
eRA Steering Committee Minutes

October 18, 2001

Attendees:
Marvin Cassman, Ph.D., NIGMS, Chair


Gahan Breithaupt, NINDS


Ellie Ehrenfeld, Ph.D., CSR


Alan Graeff, CIT


Marvin Kalt, Ph.D., NCI 


John McGowan, Ph.D., NIAID/OER


Jack Jones, Ph.D.


Tom Kessler, Denali Associates


Jack Dennis, Denali Associates


Patricia Kelley, Denali Associates


Sally Lee, NIGMS (for Martha Pine, Executive Secretary)


Pamela Love, Management Intern

Dr. Cassman opened the meeting by welcoming the committee members and asked that self-introductions be made, since there were a number of guests in attendance. He then turned the floor over to Dr. McGowan, who gave a brief overview of the meeting’s agenda by referring to some of the early slides in his prepared PowerPoint presentation. The full presentation is attached here:


[image: image1.emf]scupdate101701.ppt


Dr. McGowan explained that the focus of today’s meeting included a presentation by Mr. Tom Kessler of Denali Associates. He also invited all of the committee members to attend the eRA Retreat to be held in Leesburg, Virginia, on November 1 and 2.

In the early slides, Mr. Kessler explained that the methodology used by Denali Associates to assess the “health” of the eRA project included a range of activities, from reviewing project documentation and interviewing IC representatives and project advocates, to convening focus groups of NIH technical staff. These activities permitted Denali Associates to gain valuable insight of the project from both the end users’ (IC) and developers’ perspectives (technical staff). Mr. Kessler also noted several positive aspects of the project’s development that were observed during the course of the review. He mentioned that eRA is a collection of functional mission critical applications that is providing a valuable service to the NIH and has provided an overall good return on investment. Other examples included: assembly of a large cadre of technical talent; respected project team managers and advocates; and adequate funding. Mr. Kessler was also pleased to report that problems that were identified early on in the project, such as a need for more computing resources, cost accounting, and quality assurance testing of data, have already been addressed. 

Referring to slide #5 in his presentation, Mr. Kessler explained that strengthening the overall eRA project includes successfully transitioning from a small to a large-scale effort. He emphasized that successful development and implementation of the eRA enterprise architecture requires developing current (baseline) and target architectures, conducting a gap analysis, and identifying and prioritizing strategies to achieve intended targets. These steps are particularly important for a project that is constantly evolving and where system requirements are being added on a continuous basis. Other steps included in this process include improving resource planning and tracking of costs, as well as addressing data integrity issues.

In response to one of the committee members’ question regarding how a change in architecture might impact the Commons effort, Mr. Kessler explained that a core infrastructure is being built as the foundation for the entire eRA project, which includes “behind the scenes” work on the Commons. Referring to slide #12, Mr. Kessler stated that it is often difficult to trace user needs directly to technical system requirements. Consequently, the team referred to in “box #5” of this slide is responsible for tracking the system’s usability requirements. Mr. Kessler also noted that the figures depicted on the NIH-ERA Project Structure and Resource Allocation Chart (slide #13) were for illustration purposes only. He then elaborated that a table similar to this one could be a helpful tool in projecting costs for future years. 

Dr. McGowan then proceeded to go over the remainder of the slide presentation that included a brief description of the details of the FY 2000 cost model (slide #11). He explained that major enhancements must be approved by the eRA Steering Committee/Resource Allocation Subcommittee, but that the Project Manager has delegated authority for minor enhancements and fixes. Dr. McGowan also explained that NIH could “forward fund” the contract to cover the next fiscal year, meaning that ICs could direct more funds for the enterprise system “up front.” This may offset funding needs for the eRA enterprise system in otherwise lean years. 

Referring to slide #16, Dr. McGowan noted that independent monitoring of the eRA project included a long-term Independent Verification and Validation (IV&V) contract that would be used to assess, monitor, and validate the costs and timeliness of the project. The IV&V would also allow for a re-evaluation of project risks on a periodic basis. More details regarding the IV&V effort would be presented to the committee in November. 

Dr. McGowan concluded his presentation by proceeding to briefly describe the topics to be discussed at the November eRA Retreat. Such discussion topics included: whether eRA should encompass the scanning and storage of legacy paper files, whether the enterprise project should take on a coding effort, and development of strategies for enhancing communications, particularly as it relates to the phasing in of new releases. 

Mr. Graeff announced that all NIH enterprise system budgets were provided to the Board of Governors on October 24. Full funding for the eRA project was proposed. He also noted that CIT is working diligently to ensure that round-the-clock assistance is available for all NIH enterprise systems. It is envisioned that help desk operators will assist in “triaging” trouble calls in order to get immediate assistance to those who need it most. 
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Focus for Today

		Presentation by Tom Kessler of Denali Associates

		Recap prior cost model

		New budget planning allocations and tracking model.

		Project Management Structure

		eRA Retreat (your invited)









Independent Monitoring

		Cost audit/model developed (FY 2000)

		Established a Planning Evaluation Office (FY 2000)

		Denali - Short term assessment (May 2001)

		SOZA – Long term- IV&V Contract (July 2001)

		Asses, monitor, and validate cost & schedule

		Re-evaluate project risks periodically





Cost

Technical

Schedule














NIH eRA Project


Health of the Project Assessment


July-September 2001



























Scope and Methodology


			Reviewed project documentation


			Attended project meetings


			Interviewed project advocates


			Met with I/C representatives


			Held focus sessions with:


			NIH technical staff


			Logicon/sub-contractor technical staff

























Observed “Good Things”


			eRA is a collection of functional mission critical applications.  


			They provide a valuable service to NIH and are providing good R-O-I


			Assembled large cadre of technical talent


			Project Team (Manager/Advocates) are widely respected and project now has “adequate” funding


			Problems that we identified were already being addressed (e.g., acquiring more computing resources, need for cost accounting, etc.)

























Steps


Develop and implement an eRA enterprise architecture


			Develop current (baseline)  and target architectures


			Conduct gap analysis 


			Identify and prioritize strategies/tasks to achieve target





Improve resource planning and tracking


	-	In process (SOZA)


Address data quality/integrity issues


-	In process (QRC)

























Need More Formal Investment Management Approach


			eRA is growing, creating increasing expectations for a more formal investment management approach


			Resource planning and tracking


			How are resources being allocated?


			How will resources be allocated in coming years?


			Ability to trace requirements from beginning to end

























Resource Management


Clearly Identify Project Elements and Develop/Track Budget


FY01-FY02-FY03-and beyond


Working On Solution:


A New Organizational/Funding Structure


Slide Number 6















Cost Model  Adapted FY 2000

Applications & Business Area

Applications, Software Infrastructure

 & Database Design

Operations & Misc

COTS, HW, & CIT

Project Management











Details of the of FY 2000

Cost Model










Application


Business Area Cost





$2,904,640 


(1 year)


$16,213,904 


(5 years)








Operational


& Misc. Costs


$1,169,089


(1 year)


$6,323,053 


(5 years)








Requirements


Development


Testing


Maintenance/Fixes


Independent Validation & Verification (IV&V)


Design


SITS


CMS Bridges


Conversion Mgt. Sys.


GM / GPM


Committee Mgt.


ICO


IC Operations


Peer Review


 RAE


Rept./Anal./Eval.


QuickView


PowerView


TechView


Trainee Appt.


CRISP+


Receipt. & Ref.


Info. Mgmt.


Common


Applics.


GUM


Grant Upd.Mod.


People


Misc.


External Interfaces


    DB Model Design ,


    Data Conversion, 


    Data Loads, &


    related IV&V 


 Application SW Infrastructure 


JRV Summary


Joint Req. Valid.


IFAD 


Init Func.Arch.Des.


SPD


SW Devel. Plan


Training Plans


Config. Mgt.


Standards


SQA Plan


SW Quality Assurance


Project Mgt.Plan


COTS, HW, & CIT


Costs


$1,227,579


(1 year)


$8,523,783


(5 years)


IMPAC II Cost Model


Documentation/Training


IV&V Plans


Indep.Valid.&Verify


Project Management


Project


Mgt. Costs


$237,980


(1 year)


$1,257,680


(5 years)


Application  Software Infrastructure and Database Design Cost


$0 


(1 year)


$1,078,042


(5 years)


























DBA


Support


System


Operations


SW Config.


 Management


SW 


Distribution


User


Support


Bridge


Execution


Security


Anal.,Eval.,Des.


Misc., 


Reprod.,


Telephone, etc.














COTS Acquisitions & Licenses


HW Acquisitions


HW Support


CIT IMPAC II Services



















ERA Project – Resource Planning, Allocation and Tracking Model   D-R-A-F-T






































User Community




Advocates




NIH I/Cs




Extramural Community









eRA Project Management




Project Mgmt Team		Jim Cain, NIH PM




JJ. McGowan			Contractor Management









Tracking, Monitoring, IRM Planning/Reporting









User Support and Operations




Customer Relations




Help Desk, User/Meta-User Outreach




User Products, Support and Training




Security Administration




Planning migrations and transition









Planning, I/C Outreach & Evaluation




Identification of New IC Requirements




IC Upper Mgt Integration/Liaison




IC Upper Management Outreach and Enterprise Vision Sharing (Marketing)




Policy Flow Down to #9 and #6














Architecture




Architecture




Present & target architectures




Architecture transition strategy




Technologies and tools




Methods and Procedures




Standards & procedures




Technology transition planning









Steering Committee




Resource Allocation Committee









Technology Infrastructure




System Administration




Database Administration




Capacity Planning, Modeling, and Configuration Management




Contingency Planning




System/Network Security Administration









Quality Assurance &




Configuration Control




Quality Assurance




Data integrity




Configuration Control/Chg Mgmt




Testing Administration




Software testing




Integration testing









Application Design, Estimation, Maintenance and Development



















Software Analysis, Design and Estimation		Tracking and Monitoring
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October 14, 2001



NIH-ERA



Project Structure and Resource Allocation



			Project Function


			Comments


			FTE



FY 2001


			FTE



FY 2002


			FTE



FY 2003





			1. User Community


			


			0


			


			





			2. Resource Allocation Committee


			New – a standing committee to evaluate requirements and estimates and set priorities.  Group is accountable for understanding, approving, and monitoring resource allocation.


			0


			


			





			3. Project Management


			Includes JJ, all NIH, and all Contractor management activities


			26


			20


			





			4. Chief Architect


			New – needs to be better distinguished from development activities.  For example, Commons efforts have been focused on architectural activities.  Their time should be allocated here until they actually begin developing the Commons.


			0


			8


			





			5. Requirements


			This is the current “analyst” function, but under new configuration, they will do less design and estimation and more “business process analysis.”


			8


			8


			





			6. User Support and Operations


			Some minor changes.  Increase liaison and transition planning roles with I/Cs and user community.


			20


			20


			





			7. Quality Assurance & Configuration Control


			This entire area needs a fresh look and consolidated management and associated authorities.  It means separating testers and developers, which could create “hoops to jump through” and associated inefficiencies, so needs to be carefully thought through.


			15


			18


			





			8. Technology Infrastructure


			This is the combined SysAdm and DBA groups, with some new roles and responsibilities focused on capacity planning, modeling, and configuration management.


			18


			18


			





			9a Application Design and Estimation


			This group would reside closer to the development function than present.  Emphasis would be developing technical aspects of requirements from Group #5 and preparing estimates for the Resource Allocation Committee.


			0*


			6


			





			9b Tracking and Monitoring


			This is a new function, evolving from the SOZA work.


			0*


			3


			





			9c Software Development


			This is a new way to slice development.  Presently the emphasis is on modules within Impac II, and while that would remain, the emphasis from a reporting perspective would shift to a higher level, describing how resources will be allocated and re-allocated among applications.  A drill-down approach could be used to take us to the module level within applications.


			40


			44-46


			





			


			Commons


			


			8


			5


			





			


			Impac III


			


			0


			20


			





			


			Impac II


			


			20


			15


			





			


			Impac I


			


			12


			0 (2?)


			





			


			CRISP


			


			?


			4


			





			


			Other


			


			?


			?


			





			Total FTE By Fiscal Year


			127


			145-147


			?
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Observations About Model

		Major enhancements approved by Steering Committee/Resource Allocation Subcommittee

		Project Manager has delegated authority for minor enhancements and fixes

		Project manager would be allocated specific level of resources (x labor years) and could approve minor enhancements/fixes within that limitation

		Enables minor development to proceed expeditiously

		Resources budgeted and reviewed at “application level” (Impac II, Commons, etc.)

		With “drill down” ability at the module level (e.g. Committee Management-CM)









Next Steps

		Estimate current and future dollars for each category

		Re-align some project roles and responsibilities

		Design and develop or acquire resource tracking tools and approach

		Communicate and implement









Independent Monitoring

		Cost audit/model developed (FY 2000)

		Established a Planning Evaluation Office (FY 2000)

		Denali - Short term assessment (May 2001)

		SOZA – Long term- IV&V Contract (July 2001)

		Asses, monitor, and validate cost & schedule

		Re-evaluate project risks periodically





Cost

Technical

Schedule







Project Managed & Driven the Users





















eRA Steering Committee

Marvin Cassman

DDER

Wendy Baldwin





CIO

Alan Graeff



Group Advocate

Analyst

Developer

User Group,

Implementation Team 

OPAE

IT BOG

FARB

Community Input

(NIH and Grantee)

    eRA PM Team



Project Manager

John McGowan

Impl. and Ops. Manager

Jim Cain, OER

Commons

Jerry Stuck

Outreach

Thor Fjellstedt







Impact of Shutting Off the Legacy System

January 2000

October 2001**

		Most government staff working on IMPAC I

		Database managed by contractor



		Change management plan for government staff to make a transition

		All PD’s changed by January to reflect performance for eRA

		Database managed by eRA



** Yellow boxes note shift to eRA











eRA Retreat 

Discussion Topics

		Adjustments to our the management structure for the project

		Midpoint analysis of the FY 2001 implementation plans.

		Finalizing F 2001 and adjusting FY 2002 plans based on the analysis.

		Identifying policy issues that need to be adjusted for example:

		No addended material for competing applications.









eRA Retreat 

Sample of Some Discussion Topics

		Should eRA Provide Scanning and storage for the legacy paper files?

		What gaps, opportunities exist for end to end integration of e-non-competing grants from the with a program module, grants management and other modules?

		Should the enterprise take on a coding effort?









eRA Retreat 

Sample of Some Discussion Topics

		How to improving releases & communications?

		Should we batch large releases ?

		How to phase new releases to ensure a communication, training, outreach plan is in place before they happen?

		Use bug-hit list to map to minor monthly releases?

		How to ensure users are trained and informed?

		Better scheduling 

		Alternatives to didactic classroom



Computer assisted

CD’s targeted to what's new









Heads Up - Retreat

		Should eRA Provide Scanning and storage for the legacy paper files?

		What gaps, opportunities exist for end to end integration of e-non-competing grants from the with a program module, grants management and other modules?

		Should the enterprise take on a coding effort?

		How to improve communications?

		Training and alternatives to didactic

		Phasing of new releases to make sure all informed upfront and highlight what's new









Heads Up

		Effort to link application service providers to the eRA Commons effort

		Pentium 4 and the Java Initiator









Responding to Feedback Received Last Time

		As discussed today improve cost-schedule tracking with more granularity  

		“Ask eRA feature” added to newsletters

		Enhance Training Efforts

		Frequency; alternatives

		An integrated status report on bugs-hit lists 

		Improve customer relations









Your Feedback is Welcomed
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Institute Director’s Briefing


Institute Director’s Briefing


October 18, 2001


October 18, 2001


10/17/2001


1


Steering Committee Update


Steering Committee Update


October 17, 2001


October 17, 2001


NIH eRA Project


Health of the Project Assessment


July


-


September 2001


2001   2002


Budget Request


$34,091,494.00  $37,498.00 


 


Actual Budget


$34,091,494.00 


New - Re-Design: New - Re-Design:


     Data Quality      Data Quality


     Query & Reports      Re-Grants Management


     Intgr NIH Commons & IMPAC II      New - Program Module


     Committee Mngt Module    © Simple RO1's, SBIR's


     Migration of Core IMPAC I Functions © Grants Transaction Module


     Prepare for e-Grants © Type 5 - SNAP


     Integration with the Federal Commons      Federal Commons


     Federal Agency Data Exchange - (FADEX)      Quick View


     X-Train


     DEA Module


© Close out module


Continued Development: Continued Development:


     Original Budgeted Requirements      Data Quality


     Electronic Council Book      Electronic Council Book


     Review Module Modifications      Review Module Modifications


     Single Point of Entry      Single Point of Entry


     Query & Reports


     Committee Mngt. Module


     Migration of Core IMPAC I Functions


     Prepare for E-Grants


     Federal Agency Data Exchange - (FADEX)


     Modification to Modules


© IEdison


On Going Activities: On Going Activities:


     User Support, Outreach, Org Change      User Support & Outreach


     Capitalize on Current Technologies      Capitalization on Current Technologies


     CIT:  eRA Support      CIT:  eRA Support


Project Needs: Project Needs:


   Equipment         Management Oversight


   Software         Equipment -Terabytes


   Project Management         Software


© - Commons Related 


Slide Number 


2


Scope and Methodology


•


Reviewed project documentation


•


Attended project meetings


•


Interviewed project advocates


•


Met with I/C representatives


•


Held focus sessions with:


–


NIH technical staff


–


Logicon/sub


-


contractor technical staff


Slide Number 


3


Observed “Good Things”


•


eRA is a collection of functional 


mission critical


applications.  


•


They provide a valuable service to NIH and are 


providing good R


-


O


-


I


•


Assembled large cadre of technical talent


•


Project Team (Manager/Advocates) are widely 


respected and project now has “adequate” 


funding


•


Problems that we identified were already being 


addressed (e.g., acquiring more computing 


resources, need for cost accounting, etc.)


2001   2002


Budget Request


$34,091,494.00  $37,498.00 


 


Actual Budget


$34,091,494.00 


New - Re-Design: New - Re-Design:


     Data Quality      Data Quality


     Query & Reports      Re-Grants Management


     Intgr NIH Commons & IMPAC II      New - Program Module


     Committee Mngt Module    © Simple RO1's, SBIR's


     Migration of Core IMPAC I Functions © Grants Transaction Module


     Prepare for e-Grants © Type 5 - SNAP


     Integration with the Federal Commons      Federal Commons


     Federal Agency Data Exchange - (FADEX)      Quick View


     X-Train


     DEA Module


© Close out module


Continued Development: Continued Development:


     Original Budgeted Requirements      Data Quality


     Electronic Council Book      Electronic Council Book


     Review Module Modifications      Review Module Modifications


     Single Point of Entry      Single Point of Entry


     Query & Reports


     Committee Mngt. Module


     Migration of Core IMPAC I Functions


     Prepare for E-Grants


     Federal Agency Data Exchange - (FADEX)


     Modification to Modules


© IEdison


On Going Activities: On Going Activities:


     User Support, Outreach, Org Change      User Support & Outreach


     Capitalize on Current Technologies      Capitalization on Current Technologies


     CIT:  eRA Support      CIT:  eRA Support


Project Needs: Project Needs:


   Equipment         Management Oversight


   Software         Equipment -Terabytes


   Project Management         Software


© - Commons Related 


Slide Number 
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Need More Formal Investment 


Management Approach


•


eRA is growing, creating increasing 


expectations for a more formal 


investment management approach


–


Resource planning and tracking


•


How are resources being allocated?


•


How will resources be allocated in coming years?


–


Ability to trace requirements from beginning 


to end


Slide Number 


5


Steps


1.


Develop and implement an eRA enterprise architecture


–


Develop current (baseline)  and target architectures


–


Conduct gap analysis 


–


Identify and prioritize strategies/tasks to achieve 


target


2.


Improve resource planning and tracking


-


In process (SOZA)


3.


Address data quality/integrity issues


-


In process (QRC)


Phil Dehaas


Linda Earley


Cassandra Spears


Alice Cheng


Lana Diggs


Section Chief


Mark Siegert


John Monsma


Ruby Smith


Cecelia Vann


Section Chief


Vickie Fadeley


Diana Dixon


Glen Evans


Wesley Wang


Anna Lee


Section Chief


Maria Koshy


Branch Chief


Carla G. Flora
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Resource Management


Clearly Identify Project Elements 


and Develop/Track Budget


FY01


-


FY02


-


FY03


-


and beyond


Working On Solution:


A New Organizational/Funding Structure
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ERA Project 


–


 Resource Planning, Allocation and Tracking Model   
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Application


Business Area 


Cost


$2,904,640 


(1 year)


$16,213,904 


(5 years)


Operational


& Misc. 


Costs


$1,169,089


(1 year)


$6,323,053 


(5 years)


Requirements


Development


Testing


Maintenance/Fixes


Independent Validation & Verification (IV&V)


Design


SITS


CMS Bridges


Conversion Mgt. Sys.


GM / GPM


Committee Mgt.


ICO


IC Operations


Peer Review


RAE


Rept./Anal./Eval


.


QuickView


PowerView


TechView


Trainee Appt.


CRISP+


Receipt. & Ref.


Info. Mgmt.


Common


Applics.


GUM


Grant Upd.Mod.


People


Misc.


External Interfaces


DB Model Design ,


Data Conversion, 


Data Loads, &


related IV&V 


Application SW Infrastructure


JRV Summary


Joint Req. Valid.


IFAD 


Init Func.Arch.Des.


SPD


SW Devel. Plan


Training Plans


Config. Mgt.


Standards


SQA Plan


SW Quality 


Assurance


Project Mgt.Plan


DBA


Support


System


Operations


SW 


Config


.


Management


SW 


Distribution


User


Support


Bridge


Execution


Security


Anal.,Eval.,Des


.


Misc., 


Reprod.,


Telephone, etc


.


COTS, HW, & 


CIT


Costs


$1,227,579


(1 year)


$8,523,783


(5 years)


COTS Acquisitions & Licenses


HW Acquisitions


HW Support


CIT IMPAC II Services


IMPAC II Cost Model


Documentation/Training


IV&V Plans


Indep.Valid.&Verify


Project Management


Project


Mgt. Costs


$237,980


(1 year)


$1,257,680


(5 years)


Application  


Software 


Infrastructure 


and Database 


Design Cost


$0 


(1 year)


$1,078,042


(5 years)


October 14, 2001
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Project Structure and Resource Allocation


 


Project Function


 


Comments


 


FTE


 


FY 2001


 


FTE


 


FY 2002


 


FTE


 


FY 2003


 


1. User Community


 


 


0


 


 


 


2. Resource Allocation 


Committee


 


New 


–


 a standing committee to evaluate requirements and estimates and


 set priorities.  


Group is accountable for understanding, approving, and monitoring resource allocation.


 


0


 


 


 


3. Project Management


 


Includes JJ, all NIH, and all Contractor management activities


 


26


 


20


 


 


4. Chief Architect


 


New 


–


 needs to be better distingui


shed from development activities.  For example, 


Commons efforts have been focused on architectural activities.  Their time should be 


allocated here until they actually begin developing the Commons.


 


0


 


8


 


 


5. Requirements


 


This is the current “analyst” functi


on, but under new configuration, they will do less 


design and estimation and more “business process analysis.”


 


8


 


8


 


 


6. User Support and 


Operations


 


Some minor changes.  Increase liaison and transition planning roles with I/Cs and user 


community.


 


20


 


20


 


 


7.


 Quality Assurance & 


Configuration Control


 


This entire area needs a fresh look and consolidated management and associated 


authorities.  It means separating testers and developers, which could create “hoops to 


jump through” and associated inefficiencies, so


 needs to be carefully thought through.


 


15


 


18


 


 


8. Technology Infrastructure


 


This is the combined SysAdm and DBA groups, with some new roles and 


responsibilities focused on capacity planning, modeling, and configuration 


management.


 


18


 


18


 


 


9a Application D


esign and 


Estimation


 


This group would reside closer to the development function than present.  Emphasis 


would be developing technical aspects of requirements from Group #5 and preparing 


estimates for the Resource Allocation Committee.


 


0*


 


6


 


 


9b Tracking an


d Monitoring


 


This is a new function, evolving from the SOZA work.


 


0*


 


3


 


 


9c Software Development


 


This is a new way to slice development.  Presently the emphasis is on modules within 


Impac II, and while that would remain, the emphasis from a reporting persp


ective 


would shift to a higher level, describing how resources will be allocated and re


-


allocated among applications.  A drill


-


down approach could be used to take us to the 


module level within applications.


 


40


 


44


-


46


 


 


Commons


 


 


8


 


5


 


 


Impac III


 


 


0


 


20


 


 


Im


pac II


 


 


20


 


15


 


 


Impac I


 


 


12


 


0 (2?)


 


 


CRISP


 


 


?


 


4


 


 


 


Other


 


 


?


 


?


 


 


Total FTE By Fiscal Year


 


127


 


145


-


147


 


?
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