with ena-
bling IT systems will require attention to the
quality of products delivered to the field. This
effort will ensure that SCI projects meet appli-
cable quality standards and measures, and re-
sults that do not meet quality standards are
flagged for management attention and action.
Quality management processes will also en-
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sure that SCI resources are being invested
prudently. Specific performance indicators
and guidelines will be developed to assess
project quality during each phase of perform-
ance. In addition, periodic reviews of project
performance will be conducted as milestones
are achieved. These reviews will assess the
quality of results and determine whether or not
the development of corrective actions is re-
quired. At a minimum, these reviews will be
conducted at major milestone decision points
in the project’s lifecycle (see Figure 4.2-1).
Quality performance reports will be prepared
to document project results, assess perform-
ance across the initiative, and determine where
efforts to improve quality should be directed.

Quality management efforts will be oriented
primarily toward customer service and the IT
elements of the initiative, including the CCE,
LAN/WAN/Voice, Data Management, and
BPR implementation projects. Implementation
of quality management processes will involve
the following steps:

A Develop and document quality standards
and performance indicators for SCI proj-
ects tailored to specific SCI implementa-
tion objectives.

A Document standards and performance in-
dicators applicable to each SCI project.

A Conduct regular reviews of project per-
formance based on established standards
and indicators.

A Report project performance information as
part of overall project review and assess-
ment activities.

A Develop quality assurance procedures to
ensure that plans and schedules provide
quality management activities.

A Update performance standards and indi-
cators as required to support future SCI
project activities.

SCI quality management processes are sched-
uled to be developed during the latter half of
fiscal year 1999, and implementation is
scheduled for early fiscal year 2000. Man-
agement requirements for implementing these
measures are being examined.

4.3.4 Reports and Reviews
4.3.4.1 Project Tracking

A customized set of processes to track project
status and schedules has been developed for
the SCI. Four primary tracking mechanisms,
including reports and reviews, are employed
to provide management with a variety of proj-
ect data. These mechanisms are portrayed in
Figure 4.3-2.

Monthly Team Reports Monthly Reporting
All Teams - Based on PMO gec%w Secretary
Defined Milestones From IPP
Weekly IT Telcon PMO Tracking T
ggERB\?\E’?V Update Milestone Status
’ —_—> Update IPP
B Identify Management Issues
Track Action ltems
. Conduct Follow-up
Bi-Monthly Progress —
Reviews T
One-on-One Project Reviews A | ¢
with NFAC Executive Officer .(.-

Input
to
Decision
Forums

Bi-Monthly Program Management Review

Al SCI Team Leaders <
Qversight, OIG Personnel
Interested Agency, SCI Personnel

Figure 4.3-2. Project Tracking Mechanisms

4.3.4.2 Monthly Team Reporting

Team Leaders provide PMO with a monthly
report, due the third business day of the fol-
lowing month, that describes project status
relative to existing milestone dates. The mile-
stones for reporting are specified for each
team by PMO on the basis of the current IPP.
Potential schedule delays and their causes are
described, along with recommendations to
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mitigate or avoid the delays. Monthly reports
also include data on personnel and financial
status. The financial report is due on the tenth
business day of the following month. These
monthly reports serve as the primary basis for
developing monthly SCI reports for OCIO
oversight personnel and USDA management.

4.3.4.3 Management Reviews

To accommodate the rapid progression of IT
projects and to provide management with
feedback at frequent intervals, a weekly IT
teleconference is held for the BPR, LAN/
WAN/Voice, CCE, and Data Management
Teams. An agenda is prepared in advance so
that participants can focus on critical issues, as
defined by the Team Leaders and the NFAC
Executive Officer.

Every other month, the NFAC Executive Offi-
cer meets one-on-one with all Team Leaders
to conduct an in-depth review of project status
and progress. In preparation, Team Leaders
are required to update their detailed project
plans, report the current project financial
status, and identify and justify new resource
requirements. These sessions include PMO
representation to ensure that project manage-
ment personnel are aware of current project
status and any issues that must be addressed.

Every other month (when one-on-one reviews
are not held), a full Program Management Re-
view is held for all SCI Teams, SCI oversight
personnel, and interested USDA partner
agency personnel. This forum is designed to
provide attendees with a comprehensive re-
view of the status of the initiative as a whole.
All Team Leaders present a project briefing
that includes:

A Milestone status over the next six months.

A Key accomplishments over the past two
months.

A Major plans for the next two months.
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A Financial status.
A High-risk areas.
A Issues requiring resolution.

These sessions are designed to disseminate
SCI status to interested parties, raise issues of
interest across the initiative, and identify is-
sues that require additional management at-
tention. Because it is not a decision forum,
follow-up meetings are held to resolve any
issues that arise.

The PMO is responsible for arranging and
conducting all project reviews and tracking
action items. Based on the forums described,
PMO updates the status of the milestone data-
base and the IPP, identifies issues and action
items that must be tracked, and prepares for
necessary follow-up activities.

In addition, the OCIO conducts periodic re-
views of SCI projects and utilizes outside
contractors to validate key technical aspects of
the initiative.

4.4 Management Processes

This subsection describes processes that have
been developed for management of the SCI. It
includes processes for resource management
involving personnel, finances, and contracts. It
also discusses management processes for SCI
acquisitions. Additionally, it addresses proc-
esses for administrative management of SCI
property, records, and correspondence.

BPR Project Prioritization, Approval,
and Review

BPR projects are submitted to and approved
by the MRB. The MRB initially approved 17
BPR projects. Subsequent to these initial
projects, the MRB approved additional proj-
ects that have been brought forth by the SC
agencies. Beginning in fiscal year 2000 a
more rigorous process was established. Proj-
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ects are now grouped into Core Business Ar-
eas (Lending, Managing Risk, Conservation
and Environment, Community Development
and Outreach, Administration, and Common
Business Processes. Cross-agency sponsors
have been established for these core business
areas. These sponsors are charged with
reengineering the entire business area end-
to-end. Based on this end-to-end review and
the direction they establish, sponsors select
the areas of the business to reengineer in
each fiscal year. The priorities established by
these core business area sponsors are
brought before the MRB for approval in
September, for the next fiscal year. Approval
is by majority vote of the MRB members pre-
sent. The MRB uses an established set of
criteria to evaluate individual projects. Crite-
ria include benefit to the SC agencies, com-
mitment of agency staff to complete the
reengineering, fit with the SC Modernization
Plan vision and objectives, etc. Additional
projects are brought to the MRB throughout
the year. These projects are evaluated and
approved by the MRB using the same set of
criteria. In addition, OCIO review and ap-
proval of BPR projects will be conducted in
accordance with established procedures prior
to funding and beginning any work.

Once projects are approved, BPR project
sponsors report progress to the MRB on a
quarterly basis. The MRB approves contin-
ued funding for projects based on progress
reported at the quarterly review. The MRB
also makes recommendations on changes to
projects during these reviews. Approval or
disapproval for continued funding and
changes to projects are made by majority vote
of the members present.

4.4.1 Resource Management

Resource management is critical to the suc-
cessful management of the SCI. It includes the
processes required to successfully manage
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personnel, fiduciary responsibilities, and con-
tractor support. The SCI must be able to si-
multaneously manage these three resources
and maintain a balance between them. A more
detailed description of SCI resources and how
they will be managed is provided in subse-
quent sections.

4.4.1.1 Personnel Management

Because the SCI is a multi-agency initiative,
which has grown greatly in size and scope
over the past year, personnel resources have
been assigned by agency, as appropriate, to
meet specific needs. Positions have been filled
using a combination of assignments, details,
and additional duties as assigned. The Execu-
tive Officer, Deputy, a Director, and two ex-
ecutive assistants are assigned by their re-
spective agencies to support the activities of
the NFAC. The remaining 20+ positions are
filled by temporary assignments created by
reimbursable agreements, multi-year details,
and personnel serving in part-time roles. As a
result, tracking and reviewing personnel re-
quirements is an involved process.

Either the Executive Officer or the Deputy
evaluates full-time project personnel. All other
personnel working more than 25 percent of the
time receive inputs to their personnel evalua-
tion based on their SCI performance. The
Deputy manages other personnel actions such
as approval of time and attendance, leave ap-
proval, and awards. The Deputy’s Executive
Assistant maintains an office personnel file for
all those working full-time on the SCI project.

As the size and scope of this effort continues
to evolve, personnel will be detailed from the
partner agencies to support specific projects.
There are two ways staff requirements are
filled with detailed personnel. First, the SCI
Project Manager creates a position descrip-
tion, and the Executive Officer asks an agency
to fill the position. Second, an agency “spon-
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sors” a specific project and offers to meet staff
year requirements with details from that
agency. Generally, when the project is com-
plete, the detailed person will return to work
in their respective agency.

4.4.1.2 Financial Management

Financial management is another vital re-
source management area. It is the arena in
which SCI financial requirements are forecast
and the budget is determined. The level-of-
effort for SCI activities is based on anticipated
workload. Currently, SCI is working on the
basis of a five-year plan.

In January of each year, SCI re-evaluates the
Five-Year Plan and provides the five-year fi-
nancial plan to USDA’s Information Technol-
ogy Investment Portfolio System (ITIPS).
This document is divided first into the five
(after 1999, four) major SCI areas: CCE; Base
Data Acquisition (BDA); BPR;
LAN/WAN/Voice; and SCI Change Manage-
ment, Customer Service, and Program Man-
agement (SCI CM/CS/PM). The document
splits each of the five plan years into Budget
Object Class (BOC) and Program Segments,
which have associated performance measures.

In June of each year, SCI uses the first pro-
gram year segment from the Five-Year Plan as
the basis to develop the President’s Budget
(PRESBUD). PRESBUD is structured using
the format provided by the Office of Budget
and Program Analysis (OBPA), and coordi-
nated with the SSB. Draft copies of Explana-
tory Notes, a Performance Plan, and an Infor-
mation Technology Procurement Plan are also
developed to support the budget. Current De-
partmental waivers are examined to determine
whether new waivers need to be developed for
the new budget year. PRESBUD is submitted
to OBPA in July, with a draft of the explana-
tory notes and performance plan. After OBPA
submits those plans to OMB in the early fall,
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comments and recommended changes are
generally received by late November each
year. Changes are then coordinated and the
budget is resubmitted through OBPA to OMB.

After the budget is presented to Congress and
the appropriation bill is passed, the precise
funding amount for the year is determined.
The Capital Investment Plan is then updated
and submitted to OPBA. Based on the appro-
priation, the Annual Performance Plan is ad-
justed to reflect the actual amount allocated to
the SCI. The IT Procurement Plan is then up-
dated to reflect the appropriation. Finally, the
plan is submitted through the SSB to OCIO
and OMB for approval.

The Executive Officer has delegated the
authority to obligate funds to the Project
Leaders of CCE, BDA, and BPR. These or-
ganizations receive an allocation in the begin-
ning of the year, and are required to submit
regular financial reports to the SCI Budget
Officer. Monthly financial reports are sub-
mitted to the Executive Officer and OCIO in
accordance with SCI procedures and
TA/Waiver Authority given by the CIO. These
monthly financial reports are used to compare
actual expenditures against allocations. This
information provides the basis to track end-of-
year spending and performance. In addition,
the following year’s objectives can be modi-
fied based on the ability to meet goals and/or
performance measures for the year. For exam-
ple, if the SCI is unable to implement all
hardware purchased during the fiscal year, and
they had projected that they would, then they
may need to increase the workforce to meet
the deadline, or they may decide to shift the
remaining implementation to the following
fiscal year. Each alternative will impact the
financial management of the effort; thus, it
needs to be documented.
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At the end of the year, the SCI Budget Officer
prepares the annual Financial Close Out re-
port. Performance results also are analyzed for
all SCI projects. An Annual Performance Re-
port is prepared and submitted to OBPA in
accordance with the fiscal year Financial
Closeout Memorandum of Instruction (MOI),
generally by October 15th.

4.4.1.3 Contract Management

Given the special business and technical needs
of the SCI, contractor support is required for
many aspects of the initiative. The SCI strives
to use existing government procurement vehi-
cles to include Blanket Purchase Agreements
(BPA) to provide the best use of funds. To
minimize the management effort, the SCI is
downsizing the management of contractor
support to one tier. The SCI will have one
contractor as a central point of contact for all
contractor support. The Budget Officer will
track each contract’s expenditure of funds and
deliverables to ensure the contractor is meet-
ing all obligations within budget restrictions.

4.4.2 Acquisition Management
4.4.2.1 TA and Waiver Process

The USDA IT Moratorium policy places a re-
striction on IT procurements, to include hard-
ware, software, and services. The moratorium
requires that no funds be made available to
acquire new information technology systems
or significant upgrades without approval of
OCIO. The USDA moratorium was codified
in Fiscal Year 1998 Public Law (P.L. 105-86).
All acquisitions $25,000 or more require the
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submission of a waiver, which must be ap-
proved by OCIO, with concurrence from the
Executive Information Technology Investment
Review Board (EITIRB).

The moratorium applies to all IT acquisitions
over $25,000, including orders against exist-
ing contracts and GSA Schedules, except for:

A Renewals of existing contracts for mis-
sion-critical maintenance and leases, if
optional enhancements and/or upgrades
that cost more than $25,000 are not in-
volved.

A [T acquisitions by organizations other than
USDA agencies that are funded by USDA
grants.

If the procurement is telecommunications-
related and is not covered under the
LAN/WAN/Voice waiver, the organization
must obtain a waiver regardless of cost.

The OCIO must approve waivers, and the
EITIRB must approve acquisition program
funding before waiver submission. Waivers
from Service Center agencies must be sub-
mitted to the Department CIO from the
Agency Administrator for each Service Center
agency, and must include documentation that
the waiver was approved through the Clear-
inghouse review process. Waiver requests, on
average, take approximately 5 months to com-
plete. The minimum time expected is one to
three months, with a maximum of eight
months. The current waiver approval process
is depicted in Figure 4.4-1.
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Figure 4.4-1. IT Waiver Process (Current)

Development and approval of information
technology waivers must meet numerous re-
quirements to ensure that procurements meet
the Department’s strategic objectives. The
process steps include not only the develop-
ment of a detailed waiver packet, but also nu-
merous reviews and approvals before submis-
sion to the Department OCIO. The process
includes reviews and approvals by all Service
Center agency CIOs and Administrators. Ad-
ditionally, the OCIO ensures waivers are re-
viewed regarding Year 2000 (Y2K), func-
tional, and CCE issues as appropriate.

The OCIO is currently revising the waiver
procedure for the partner agencies. This revi-
sion incorporates new processes that will en-
sure close control of proposed projects and
will reduce the time necessary to obtain ap-
provals. The revised process formally incorpo-
rates a review by the Business Integration
Center (Business, Data, and Technology) to
ensure that IT initiatives are integrated with

ongoing Service Center objectives. Addition-
ally, the revised process is streamlined—it re-
duces duplicate oversight and reviews, and
eliminates the requirement for multiple-
agency reviews and approvals. However, it
still supports continued collaboration across
agencies—agency CIOs are offered the op-
portunity to participate during the Business
Integration Center review period.

As mentioned, the revised waiver process is
intended to streamline current processes.
Questions concerning the integration and
compliance with business, technical, and data
architectures will be answered in the Business
Integration Center review and recommenda-
tion process, as outlined previously. These
improvements will greatly reduce the remain-
ing USDA enterprise issues that require OCIO
review.
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4.4.2.2 Acquisition Strategy

An acquisition strategy for the SCI IT infra-
structure is essential to managing the costs and
schedule of future deployment activities.
There is tremendous potential to reduce costs
and mitigate schedule risk through develop-
ment of an appropriate SCI acquisition strat-

cgy.

As demonstrated through the acquisition of
Year 2000 replacement workstations, national
acquisitions of CCE components can realize
significant cost savings through volume dis-
counts that would not be achieved through in-
dividual agency procurements. Current plans
call for all CCE acquisitions to be imple-
mented through this national approach. Na-
tional management of the acquisition and im-
plementation process has proven to be effec-
tive in meeting the needs of Service Center
agencies. At the same time, specialized and
localized needs will continue to require a
flexible approach. Individual agency or local
acquisitions will have to be accommodated
within guidelines established by the CCE
project.

The CCE project is evaluating alternative ac-
quisition strategies to determine the most ex-
pedient and economical source for CCE com-
ponents. The intent is to determine require-
ments and find existing contract vehicles that
support those needs. This will eliminate the
need for a lengthy Request for Proposal (RFP)
process, which typically results in the acquisi-
tion of technology that no longer meets busi-
ness requirements. With technology and busi-
ness needs changing so quickly, a very flexi-
ble acquisition approach is needed, so that
adjustments can be made easily.

The CCE Team also is investigating new Seat
Management contracts that have been estab-
lished by other government agencies. Initial
information suggests that this approach may

address Service Center agency concerns re-
lated to accomplishing the IT support work-
load with reduced staffing, as well as how to
refresh technology in a timely manner without
significant capital investments. This approach
could allow more time for the reduced gov-
ernment IT staff to work on business area ap-
plications, not to fix printers and keyboards.

Leasing also is an option being evaluated by
the CCE project team as an alternative to pur-
chasing technology components. When it is
cost effective, leasing is an attractive option
for acquiring equipment and software that is
generally expected to have a lower return on
investment than purchasing. In addition, leas-
ing allows the adoption and implementation of
components that change rapidly and that
would require continued significant invest-
ments to maintain. In combination with Seat
Management, this approach avoids current
Service Center agency obstacles—namely,
keeping up with technology developments and
leveraging capital investment funding.

Following definition of the CCE technical ar-
chitecture in the summer of 1999, an acquisi-
tion strategy will be developed to mitigate the
costs and risks inherent in the CCE large-scale
IT acquisition. Manageable deployment in-
crements will be developed, with cost justifi-
cations and performance measures docu-
mented for each increment. These steps will
provide the necessary framework to manage
IT deployments in support of the SCI.

4.4.3 Administrative
Management

The management of the day-to-day opera-
tional activities of the program is supported by
three main areas: property, records, and corre-
spondence. These areas allow the successful
tracking of SCI activities and property.
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4.4.3.1 Property Management

All equipment issued for field use will be
controlled by the agency receiving the equip-
ment. That agency will use their established
agency procedures to ensure government con-
trol and accountability.

Accountability of equipment bought by a SCI
team to be issued in the future, is the respon-
sibility of the Project Leader. The Project
Leader must establish adequate measures to
control the equipment until it is transferred to
a field agency.

Equipment used by members of the SCI
comes from a combination of the partnership
agencies and direct acquisition by the project.
The SCI Budget Officer is responsible for all
property accountability within SCI. He will
maintain the overall property book, direct in-
ventories, and issue sub-hand receipts to the
appropriate Project Leader. All procurement
requests will be handled through the Budget
Office.

4.4.3.2 Records Management

The Deputy Executive Officer maintains offi-
cial SCI files. Each team is responsible for
sending a copy of all project documents to the
Deputy’s office for inclusion in the file. A
standard file list is used to classify the docu-
ment into a specific folder. This system com-
plies with all departmental instructions.
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4.4.3.3 Correspondence Management

All correspondence received by SCI teams
will be logged into the SCI Correspondence
Tracking System. An action officer will be
assigned and a suspense date established.

The Deputy will receive weekly suspense re-
ports to supervise timely responses. If the sus-
pense cannot be met, the action officer will
coordinate with the Deputy’s office to arrange
an extension of the suspense, when possible.
The Office of the Deputy Executive Officer
will track the correspondence until it is signed,
sent, and filed.

Generally, the Executive Officer signs all cor-
respondence external from the SCI. There are
specific cases in which the Executive Officer

will delegate signature authority.

4.5 SCI Communication Plan

An SCI Communications Plan has been de-
veloped to provide pertinent SCI information
to all stakeholders in a consistent manner. The
messages convey SCI goals; implementing
strategies; the status of the initiative; benefits
to the producers, employees, and taxpayers;
and future plans for the SCI. Figure 4.5-1
provides a summary of the major stakeholders
and the primary communications media for
each.
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Stakeholder

Communications Media

Congress

Annual Report

President’s Budget Submit

Periodic briefs to professional staff members
Annual Outreach Report

Formal responses to Q&As

OMB/GAO

SCI Strategic Plan
Annual Report
Annual Performance Report

Quarterly Reports
Periodic Staff briefs

Web sites

USDA Leaders Annual Report

Input to Secretary’s Briefing book (annually with updates)
Quarterly DSA report and briefing

Quarterly EITIRB update/brief

Quarterly Executive Policy Council

Monthly progress report to DSA and OCIO

Annual Outreach Report
Service Center Bi-monthly newsletter

Web sites

State Leaders/SLC Annual Report
Quarterly progress reports
Service Center Bi-monthly newsletter

Annual meeting of State Leaders
Annual Outreach Report

Service Center Employees | Web sites

Service Center Bi-monthly newsletter
Service Center Brochure and Publications

Partners/lUCC/ACC Monthly Service Center Report by Partnership Team
Quarterly Meetings with ACC/UCC

Service Center Customers Web site

Annual Report to Customers
Brochures at Service Centers, malls
Newspaper articles

Figure 4.5-1. Available Communications Media

4.6 Training

Critical to the success of a major BPR initia-
tive, such as the SCI, is management’s ability
to communicate its message to employees.
Generally, this is accomplished through
training, supported by other vehicles, such as
reports, briefings, and newsletters. One of
SCTI’s key responsibilities is communicating

both the new way to conduct business in the
Service Centers and the use of new computer
tools that will be disseminated.

As the SCI continues to mature, a comprehen-
sive training strategy must be developed for
all SCI training requirements. Work on this
strategy has recently begun, and the results are
schedule to be published in the second quarter
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of fiscal year 2000. This large and complex
training effort will direct and coordinate dedi-
cated resources to sculpting and deploying a
coherent and consistent message. Oversight by
an executive sponsor group consisting of the
partner agency directors of training is being
established.

Current Service Center staff training plans,
being formulated by the BPR teams, include:

A Commercial-off-the-shelf (COTS) com-
puter-based training (CBT) packages on
standard office automation software will
be provided to recipients of 30,000 new
computers by the CCE project.

A The GIS Team is recommending that GIS
training materials be transferred to the
states for delivering classroom training to
25,000+ users. The state offices will be
given a COTS CBT package and book for
the “terms and concepts” training; an up-
dated version of the pilot training materi-
als for instructor-led software training; and
training for their designated trainers. Each
individual state will determine how to use
these materials to best train their Service
Center staff.

The overall training strategy will ensure that
all training efforts, pilot testing and national
deployment, are consistent, efficient, and rep-
licable for all users. This strategy will identify
requirements on a comprehensive basis, ex-
plore alternative training approaches and me-
dia, and identify standards for classroom and
computer-based training materials. It will pro-
vide a Master Training Plan that is applicable
to all SCI training needs. It also will provide
the basis to make future training efforts more
efficient, economical, and effective.

Initially, the training strategy will identify
cross-training needs for each of the Partner
Agencies involved in the Service Centers.

This does not include training needed as a re-
sult of BPR activities. Interviews will be held
with key USDA Service Center personnel to
identify their current knowledge/skills/abilities
(KSAs). The data collected during this process
will be compared to the KSAs required in the
reengineered environment. Upon completion
of the comparison, the training strategy will
identify cross-training needs, as well as the
magnitude of effort required to implement the
training plan.

In summary, the strategy will address the
Service Center training requirements, BPR
initiative training requirements, the design
(including media selection) and development
of training, software deployment and training
delivery logistics, an evaluation plan, and a
maintenance plan. It will include the following
information:

A Findings from the cross-training needs
analysis.

A Evaluation of media options and recom-

mendations for appropriate solutions based

on the USDA environment.

Standards for all training and user support

materials.

Standardized evaluation forms.

A baseline master schedule for training

delivery through 2007.

A realistic software deployment schedule.

Training standards, consistency, and ob-

jectives.

>> > >

The plan also will consider the following:

>

An excessive training burden is not placed
on Service Center staff.

Real cost savings and other benefits.
Contingencies for changes to the system,
application, or deployment schedules.
Consulting with state offices on deploy-
ment and delivery options and staffing
needs.

> > Db
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The Training Strategy Plan will be a working
document. Updates will be conducted as
needed based on changes in BPR schedules
and new BPR requirements.

4.7 Conclusion

This management strategy will provide the
basis for all SCI management activities. It ad-
dresses the SCI organization, risk manage-
ment approach, management controls and pro-
cesses, and the strategies for SCI communica-
tions and training.

The organizational structure accommodates
the wide scope of implementation activities
and management functions that must be exe-
cuted. The approach to risk management com-
plies with all laws and regulations applicable
to an IT initiative of this magnitude, and will
ensure that potential risks are properly man-

aged. Management control processes have
been implemented to ensure sound manage-
ment of SCI plans, schedules, resources, and
quality results. Detailed processes also have
been developed and implemented to manage
SCI resources, acquisitions, and administra-
tive matters. Communications and training
plans are being implemented and will be up-
dated to support successful implementation of
the initiative.

The current strategy and management proc-
esses will be evaluated on a regular basis to
ensure they are effective in supporting SCI
management objectives. Adjustments to ex-
isting procedures will be implemented when-
ever required. A formal review and revision of
this strategy will be conducted on an annual
basis, when the plan is updated.
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