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INITIATION PHASE

2.1 

Introduction

_____________________________________________________________
2.1.1 
Purpose

The Initiation Phase begins when management determines that it is necessary to enhance a business process through the application of information technology. The purposes of the Initiation Phase are to:

a. Identify and validate an opportunity to improve business accomplishments of     the organization or a deficiency related to a business need,

b.   Identify significant assumptions and constraints on solutions to that need, and

c. Recommend the exploration of alternative concepts and methods to satisfy the       need.

2.1.2 
Overview

The Project Manager must concentrate on identifying opportunities to improve business operations.

During the Initiation Phase the Program Sponsor designates a Project Manager, and obtains project funding and resources.  The Project Manager, in coordination with the business area, must concentrate on identifying opportunities to improve business operations and must assist the Program Sponsor in documenting these opportunities in the Business Case.  AIS projects may be initiated as a result of business process improvement activities, changes in business functions, or advances in information technology.  The Initiation Phase is completed and the AIS project is begun upon the agreement of the Program Sponsor and CIO.

2.1.3 
Tasks
The tasks to be completed during this phase are:

a.   Establish project sponsorship,

b.   Establish project management, 

c.   Identify expected range of costs and benefits,

d.   Identify opportunities to improve business functions,

e.   Identify alternatives that may address the need,

f.    Identify programmatic and technical risks,

g.   Commit project funding, staff and resources, and

h.   Prepare a Business Case.

2.1.4 
Activities and Documentation

Initiation Phase activities and documentation requirements as summarized in the following table must conform to the indicated Technical Standard and Guidelines or other standards as noted.  Published standards and guidelines may be augmented with Tailoring Agreements.
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Table 2.1.4 Initiation Phase Activities and Documentation Requirements

2.2  

Project Management

_____________________________________________________________
2.2.1 
Establishing Program Sponsorship

A strong Program Sponsor is critical to the success of an AIS project.

The Program Sponsor is the principle authority on matters regarding the expression of business needs, the interpretation of functional requirements language, and the mediation of issues regarding the priority, scope and domain of business requirements.  The Program Sponsor is the senior spokesperson for the project, and is responsible for ensuring that the needs and accomplishments within the business area are widely known and understood.  The Program Sponsor is also responsible for ensuring that adequate resources to address their business area needs are made available in a timely manner.  A strong Program Sponsor is critical to the success of an AIS project. Additional information regarding the roles and responsibilities of the Program Sponsor is provided in Chapter 1 of this Manual and in the Project Management Technical Standard and Guideline, IT-212.02-01.

2.2.2 
Appointing the Project Manager

The Program Sponsor appoints the Project Manager. The Project Manager is responsible for:

a.   Supporting the Program Sponsor,

b.   Ensuring that all business aspects of the AIS project, including business area 

               transition planning and appropriate training, are supported in the Project   

               Management Plan,

c.   Establishing detailed project plans and schedules,

d.   Working with the CIO and the CFO to ensure that project funding and resources 

               are made available, and

e.   Ensuring that project funding and resources are allocated within the constraints 

              of the approved project budget.

The Program Sponsor should plan for the Project Manager to be assigned until the project is completed.  This provision is intended to promote continuity, responsibility, and accountability.  Additional information regarding the roles and responsibilities of the Project Manager is provided in Chapter 1 of this Manual and in the Project Management Technical Standard and Guideline, IT-212.02-01.

2.3  

Preparing the Business Case

_____________________________________________________________

The Business Case describes a desired improvement to a business process in  business terms.  

The Business Case describes a desired improvement to a business process in purely business terms.  This document provides background information that describes why a business process improvement is necessary and what business benefits can be expected by implementing this improvement.  The Project Manager will assist the Program Sponsor in preparing the Business Case and identifying detailed opportunities for business process improvements.  The CIO will assist the Program Sponsor in developing the Business Case by providing a preliminary range of cost and schedule estimates for information technology development and support activities.  Other PTO decision memoranda such as Executive Committee Decisions can also be used to initiate a project. 

2.3.1 
Providing Background Information

The Business Case must provide background information at a level of detail sufficient to familiarize senior managers with the business opportunities that can be realized through leveraging information technology.  A business scenario and context must be established in which a business problem is clearly expressed in business terms.  Care must be exercised, however, not to provide too much detail at the expense of clearly and concisely stating the business need.  

2.3.2 
Organizing the Business Case

The Business Case identifies items as listed below.   Detailed information regarding development of the Business Case can be found in the Economic Analysis TSG, IT-212.3-13, Appendix B.

a. Provide the title of the project

b. Provide a high level description of what business function is being performed, why this information technology project is being undertaken and its strategic direction, what is to be done, and identify efforts to re-use what has already been done by other projects,

       c.   Commitments, benefits, and performance measures,

       d.  Project schedule and cost

       e.  Other issues or considerations impacting the decision.

The CIO will ensure that the Strategic Information Technology Plan is revised to incorporate the AIS project. 
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