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1 Introduction

This document serves as a high level overview of the eDeployment Select Phase business case and includes the following sections: 

· Current Capability: Outlines the services or processes that currently exist.

· Desired Capability: Describes the vision for the initiative.
· Value Proposition: Addresses the business need and justification for implementation.
· Impacts: Identifies the effects on existing technological infrastructure and business initiatives.
· Alternatives Analysis: Delineates the three alternatives for the solution.
· Implementation: Documents the steps necessary to implement the program.
1.1 Project Description and Status

The eDeployment solution is a fusion of multiple enabling eGovernment technologies, including:

· Web Content Management and Document Management;

· Data Management;

· Web Presence; and 

· Portal Services.  

1.1.1 Web Content Management and Document Management

The overall business objectives in defining a solution for the management of content, documents, and other electronic assets are the following:

· Create - The solution will enable designated authors to create web content and documents within the system utilizing user-friendly tools and standard templates. 

· Review – The solution will provide an automated workflow capability to mirror the review process of information that is currently performed manually.  This workflow capability will notify users when they are responsible for completing a task in the workflow and can be overridden in situations when there is insufficient time for review.   

· Aggregate and Manage - The solution will enforce the inclusion of standard meta-data, headers, footers, etc. for a file or online content.  Enforcing these standards enable information to be organized, re-used, and located.

· Distribute and Deliver – The solution will provide the ability to “publish” information once it has been created and reviewed.  Once it is published, information is accessible to its internal and external target audiences.  Content and document management will greatly enhance the ability to share knowledge and collaborate both inside and outside of USDA.

· Maintain – The solution will define and support standards for the maintenance of information, including expiration of outdated information, and the appropriate classification of information. 

· Archive or Delete – The solution will provide the ability to retain and delete information according to file plans and retention schedules.

1.1.2 Data Management

Data management specifically addresses data sharing across database repositories by promoting consistency of data elements and database models.  By establishing standards across the disparate repositories and providing hands-on database design and development services, over time, data management will promote fluid data flow between applications and minimize data redundancy.  Data management is a key component of all enabling and strategic eGovernment initiatives.

1.1.3 Web Presence

The overall business objectives in defining how information is presented and how transactions are conducted are as follows:

· Look and Feel Standards - The solution will define for other initiatives throughout the Enterprise, standards for presenting information and designing transactional capabilities.  Look and feel standards will address the following:

· Standard web content layout specifications according to the type of content being presented;

· Screen context information (standard headers, footers, privacy statements, etc.);

· Data presentation standards;

· Standards for Section 508 compliance;

· Guidelines for the use of secondary windows;

· Guidelines for the design of online forms;

· Graphical specifications, i.e. use of only photorealistic imagery; and

· Internationalization specifications.

· Navigation Structure - The solution will define for other initiatives throughout the enterprise standards for a consistent navigational structure. 

· Content Presentation - The solution will provide guidance and define standards around the presentation of information and transactions through the following means:

· Standards for terminology and use of acronyms;

· Guidelines on styles for both internal and external information

· Guidelines on the type of information appropriate for external use;

· Writing styles for different audience types, i.e. the general public vs. scientists vs. students, etc; and

· Standard file types to be used both internally and externally.

· USDA Brand Standards – The solution will define guidelines as they relate to the display of the USDA brand online. The USDA brand is one of the most recognizable in the Federal Government because of the Department’s extensive domestic and global presence and must be utilized and extended. 

· Browser guidelines and presentation layer coding standards – The solution will define the standard web browser configurations supported by online applications along with presentation layer coding standards. 

· Domain name guidelines – The solution will define a policy around the use of third and fourth level domain names to ensure compliance with overall USDA naming and branding standards. 

· Audience Analysis and Usability Testing – The solution will define a comprehensive and iterative usability testing and audience analysis program.

· User-Interface Standards for Alternative Access – The solution will support access to information and applications via non-traditional computing devices such as Personal Digital Assistants (PDA), pagers, and cell phones.

1.1.4 Portal Services

The overall business objectives in defining a solution to aggregate information and similar applications by topic or user-intention are as follows:


· Access to Information - The solution will support the capability to follow comprehensive information architecture.

· Communication – The solution will enable a web site or application to become a primary communication mechanism inside and outside USDA.

· Personalization – The solution will enable a personalized view of information based on business role or other form of identification.

· Search - The solution will provide the following information retrieval capabilities:

· Searching across multiple information repositories using multiple search inputs;

· Categorizing of information;

· Supporting meta-data standards;

· Handling of multiple file formats; and 

· Handling complex searches and natural language processing.

The eDeployment initiative does not seek to replace existing business-specific Agency applications or force Agency applications to be hosted in a centralized location, but it is positioned to provide USDA with enterprise-wide services available for use by all Agencies.  eDeployment serves to fulfill the eGovernment ideals as established by the President’s Management Agenda to leverage investments, eliminate redundancy, and deliver information from a customer-centric point of view.  

Following approval by the Executive Information Technology Investment Review Board (EITIRB) on July 17, 2002, the eDeployment initiative is currently in the Select Phase of the Capital Planning and Investment Control (CPIC) process and awaits further approval from both the Executive Working Group (EWG), and the Executive Information Technology Investment Review Board (EITIRB).  The EWG is responsible for assessing how well potential major investments meet a predetermined set of capital planning decision criteria and providing recommendations to the EITIRB.  In turn, the EITIRB is responsible for reviewing and approving strategic investments at USDA.

Current Capability

The current capability section evaluates the business architecture, goals and objectives, and customers and stakeholders that exist for eDeployment in the current environment.

1.2 Business Architecture

Existing baseline business architecture at USDA is inconsistent, dissimilar, and non-interoperable.  This current structure does not support the needs of the Department.  The current environment at USDA can be characterized by the following:

· Agency legacy systems and applications exist on various operating platforms and databases, therefore resulting in specific technical requirements for integration with different software and hardware components for eDeployment-related technologies.  

· Agency business architectures are different, and certain Agencies are currently evaluating individual content and document management solutions as well as separate web presence and portal initiatives to meet the distinct needs of Agencies.  Proceeding with this disparate effort will eventually result in a multitude of redundant solutions with no cost savings.  Lack of control of the lifecycle creates a situation where response to legal challenges for the Department is difficult.

· Agencies have dissimilar technical architectures, which pose a challenge to system interoperability.

· Manual workflow processes are not role-driven and lack built-in secure authentication processes.  Currently, there is no means to drive content and documents throughout their lifecycle, from creation to maintenance to archiving. 

· Agency documents are primarily static, unstructured content that is not dynamic and interactive with web applications, databases, and multiple web delivery mechanisms.

· “Stove-pipe" delivery systems that currently exist are organization bound; content creators from any subject matter expertise at any level are not able to contribute to the content that will be delivered to the “personalized” profiles of users. 

Goals and Objectives

Currently, eDeployment-related technologies in USDA inconsistently support the goals and objectives of the President’s Management Agenda, USDA Strategic Plan, eGovernment Strategic Plan, GPEA, and Section 508.  Without consistent enterprise-wide standards and solutions, USDA struggles in attempts to meet many of these goals and objectives.

1.3 Customers and Stakeholders

This initiative includes both internal and external key customers and stakeholders who are either directly served or affected by the implementation of the eDeployment program.  It is important to consider the impact of the initiative on these groups within a discussion of the current situation at USDA.  The following are the primary customer groups addressed by the eDeployment initiative outlined in this business case:

· Citizens: There is no enterprise-wide management of USDA electronic assets or standardization of business processes.  Information exists across various incongruent and disparate channels.  Additionally, the quality of information suffers due to a lack of enforced reviews, resulting in little or no accountability.

· Public and Private Organizations: Public and private organizations are not able to achieve the appropriate level of access to information in a timely manner through an enterprise-wide eDeployment solution. 

· Employees: Access to electronic assets across the enterprise is limited.  There are few, if any standards, which creates a lack of a comprehensive vision. This situation inhibits the ability to obtain and share information, and employees are not able to leverage work that others have completed.

Desired Capability

The desired capability section evaluates the business architecture, goals and objectives, and customers and stakeholders that will exist for eDeployment in the future environment.

1.4 Business Architecture

The eDeployment solution will provide a suite of enterprise-wide capabilities to the existing baseline business architecture at USDA.  The initiative provides new functionality and improves support for existing business operations.  Realization of USDA's eGovernment mission and vision statements requires the following components:


· Focus on business areas or information needs with the greatest potential payoff for the enterprise, without interfering in the day-to-day operations of front line customer service;

· Develop conceptual models and tools to enable decision makers and staff to better recognize, understand, and discuss information requirements. This would include the correlation of common business processes across the organization, with the potential for standardizing those processes and taking advantage of reduced rates through volume acquisition of common tools;

· Understand the "big picture" and the need for shared information.  This would include the training of clerical staff in basic information management techniques that could be used when transferred to another section of the organization, without having to be retrained to meet different standards;

· Recognize information as a strategic resource that will be managed using architecture as tools, including standards for information identification to decrease search and retrieve time for current, correct information;

· Assess the enterprise's progress towards its target environment, including the speed and quality of response to query via search tools;

· Create capacity for reuse and repurposing of information between and among agencies at the levels of teams or individuals;    

· Align with USDA’s Strategic Plan, including common information identified by Agencies as they relate Agency goals to those of the enterprise; and

· Redefine a number of business processes and roles within the Agencies.

Goals and Objectives

The eDeployment initiative will support many USDA and government-wide goals and objectives, including those detailed in the following sections:

· USDA Secretarial Priority;

· President’s Management Agenda;

· USDA eGovernment Strategic Plan;

· Executive Order 12866;

· Government Performance and Results Act of 1993;

· Office of Management and Budget Circular A-123;

· Office of Management and Budget Circular A-130;

· Privacy Act of 1974;

· Regulatory Flexibility Act of 1980;

· Research Misconduct Policy (65 FR 76260);

· Data Quality Legislation;

· Quality of Information Guidelines;

· Freedom of Information Act (FOIA);

· eGovernment Act of 2002;

· Government Paperwork Elimination Act (GPEA); 

· Section 508; 

· Executive Order of 12861; and

· Federal Records Act.

1.4.1 USDA Secretarial Priority

USDA Secretarial Priority refers to the consideration that is given to projects that directly support the priority initiatives of the Secretary or the Administration.  As the eGovernment enabling initiatives directly support the President’s Management Agenda, which the Secretary has made a Departmental priority, the eDeployment initiative also receives this prioritization.  The Secretarial Priority rating is awarded if the investment supports these priorities or is an acknowledged budget priority.  The components of Secretarial Priority include the following:

· Policy statements by the Secretary, Under Secretaries and Assistant Secretaries; 

· Department budget priorities; and

· Administration budget priorities.

1.4.2 President’s Management Agenda (PMA)

The eDeployment initiative will support the objectives outlined in the President's Management Agenda.  Specifically, the PMA calls for Federal Agencies to deliver information and services from the customer’s perspective and leverage investments to reduce redundancy and costs.  Specific means for expanding electronic government through eDeployment include:

· Serve the needs of the citizens, public and private organizations and employees; 

· Reduce web development costs through the availability of centralized look and feel standards and re-usable templates and graphics; 

· Reduce development time across the enterprise;

· Provide employees with more content organized in a better manner;

· Reduce administrative costs;

· Provide more accurate information in a faster time period for citizens; and

· Allow public and private organizations to easily contribute content to USDA for publishing.

1.4.3 USDA eGovernment Strategic Plan

All eDeployment capabilities are identified as “Smart Choice” opportunities in the USDA eGovernment strategic plan as well as multiple Agency tactical plans.  eDeployment specifically supports the following eGovernment strategic goals:

· Improve citizens' knowledge of and access to USDA and enhance service delivery.  Through the implementation of the eDeployment initiative, Citizens will have access to higher quality information.  They will be able to locate the information through vehicles provided through the Portal Service solution.  With the use of an integrated Content and Document Management program, citizens will also find the information with more accuracy and speed, as well as without knowing the structure of USDA or its Agencies.

· Enhance collaboration with public and private sector organizations to develop and deliver the USDA mission.  Public and private organizations will not only have a superior user experience through the standards that are established through the Web Presence initiative, but will also be able to more easily contribute content to USDA for publishing with the implementation of the Content and Document Management solution.

· Improve internal efficiency by promoting enterprise-wide solutions. Employees will have access to more content on both the Internet and Intranet that is both consistently presented and easily searchable through the integration of the portal technologies with content and document management procedures. USDA will save administrative costs and will have the ability to deliver on its mission of a more customer-centric Government. 

1.4.4 Executive Order 12866

The eDeployment initiative directly supports the goals of Executive Order 12866, which addresses the need to reform and improve the efficiency of the regulatory process within Federal government.  With increased availability and sharing of information across an enterprise portal and content and document management solution, USDA will enhance planning and coordination with respect to new and existing regulations.  Also, the availability of information across the portal will make the regulatory process more accessible and open to the public as well as increase the level of collaboration and communication across many channels.  

1.4.5 Government Performance and Results Act of 1993

The Government Performance and Results Act of 1993 seeks to shift the focus of government decision-making and accountability away from a preoccupation with the activities that are undertaken, such as dispensed grants or inspections, to a focus on the results of those activities.  These results include real gains in employability, safety, responsiveness, or program quality.  Under the Act, Agencies are to develop multi-year strategic plans, annual performance plans, and annual performance reports.  The eDeployment solution will directly support USDA’s ability to achieve gains through the following means:

· Content and Document Management will serve to increase the quality and consistency of information across the enterprise, and therefore the quality of information-related projects at USDA; and

· Portal Services will increase the availability and accessibility of information for employees, thereby increasing their responsiveness to citizen requests.  Additionally, it will provide the means to communicate more effectively such as in situations of emergency.

1.4.6 Office of Management and Budget Circular A-123

This Circular provides guidance to Federal managers on improving workflow processes to increase the effectiveness of Federal programs and operations by automating processes that are performed manually.  

Through the use of the documented business processes, management structures, and workflow standards that are part of the Content and Document Management program, employees will aid in ensuring accountability for results through cost-effective and enterprise-wide capabilities.  

Office of Management and Budget Circular A-130

This Circular establishes policy for the management of Federal information resources. The eDeployment solution directly supports the provisions of this Circular through the implementation of standardized business processes and workflows provided by the Content and Document Management solution.  Such improved organizational structures will increase the ability of USDA management to correctly maintain and control their information resources. 

1.4.7 Privacy Act of 1974

The Privacy Act gives citizens a greater say in the way records about them are kept and eliminates needless intrusions on personal privacy through the keeping of extraneous records.  The eDeployment solution will assist USDA in maintaining the standards of the Privacy Act as follows:

· Maintain the privacy of citizens by limiting the amount of information that is obtained from online users; and

· Provide organized and standardized business processes for managing and maintaining information collected from citizens.

1.4.8 Regulatory Flexibility Act of 1980

The eDeployment initiative will support the goals of the Regulatory Flexibility Act of 1980.  This legislation requires various analyses, including cost impacts and evaluation of alternatives, prior to any Federal Agency regulation activity.  Several requirements it asks of Federal Agencies include publishing a semiannual regulatory flexibility agenda, publishing general notice of any proposed rulemaking, and preparing and making public an initial regulatory flexibility analysis.  The enterprise will benefit from the following contributions from the eDeployment implementation in complying with the Regulatory Flexibility Act:

· Improved integration, accessibility, and quality of content and documents due to the Content and Document Management System, which permits more efficient and accurate compliance with regulation reporting; and

· Increased accessibility to information through the enterprise-wide portal capabilities.

1.4.9 Research Misconduct Policy (65 FR 76260)

Within the Research Misconduct Policy, research misconduct is defined as fabrication, falsification, or plagiarism in proposing, performing, or reviewing research, or in reporting research results.  Federal Agencies such as USDA are held accountable for the quality and accuracy of their research.  The eDeployment solution provides enterprise-wide capabilities to create, share, manage, and archive content and documents related to research endeavors.  It will improve the quality and accuracy of content and documents created via the tools of the Content and Document Management solution.  Additionally, the portal functionality will increase the accessibility of the information from both within and outside of the enterprise.
1.4.10 Data Quality Legislation

The development of quality information standards through the eDeployment solution will directly support the tenets of the Data Quality Legislation as well as the Office of Management and Budget’s (OMB) development of government-wide standards for the quality, objectivity, utility, and integrity of information used and disseminated by the Federal government.

1.4.11 Quality of Information Guidelines

The identification and proper handling of electronic information provided by eDeployment will directly support the impending requirements from OMB for establishing quality of information guidelines to ensure the quality, objectivity, utility, and integrity of information disseminated by the Department of Agriculture. 

1.4.12 Freedom of Information Act (FOIA)

The Freedom of Information Act (FOIA) provides that any person has a right of access to Federal Agency records, except to the extent that such records are protected from release by a FOIA exemption or a special law enforcement record exclusion.  By providing an integrated content and document management system, as well as user friendly and easily accessible portal capabilities, the eDeployment solution increases the ability to locate and access information within USDA.  Employees will fulfill citizen requests in a reduced amount of time, thereby accelerating the process and improving efficiency.

eGovernment Act of 2002

The eGovernment Act of 2002 will establish the following objectives in the Federal Government:

· Promotes interagency use of information technology in pilots and experimentation;

· Enforces that all eGovernment initiatives incorporates adequate security; and 

· Creates standards for eGovernment for use across the Federal Government.

The eDeployment initiative will create the enabling infrastructure for all of the USDA eGovernment initiatives.  By creating a solid infrastructure, USDA will be able to quickly meet the objectives outlined in the eGovernment Act of 2002.

1.4.13 Government Paperwork Elimination Act (GPEA)

The Government Paperwork Elimination Act of 1998 (GPEA) requires that by the end of fiscal year 2003, Federal Agencies implement electronic maintenance, submission, or disclosure of information, when practical, as an optional substitute for paper.  Portal Services will assist Agencies in complying with GPEA by providing a "landing place" for forms-based applications.  The eDeployment initiative also makes it possible for the content and document lifecycle to begin from creation and end in archive and destruction entirely in digital format.  Printing, distribution and storage costs will be substantially reduced by storing and managing all content and documents within an enterprise-wide system.  

1.4.14 Section 508 

Section 508 requires that when Federal Agencies develop, procure, maintain, or use electronic and information technology, they must ensure that it allows users with disabilities to have access to and use of information and data comparable to the access to and use of information and data by Federal employees without disabilities, unless an undue burden would be imposed on the Agency.  Section 508 compliance will be accomplished through a centralized testing facility, web accessibility tools, development of look and feel standards and technical guides for developers, and the use of pre-packaged web templates.  Using standardized content templates will provide increased assurance that 508 requirements are met.  

Executive Order 12861

Executive Order 12861 aims to cut fifty percent of the executive branch's (all departments and Agencies, and independent regulatory commissions and Agencies) internal regulations in order to streamline and improve customer service to the American people.  It does it through regulatory reductions in civilian internal management regulations that are not required by law within three years of the effective date of this order.  Reductions should be in areas resulting in the greatest improvement in productivity, streamlining of operations, and improvement in customer service.  Office of Management and Budget manages implementation of the order, including exemptions necessary for the delivery of essential services and compliance with applicable law. 

1.4.15 Federal Records Act

The Federal Records Act requires Federal Agencies to maintain records containing adequate and proper documentation of the organization, functions, policies, decisions, procedures, and essential transactions of the Agency.  It is designed to furnish the information necessary to protect the legal and financial rights of the government and of persons directly affected by the Agency’s activities.

The eDeployment initiative supports the Federal Records Act by enabling Agencies to more accurately capture and maintain essential documentation and transactions of USDA.
1.5 Customers and Stakeholders

The eDeployment initiative involves both internal and external key customers and stakeholders who are either directly served or affected by the implementation of the eDeployment program.  The following are the primary customer groups addressed by the eDeployment initiative:

· Citizens: Interactions with USDA will change as the management of our electronic assets improves and business processes are standardized with the help of the Internet standards and tools provided by our solution.  By combining our enabling technologies such as Web Presence, Web Content Management, Document Management, and Portal Services, we can provide a vast amount of information for public consumption.  The quality of information will greatly increase through enforced reviews and greater accountability.

· Public and Private Organizations: Our partners will be able to gain the appropriate level of access to information in a timely manner.  Business with USDA will be comparable to doing business with private industry for both government and non-government entities.
· Employees: Via integration of eDeployment capabilities and standards through a USDA-wide solution, employees will have better access to electronic information and assets across the enterprise.  This equates to a greater ability to locate and share information, and enables employees to leverage work that others may already have done, ultimately blurring organizational lines and increasing productivity and accountability.

Value Proposition

There are numerous incentives that support moving forward with the eDeployment solution at USDA.  Many of these concentrate on the benefits that will be realized by USDA’s customers and stakeholders, as well as several business drivers that initiate much of the eGovernment progress and action.  These components are detailed below.

1.6 Benefits

The eDeployment solution will provide benefits to all customers, stakeholders, and users of the enabling technologies.  These groups include:

· Citizens; 

· Public and Private Organizations; and 

· Employees.

1.6.1 Citizens

Quality Gains:

· Shapes public opinions about USDA’s championing of eGovernment through an integrated online presence;

· Increases the amount of web content available to citizens by enterprise-wide aggregation, management, and storing;

· Increases one-time creation and publishing of web content, according to standards, accessibility, and usability for all citizens, especially those with disabilities; and

· Improves access to more current, accurate, relevant, and organized products, services, information, and data, through standardized business and workflow processes and greater accountability.

Productivity Gains:

· Enables citizens to easily search for and quickly find relevant and timely content via integration with a robust USDA taxonomy;
· Makes web content more efficiently available to citizens by increased reliance on electronic-based data and information; and

· Eliminates redundant data entry across multiple applications through enterprise-wide data sharing.

1.6.2 Public and Private Organziations

Quality Gains:

· Shapes public and private organization opinions about USDA’s championing of eGovernment through an integrated online presence;

· Allows public and private organizations to more easily contribute web content to USDA for publishing;

· Increases the amount of web content available to public and private organizations by enterprise-wide aggregation, management, and storing of content;

· Improves access to more current, accurate, relevant, and organized products, services, information, and data via standardized business and workflow processes and greater accountability; and

· Improves the ability for public and private organizations to obtain more consistent USDA compliance with Section 508 standards.
Productivity Gains:

· Enables public and private organizations to easily search for and quickly find relevant and timely web content through integration with a robust USDA taxonomy;

· Makes web content consistently and rapidly accessible to public and private organizations via increased reliance on electronic-based data and information;

· Allows users to locate relevant information more quickly through a centralized information structure; and

· Eliminates redundant data entry across multiple applications through enterprise-wide data sharing.

1.6.3 Employees

Quality Gains:

· Increases the quality of data distributed across eGovernment initiatives, legacy systems, and other systems with mission critical functionality by enterprise-wide external information access, purchasing, data sharing, documented data standards, and consistent data access methods;

· Ensures a consistent user experience through the enterprise online environment;

· Improves the ability for employees to ensure compliance with Section 508 requirements by utilization of content templates; and

· Eliminates redundant efforts and eases the burden of GPEA and the Quality of Information Act for Agencies via a standardized enterprise document management solution.
Productivity Gains:

· Increases citizen self-service to information and employee access to indexed FOIA-governed documents through information centralization efforts;

· Decreases redundant processes through the identification and reuse of existing information and a centralized structure;

· Increases employee ability to quickly and consistently create and modify web content through the use of templates, graphic repositories, and automated routing to reviewers;

· Provides access to information more quickly through different search engines, a simple user interface, and leveraged skills from different Agencies;
· Allows employees to more efficiently utilize USDA and Agency web sites and applications;
· Allows employees the ability to locate internal and external, current, and correct information that was not previously accessible;

· Increases employee ability to reuse and repurpose information;

· Forges new working relationships through an increased knowledge of efforts throughout USDA; and 

· Increases employee ability to focus efforts on value-driven activities with reduction in the amount of time devoted to locating information.

Cost Avoidance:

· Avoids costs that would occur through individual Agencies or mission areas deploying their own solutions;

· Eliminates costs related to effort and resources required to maintain duplicate data stores; and
· Increases the ability to effectively and efficiently fulfill information requests and avoid legal costs.
Cost Savings:

· Eliminates redundant training activities performed within each Agency and centralizes the management of solution training;
· Reduces integration costs and supports information sharing across subject matter experts, best practices, lesson learned, and technical expertise;
· Reduces maintenance costs of new and existing applications by leveraging existing quality data and best practices;
· Automates processes for managing content and documents throughout their lifecycle and, in effect, reduces employee time otherwise dedicated to such tasks;
· Reduces paper costs related to the purchasing, printing, storing, and disposal of paper assets by accessing, storing and managing content and documents electronically; and
· Decreases the number of redundant purchases across USDA and saves on economies of scale through the acquisition of highly extensible and scalable enterprise-wide solutions.
Impacts

Implementation of the eDeployment solution in USDA will have a variety of impacts on both existing technological infrastructure and business initiatives, including:

· Enterprise Architecture Activities

· eGovernment Activities;

· Risk Management Activities;

· Telecommunications Activities; and

· Enterprise Security Activities.  

1.7 Enterprise Architecture Activities

USDA’s eGovernment initiatives, including eDeployment, do not exist in isolation.  These initiatives must work within the current IT infrastructure and coexist with other planned IT initiatives. With eDeployment at the center, eGovernment initiatives and eGovernment-related enhancements to existing IT investments form the basis of much of USDA’s future Enterprise Architecture (EA).  Changes to infrastructure components, like security and telecommunications, will be based on eGovernment requirements.  In summary, the eGovernment initiatives are a “slice” of USDA’s “to-be” architecture.   

eGovernment efforts and the Enterprise Architecture will continually reinforce and refresh each other. As a key planning and risk management tool, USDA’s EA will be an essential mechanism for confirming that USDA’s eGovernment initiatives are coordinated with the Department’s current and future information and IT-related activities.  This action will ensure that Federal dollars are spent in a manner that maximizes the value and usefulness of the Department’s eGovernment efforts.

eDeployment is at the core of USDA’s eGovernment Program.  With this in consideration, the eDeployment architecture has to cater to the current and the future planned services of the eGovernment initiative.  The proposed architecture surrounding these enablers follows the overall concept of an eGovernment Enterprise architecture at both the Department and Agency levels. The architecture is also designed to interface with other eGovernment initiatives, including eAuthentication.

eGovernment Activities

Expanding Electronic Government is one of the five key elements in the President's Management Agenda (PMA).  The primary objectives of the President's initiative for “Expanding Electronic Government" include the following:

· Improve citizens’ ability to obtain service and interact with the Federal government;

· Improve government efficiency and effectiveness; and

· Improve the government's responsiveness to citizens.

OMB has sponsored twenty-four specific eGovernment Presidential Initiatives that will embody these tenets as they are implemented across the Federal government, and USDA is contributing both directly and indirectly to nineteen of these initiatives.  Direct support involves contributing human and financial resources to shape and implement the initiatives.  Additionally, some of the initiatives require work that is indirectly related, as part of USDA's internal implementation of new approaches to government-wide service delivery functions.  The eDeployment solution directly supports Federal eGovernment efforts by providing solutions that improve USDA’s ability to meet citizen’s needs and increase enterprise-wide efficiency and effectiveness.

1.8 Risk Management Activities

Risk Management is the systematic approach for identifying, analyzing, and mitigating risks that could be encountered by an initiative.  Since it is possible that some risks identified for the eDeployment initiative will eventually become realities, the eDeployment Risk Management Plan identifies a process to better prepare the project team to manage these risks in a timely and effective manner.  Following this plan will also help to yield significant impact on the overall success of the investment.

The process for addressing risks throughout the lifecycle of the project includes the identification, analysis, mitigation, and tracking of risks.  eDeployment risks have been identified and categorized into major risk areas (e.g., financial, technical, operational, or security risks).  This process is described in greater detail in the Risk Management Plan of the business case.

Some of the more crucial risks that have been identified for the eDeployment solution include the following:

· Proper funding is not acquired to continue moving forward;

· The solution does not deliver usable and useful services;

· The complexity of interfaces with other systems is underestimated;

· There is an inability to migrate existing content and documents into the solution;

· Users are not able to use the system proficiently; 

· Agencies or individual employees are resistant to adopting proposed solutions; and

· There is a lack of consistent executive sponsorship/executive management support over the long term.

1.9 Telecommunications Activities

The Telecommunications Plan for the eDeployment solution identifies the current situation of telecommunications systems at USDA, as well as any impacts the implementation of the eDeployment programs will have on its structure or operational capability.  The eDeployment solution will be implemented in a manner that leverages the existing network and decreases the amount of new infrastructure that is needed.  

USDA telecommunications technology experts, such as network design engineers, network operations technicians, or network transmission engineers, will review the eDeployment architecture and determine how to integrate it with the existing USDA telecom network.

1.10 Security Activities

In today’s enterprise environment, securing the enterprise consists of securing both web-based and legacy applications.  Organizations must web-enable their applications and deploy these applications on a portal platform to stay competitive and closer to their customers. There are challenges of deploying the portal and providing easy access to organization’s information to employees, customers and partners, as portals open the access to the enterprise applications.

The following are two major challenges to enterprise security:

· Agencies utilize existing applications and databases to rapidly deploy portals, and thereby open new means of access to their IT environment; and

· Portals provide access to core Agency legacy applications and therefore require additional security. 

With the implementation of the eDeployment solution, security will need to exist at the following levels:

· Secure authentication and authorization of customers including employees, public and private organizations and citizens;

· Ubiquitous access controls at the enterprise level applicable to all applications globally;

· Data encryption for sensitive data exchanged over the internet; and

· User tracking for protected applications.

Alternatives Analysis

The implementation of enterprise-wide eDeployment capabilities requires careful planning and a combination of system development, change management, marketing and communication efforts to persuade Agencies of the value proposition of the solution.  Ultimately, Agencies will be the main user groups of the technology, as they contribute to and utilize the system.  Before addressing the phases of implementation, it is important to understand the overall change management barriers and courses of action that will be integrated into the list of tasks.

Both Agency leadership and users will be involved in the necessary processes and procedural change to adopt and implement the eDeployment solution.  Marketing and communications efforts will be imperative to help Agencies and users understand the capabilities that will be offered to them upon completion of the program.  

The eDeployment solution addresses three alternatives for implementation:

· Status Quo;

· Distributed Components; and

· Centralized Components.

The second alternative, Distributed Components, is the preferred choice due to its ability to optimally deliver robust enterprise-wide solutions, while ensuring good response times and ease of integration.  The following sections further discuss each alternative.

1.11 Status Quo

USDA is currently on a path to allow each Agency to develop multiple eDeployment solutions of their choice.  Several Agencies and Offices within USDA have already begun to build their own solutions.  Prior to the eDeployment initiative, each Agency and Staff Office has had the option to create its own solution that is autonomous from the others.  Each Agency would need to go through the same process of defining requirements, conducting a vendor analysis, procuring software and hardware and implementing the solution.  Agencies would be individually responsible for their own management of the solution, support staff, developers, and development contracts.

Although this approach provides Agencies with the greatest flexibility in the decision-making process, they would not see the benefits gained from deploying an enterprise-wide solution.  There would be no economies of scale that are realized with a large deployment, no premiere support for a multi-billion-dollar organization, and no managed hosting service.  Additionally, Agencies would run the risk of having to custom-build components to integrate their legacy systems with yet another product chosen for that initiative.  The quantitative benefits of developing an enterprise solution would not be realized as USDA spends millions of additional dollars to purchase duplicative products and components.

1.12 Distributed Components

Distributed application components and data/content repositories enable organizations to optimally deliver robust enterprise wide solutions.  Emergence of Web Services technology as an industry standard along with wider adoption of Content Distribution Network solutions are market drivers that indicate that this alternative is in line with the market direction.  This alternative would leverage NITC, Service Centers, and other USDA hosting facilities and potentially third-party hosting services to distribute eDeployment components that ensure high performance for the end user.  Additionally, this alternative will promote reuse of existing USDA hardware, network and personnel resources.

This alternative will deliver all the technical and functional requirements as outlined by the user community during the select business case phase.  Additionally, it will ensure the best response time and ease of integration to Agency applications currently distributed across USDA. In order to deliver this alternative, mechanisms would have to be put in place to create an infrastructure to distribute applications and content.

1.13 Centralized Components 

A third alternative would take a centralized approach to deploying the eDeployment capabilities.  This option is prevalent in Information Technology deployment projects due to ease of and lower cost of deployment.  Depending on the targeted use of a solution, integration points, volume and distribution of the user community this option may be adequate to meet USDA’s business needs.  If the audience of an application is concentrated in a small set of geographic regions and external systems that need to be integrated are few and centrally located, this option is effective. 

This alternative will deliver all the technical and functional requirements as outlined by the user community during the select business case phase.  All the components will be hosted from one hosting location.

Implementation Approach

The eDeployment project will be implemented in a phased approach that begins with a handful of Agencies selected based on need and readiness to be “Early Adopters” and gradually scales up to an enterprise-wide implementation once other Agencies are ready to adopt the enabling technologies included within the eDeployment solution.  This phased approach will begin in the first quarter of FY2003 and continue through FY2007.  
While every Agency is not expected to implement all components of the eDeployment solution, the enterprise-wide solution is designed to fit the needs of all Agencies and integrate their technologies on an enterprise-wide level.  

The eDeployment Project Plan outlines the major project tasks at a high level throughout the lifecycle of the implementation schedule. The project plan section below details the specific activities that the Agencies will be performing during the different implementation phases.  The two main components of the implementation approach are the Staffing Plan and the Project Plan.

1.14 Staffing Plan

The Staffing Plan will give an overview of the types of jobs and/or roles required to start up and run this initiative, comprised of Web Content Management, Document Management, Data Management, Portal Services, and Web Presence.  The project team will account for both USDA resources and contracted resources.

1.14.1 Advisory Team

An eGovernment Advisory Team, consisting of several advisory groups, will guide the eDeployment initiative.  These groups include, but are not limited to, the eGovernment Executive Council, the eGovernment Working Group, and the eGovernment Steering Committee, and Agency eGovernment Teams.

1.14.2 eGovernment Program Management Office

An eGovernment Program Management Office (PMO) will provide overall strategic planning, project management and financial management for eGovernment enabling initiatives including eDeployment, eAuthentication, and eLearning.  This will ensure that all eGovernment initiatives are planned and implemented in a consistent manner under the auspices of the eGovernment executive leadership and advisory team.  

1.14.3 eDeployment Project Team

The eDeployment project team is responsible for conducting all eDeployment implementation tasks and ensuring that the eDeployment solution meets the needs of all of its users.  The project team is organized into two teams, the Implementation Team and the Support Team.

USDA Agency staff will be an integrated part of the Implementation Team and the Support team, and will provide various subject matter experts when they are ready to implement eDeployment capabilities.  The Program Management Office will define a formalized process that outlines the guidelines and expectations for early adopter Agencies working with the eDeployment project team.

1.15 Project Plan

The Project Plan is the comprehensive plan for delivering the eDeployment solution. It delineates the who, what, why, when, where, and how aspects of the project. It is the road map for achieving the program objectives and realizing the project benefits.  The Project Plan is a critical communication tool and is at the heart of the planning and management processes.  The Plan provides the starting position for project mobilization. During the course of the project, it should be updated based on approved change requests.

The eDeployment project has been scheduled within a phased approach.  These include the Pre-Implementation, Early Adopter implementation, and Enterprise-wise Implementation phases.  

Those Agencies who want to immediately utilize some or all aspects of the eDeployment solution are called “Early Adopters”.  A phased approach will provide flexible options for implementation to accommodate the early adopters as well as other Agencies that are not prepared for implementation.  The implementation phases for the eDeployment solution are included below.

1.15.1 Phase 1: eDeployment Pre-Implementation Tasks

Phase 1 consists of the tasks that must be performed prior to implementation.  These initial tasks include the vendor analysis and selection process, the development of a consolidated USDA taxonomy, and creating and configuring the technology infrastructure and the physical network required for implementation.
Key Pre-Implementation tasks include the following:

· Develop Request for Proposal;

· Conduct Vendor Analysis;

· Evaluate and Select Vendor;

· Refine and Plan Physical Environment;

· Develop Taxonomy;

· Develop look, feel, and navigation standards;

· Acquire Physical Environment Assets, Services, and Technical Infrastructure; and

· Select and Design Development and Execution Architecture.

Also, during the Pre-Implementation Phase many of the decisions about the ‘early adopters’ will have to be made jointly by OCIO and the individual Agencies.  It is during this phase that the Agencies will determine if they want to be an ‘early adopter.’ There are four major steps in the process.  The first step of the process is to express interest in becoming an early adopter.  Currently twelve Agencies have already completed this step by indicating specific areas of interest in the eDeployment initiative.  

The second step in the process concerns funding that is needed from the Agencies. Funding the ‘early adopters’ will consist of three funding groupings, the hardware/software costs, eGovernment team supported integration costs, and the variable Agency integration costs.  The eGovernment Executive Council will work to determine the appropriate funding levels that will be distributed across the Agencies to support the infrastructure and the eGovernment team supported integration costs.   

The Agencies will still have to support variable integration costs for the actual technical integration of existing business processes and systems into the new solutions.   The activities that are part of the variable integration costs are listed under Phase 2 key implementation tasks. As the ‘early adopter’ Agencies work with the eGovernment team to finalize their early adopter project scope, they will also have to work to identify the financial and personnel resources that they can provide towards the implementation effort.  

Following the second step, Agencies will decide whether or not they intend to continue with the early adopter process.  Agencies that decide to continue will formally agree to and sign off on the conditions of the early adopter agreement.   Agencies that decide not to continue with the early adopter process due to lack of budget, personnel resources or other factors will consider joining the effort for USDA-wide adoption.  

Finally, in the final step, Agencies will begin the early adopter implementation process.  The full implementation will consist of tasks related to Agency specific requirements definition, project planning, design, build, rollout, and continued operations/support of the initiative.

1.15.2 Phase 2: eDeployment Early Adopter Implementation 

Phase 2 consists of the full implementation of eDeployment services for ‘early adopter’ Agencies.  This includes project planning, design, build, test, conversion, pilot, and workforce transition activities. 
Key Early Adopter Implementation tasks include the following:

· Refine Agency Application Requirements;

· Customize Agency specific Business Processes, Policies, Procedures, Skills, and User Interaction;

· Design and Evaluate Agency specific User Interface;

· Perform Agency specific Application Detailed Design;

· Customize Procedures, Performance Support, and Training Materials;

· Build, Integrate, and Test Application and Performance Support;

· Design and Execute Agency Conversion Tasks;

· Prepare and Execute Agency Specific Application Product Test;

· Conduct Pilot Implementation; and 

· Transition Workforce.

Support will be provided for the Agencies by the eGovernment team for the following activities:

· Design USDA standard Business Processes, Policies, Procedures, Skills, and User Interaction;

· Design and Evaluate eDeployment User Interface;

· Perform eDeployment Application Detailed Design;

· Provide detailed solution integration documentation;

· Develop Procedures, Performance Support, and Training Materials;

· Support Build, Integrate, and Test Application and Performance Support;

· Build and Test Technology Infrastructure;

· Create documentation on conversion process 

· Support Agency Conversion Tasks;

· Prepare and Execute eDeployment Application Product Test;

· Support Pilot Implementation; and 

· Deploy Business Capability.

1.15.3 Phase 3: eDeployment Enterprise-wide Implementation

Phase 3 consists of similar set of tasks as Phase 2.  It is important to note that certain Phase 2 tasks do not need to be repeated in Phase 3 (such as build/test technology infrastructure).  In Phase 3, remaining USDA Agencies will conduct full implementation of eDeployment services.

Key Enterprise-wide Implementation tasks include the following:

· Refine Application Requirements;

· Design Business Processes, Policies, Procedures, Skills, and User Interaction;

· Design and Evaluate User Interface;

· Perform Application Detailed Design;

· Develop Procedures, Performance Support, and Training Materials;

· Build, Integrate, and Test Application and Performance Support;

· Transition Workforce; and 

· Deploy Business Capability.
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