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1. Document Purpose

This revised Action Plan responds to the Office of Management and Budget (OMB) comments on the Department of Education’s self-assessment and proposed implementation plan. The Management and Oversight of Federal Information Technology memorandum (M-15-14) to agency heads of executive departments requires each agency to conduct a self-assessment that identifies current conformity or gaps with the Common Baseline outlined in the memorandum.  The Common Baseline establishes the roles, responsibilities, and authorities of the Chief Information Officer (CIO) and applicable senior agency officials in managing IT as a strategic resource. The guidance further requires that agencies articulate an action plan describing the changes they will make to ensure that Common Baseline responsibilities are implemented by December 31, 2015. 
OMB’s guidance on establishing the Common Baseline seeks to ensure the following objectives:

· Enable the CIO’s role with respect to the development, integration, delivery, and operations of any type of IT, IT service or information product

· Strengthen the relationship between agency CIOs and their bureau CIOs

· Establish consistent, government-wide interpretation of FITARA terms and requirements

· Assist agencies in establishing an inclusive governance process

· Provide agency and program-wide transparency on IT resources

· Provide appropriate visibility and involvement of the agency CIO in the management and oversight of IT resources across the agency
· Assist agencies in establishing management practices that align IT resources with agency goals

· Establish a flexible, government-wide IT management controls that will meet FITARA requirements

· Establish a Common Baseline for roles, responsibilities, and authorities in managing IT as a strategic resource
2. Introduction
This document offers a revised implementation plan to fill identified gaps in conformity. The plan reflects input from a diverse group of Department stakeholders and outlines a strategy to modify its IT governance practices to: 
· Specify the CIO’s responsibilities;

· Enhance the authority and establish accountability for the CIO to manage Information Resource Management (IRM) functions;

· Maximize the value of investment in IT systems to improve business operation effectiveness; 
· Promote economies of scale that will result in improved service delivery;

· Promote cost savings and avoidance initiatives; 
· Mitigate risks; and 
· Eliminate inefficient and/or duplicative IT investments. 
Additionally, the Department is establishing new policies and practices, where applicable, and strengthening existing policies surrounding the acquisition workforce, CIO selection and evaluations, budgeting, and policy compliance with FITARA goals.
2.1. IT Governance at the Department of Education
Effective governance is crucial to ensuring the success of FITARA implementation, departmental policies, guidance, and processes for the effective management of IT resources. The Department’s Investment Review Board (IRB) is the highest-level executive governance board, with the following chartered functions: 

a) Review proposals and recommendations from the Chief Information Officer regarding investments for all information systems, collections, and resources; 

b) Direct, oversee, and approve the Department of Education’s Enterprise Architecture;

c) Monitor and evaluate ongoing information system investments against their projected costs, schedule, and benefits, and take action to continue, modify, or terminate them; 
d) Recommend processes for selection, monitoring, and evaluation of information resource investments. 
e) Provide IT strategic planning leadership and establish the Department’s vision for IT portfolio management; and 
f) Advise the CIO and Secretary on compliance with the Clinger-Cohen Act and all other applicable laws, rules, and regulations regarding information resources management. 
Membership of the IRB includes the following members:

· The Chief Operating Officer (Chair); 

· The Chief Information Officer; (Vice Chair)

· The Deputy Secretary; 

· The Assistant Secretary for Management; 

· The Chief Financial Officer; 

· The Director of Budget; 

· The Chief Operating Officer of Federal Student Aid; and 

· Two (2) additional Principal Officers of the Department appointed by the Chief Operating Officer of the Department.  One of which is currently the Chief Acquisition Officer (CAO). 
· The Inspector General and the General Counsel are non-voting members of the IRB. 

The IRB operates within the IT governance framework as depicted in the following figure.  
Figure: The IT Governance Framework at the Department of Education
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The framework leverages resources throughout the Department, which include but are not limited to the CIO, the Planning and Investment Review Working Group (PIRWG), the Investment and Acquisition Management Team (IAMT), the Enterprise Architecture Program Office (EAPO), the Enterprise Architecture Review Board (EARB), the Department’s infrastructure services (EDUCATE), and the Change Advisory Board (CAB).
The Department’s IT governance process is codified in Departmental Directive OCIO 1-106: Lifecycle Management (LCM) Framework and OCIO 3-108: IT Investment Management. These directives provide the foundation for the implementation of standards, processes and procedures used in developing and managing technology at the Department.  
3. Common Baseline

OMB has established the Common Baseline to detail how agencies meet and/or will modify their existing practices to meet FITARA requirements. The Common Baseline outlines roles, responsibilities, and authorities of the CIO and other applicable senior agency officials in managing IT as a strategic resource, and serves as the framework to help strengthen responsibilities and authorities outlined in the Clinger-Cohen Act. 
4. Revised Action Plan

A revised action plan was developed to address OMB comments where appropriate.  The revised action plan is included on the following pages.

	Common Baseline Sections

	Department of Education

Common Baseline

Implementation Plan (Revised 11/12/2015)

	Agency Evidence of Implementation

	Budget Formulation and Planning.  FITARA: “The CIO has a significant role in the decision processes for all annual and multi-year planning, programming, budgeting, and execution decisions.”

	A1
	The FSA CIO will work with the CFO and Department CIO to ensure that the FSA budget request is provided to the Department CIO and FSA provides data at the level of detail and timing that is required of all other Department organizational units. 
	Agency IT governance:
IRB Charter, 
ITIM Directive ACS OCIO 3-108, 
EA Enterprise Modernization Roadmap,
ED Select Phase Guide
Major IT Business Case

	A2
	The Federal Student Aid (FSA) CFO will modify the FSA budget request review process to incorporate collaboration with the ED Departmental CIO to specifically ensure the level of detail captured is consistent across the entire department by December 31, 2015.
	Agency IT governance:
IRB Charter, 
ITIM Directive ACS OCIO 3-108, 
ED's acquisition plan review process , 
EA Enterprise Modernization Roadmap

	B1
	The Federal Student Aid (FSA) CFO will modify the FSA budget request review process to incorporate collaboration with the ED Departmental CIO to specifically ensure the level of detail captured is consistent across the entire department.

The Department will ensure that FSA is fully engaged in the budget planning process and will increase its commitment to the selection and oversight activities of the PIRWG by assigning an executive with the appropriate authority to make decisions on FSA's behalf by December 31, 2015.
	Agency IT governance process:
IRB Charter, 
ITIM Directive ACS OCIO 3-108, 
EA Enterprise Modernization Roadmap
IT Select Phase Process Guide

	B2
	The Department will ensure that FSA is fully engaged in the ITIM process and the agency CIO is designated as a voting member with veto powers on the FSA IRB by December 31, 2015.
	Agency IT governance process:
IRB Charter, 
ITIM Directive ACS OCIO 3-108, 
EA Enterprise Modernization Roadmap
IT Select Phase Process Guide

	C1
	The FSA IRB charter will be amended to include the Department's CIO as a voting member with veto authority for proposed investments that do not comport to, or comply with, Departmental policies and guidance.
	Agency IT governance:
IRB Charter, 
ITIM Directive ACS OCIO 3-108

	C2
	Same as C1.
	Agency IT governance process:
IRB Charter, 
ITIM Directive ACS OCIO 3-108

	D1
	The CIO will amend ED's ITIM Process Guide to include a process to document an affirmation that: 

1. the CIO has affirmed that he has reviewed the IT resource estimates in the budget request and approves the major IT investment portfolio; 

2. the CFO and CIO jointly affirm that the CIO had a significant role in reviewing planned IT support for major program objectives and significant increases and decreases in IT resources; and

3. the IT Portfolio includes appropriate estimates of all IT resources included in the budget request. 

The draft revised ITIM Process Guide will be ready for internal review by December 4.

The final ITIM Guide will be issued by December 24.
	Agency IT governance:
IRB Charter, 
ITIM Directive ACS OCIO 3-108,
ITIM Process Guide

	D2
	The CIO will amend ED's ITIM Process Guide to produce a document that the CFO and CIO jointly affirm that the CIO had a significant role in reviewing planned IT support for major program objectives and significant increases and decreases in IT resources and that the IT Portfolio includes appropriate estimates of all IT resources included in the budget request. 

The draft revised ITIM Process Guide will be ready for internal review by December 4, 2015.

The final ITIM Guide will be issued by December 24, 2015.
	 

	Acquisition and Execution.  FITARA: “The CIO has a significant role in the decision processes for all annual and multi-year planning, programming, budgeting, and execution decisions; management, governance and oversight processes related to IT; and certifies that IT investments are adequately implementing incremental development as defined in OMB capital planning guidance.”

	E1
	The Department will amend its ITIM Process Guide to create a process to document explicit CIO approval of the IT budget request.

The draft revised ITIM Process Guide will be ready for internal review by December 4, 2015.

The final ITIM Guide will be issued by December 24, 2015.
	Agency IT governance:
IRB Charter, 
ITIM Directive ACS OCIO 3-108, 
EA Enterprise Modernization Roadmap, 
ED Performance Methodology Guide

	E2
	Same as E1.
	Agency IT governance process:
IRB Charter, 
ITIM Directive ACS OCIO 3-108, 
EA Enterprise Modernization Roadmap, 
ED Performance Methodology Guide,
eCPIC IT business case data

	F1
	Complete.
	IT Acquisition Plan Clearance Review Process Guide
ITIM Directive ACS OCIO 3-108

	F2
	Complete.
	IT Acquisition Plan Clearance Review Process Guide
ITIM Directive ACS OCIO 3-108
eCPIC IT business case data

	G
	ED will amend the Life Cycle Management Framework Guide to provide CIO certification that IT resources are adequately implementing incremental development.  

A draft of the amended LCM Framework Guide will be completed by December 4, 2015.

The final amended LCM Framework Guide will be approved by December 24, 2015.
	 Lifecycle Management Framework Directive ACS OCIO 1-106

	H1
	The FSA IRB charter will be amended to include the Department's CIO as a voting member with veto authority for proposed investments that do not comport to, or comply with, Departmental policies and guidance.
	 ITIM Directive ACS OCIO 3-108

	H2
	Same as H1.
	 IRB Charter

	I1
	Existing processes will be modified to ensure the CIO reviews all cost estimates of IT-related costs and that all acquisition strategies and acquisition plans that include IT apply adequate incremental development principles by amending ED's ITIM Process Guide. Timelines for review actions beyond December 31 will be included in the revision to the ITIM Process Guide.

The draft ITIM Process Guide will be ready for internal review by December 4, 2015.

The final ITIM Process Guide will be issued by December 24, 2015.
	 

	I2
	A certification process for project managers of non-major IT investments is under development and will be implemented by December 31, 2015.
Project Plan Steps complete:

06/29/2015
Document procedures for process applications to make the FAC-P/PM application process consistent and repeatable

8/25/2015
Develop procedures for PIRWG to receive, review, and determine its recommendation for FAC-P/PM application packages. Actual recommendations/reports to PIRWG can be delayed depending on funding availability and timing.

10/13/2015
Establish reporting functionality that applies actual results to the performance targets for scrutinizing the health and usage of the system.

10/20/2015
Develop Solution for 3-level certification process

December 2015
Pilot certification process

January 2016
Begin implementation of certification process

September 2016
Target for completion of current employee certifications
	IT Acquisition Plan Clearance Review Process Guide
ED's Information Technology IT Acquisition Plan Clearance Review Process Guide

	J
	Complete.
	Agency IT governance:
IRB Charter, 
ITIM Directive ACS OCIO 3-108, 
EA Enterprise Modernization Roadmap,
IT Program Assessment Guide

	K1
	The CIO will work with FSA to develop and implement a process that ensures the CIO reviews and approves FSA's acquisition plans and interagency agreements for IT acquisitions.  For contract actions that contain IT without an approved acquisition strategy or acquisition plan, the CIO will review and approve the action itself to ensure alignment with the mission and business objectives supported by the IT strategic plan and mission and program objectives in consultation with FSA leadership.  

These procedures will be included in the amended ITIM Process Guide. The draft ITIM Process Guide will be ready for internal review by December 4. The final ITIM Process Guide will be issued by December 24.

The CIO Assignment authority to FSA will specify that regardless of approval authority delegated to any official of FSA, the Chief Information Officer of the agency may review and approve or disapprove any FSA contract or other agreement for information technology or information technology services. This action will be completed by December 24.

	IT Acquisition Plan Clearance Review Process Guide

	K2
	The CIO of FSA will work with the Department CIO and the CAO to revise the existing processes to ensure the Department CIO provides clearance of FSA’s planned acquisition strategies and acquisition plans that include IT by December 31, 2015.
	IT Acquisition Plan Clearance Review Process Guide

	L1
	The CIO will work with the CFO and the Director of Budget Service to establish a process that ensures reprogramming of any funds made available for information technology programs, is reviewed and approved by the CIO.

The CIO approval process for re-programming of funds will be included in the ITIM Process Guide.

The draft ITIM Guide will be ready for internal review by December 4, 2015.

The final ITIM Guide will be issued by December 24, 2015.
	 

	L2
	The CIO will work with the CFO and the Director of Budget Service to establish a process that ensures reprogramming of any funds made available for information technology programs, is reviewed and approved by the Chief Information Officer.

These actions will be completed by December 31, 2015.
	 

	Organization and Workforce.  FITARA: “The CIO reports to the agency head (or deputy/COO) and assesses the requirements established for agency personnel regarding knowledge and skill in information resources management and the adequacy of those requirements for facilitating the achievement of the established IRM performance goals; and assesses the extent to which the positions and personnel at the executive and management levels meet those requirements.”

	M
	The CHCO will prepare a delegation of authority stating the CIO will serve as an SME to approve the issuance of the cert or excepted service slate of best qualified candidates for any Bureau CIO or bureau leadership with CIO duties but not title, by December 31, 2015.

The CIO will be involved in the recruitment process, as well as the approval of the selection of the FSA CIO.
	 

	N1
	The CHCO and CIO will jointly establish an agency-wide critical element (or elements) to be included in the Bureau CIOs' performance evaluations, and provide input to the rating official for this critical element(s) for the Fiscal Year 2016 rating.  These critical elements will, at a minimum, address performance consistent with the Department’s implementation of FITARA. The CIO will also provide input to the COO for the FY 2015 performance appraisal cycle. This will be completed by December 31, 2015 and implemented at the time of the first summary rating thereafter.
	  

	N2
	Same as N1.
	 

	O1
	The Bureau IT Leadership Directory on the Digital Strategy site will be amended to reflect the rating official of each individual listed by November 30, 2015.
	Bureau IT Leadership Directory

	O2
	Complete.
	 Bureau IT Leadership Directory

	P1
	By December 31, 2015, the CIO and CHCO will establish an approach for a workforce planning process.  Although we are striving to meet the December 31 date, a truly comprehensive plan may not be achievable by that date.
	 

	P2
	The CIO and CHCO will develop a set of competency requirements for IT staff, including IT leadership positions. The requirements will be based on the government-wide competencies already available in the 2210 series artifacts.  The CIO and CHCO will also maintain a current workforce planning process to ensure the department/agency can (a) anticipate and respond to changing mission requirements. (b) maintain workforce skills in a rapidly developing IT environment, and (c) recruit and retain the IT talent needed to accomplish the mission. These actions will be completed by December 31, 2015.  
	 

	Q
	Complete.
	Agency IT governance process:
ED Organization Chart,
IRB Charter, 
ITIM Directive ACS OCIO 3-108


5. References

1. FITARA Public Law: Title VIII, Subtitle D of the National Defense Authorization Act (NDAA) for Fiscal Year 2015, Pub. L. No. 113-291.
2. Clinger-Cohen Act: Title 40 U.S.C. §§ 11101-11704
3. Management and Oversight of Federal Information Technology: OMB Memorandum M-15-14.
The Following policy documents were posted as part of the FITARA reference materials in response to OMB memorandum M-15-14.

1. Administrative Communications System Directive on Information Technology Investment Management (ITIM) and Software Acquisition Policy: ACS OCIO 3-108.
2. Administrative Communications System Directive on Lifecycle Management (LCM) Framework: ACS OCIO 1-106.
3. The Department of Education Investment Review Board Charter

4. Federal Student Aid Investment Review Board Charter

The following Department of Education documents are provided to OMB as an attachment to the transmittal email providing this document.

1. Select Phase Guide

2. ITIM Procedures Guide

3. Life Cycle Management Framework Guide

4. IT Acquisition Plan Clearance Review Process Guide

5. Post Implementation Review Guide

6. Operational Analysis Guide

7. Performance Methodology Guide

The CIO Assignment Plan is also provided to OMB as an attachment to the transmittal email providing this document.
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