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1.0 Business Case

1.1 Purpose of Project 
The University of Washington distributes over $140 million in federal Direct Loans (to 16,000 students) and over $18 million in federal Pell Grants (to 6900 students) per year.  The federal government requires compliance with rules regarding the awarding, disbursement, cash management and reconciliation of funds for the Direct Loan and Pell Grant programs.  These two programs require the University’s full participation in the federal cash management and reconciliation system—called the Common Origination and Disbursement System (COD).  Pell Grant information was reported via the COD system in 2004-05 and Direct Loan information was reported through COD in 2005-06.  This recent conversion is not complete, requires new reports to monitor our compliance with 30 day cash management requirements, year-end reconciliation of individual student records, and improved reporting of eligibility changes for individual student records (approximately 10,000 per year).  Although we have made the initial conversion to comply with the reporting deadlines, the structure of and methods used to report the Pell data and the Direct Loan data were done in strategically different modes, giving rise to concerns about consistency and coordination between these two major programs.  We anticipate that the long-term impact of this system configuration could result in difficulties complying with federal reporting requirements.  In addition, several areas of the financial aid awarding system do not monitor and award Direct Loan and Pell Grant funds correctly if students transfer to the institution mid-year, are new borrowers, are single quarter loan recipients, or have less than a full year before they graduate.  This project would correct these deficiencies and ensure compliance in the administration of the federal aid programs.  We also need the display of key financial data to students about their loans through MyUW, encouraging responsible borrowing and greater awareness of their individual loan debt.

This project would attempt to review and re-structure the existing Pell and Direct Loan systems, complete the COD conversion, and improve compliance with loan eligibility rules, in order to enhance our existing system to comply with federal requirements.   

1.2 Strategic Context  
         
       Regulatory requirement
     Long-term strategic            Short-term tactical

Describe how the project fits with your area’s and UW’s strategic direction:
This project supports the UW’s long term goals of mitigating risk by meeting regulatory requirements for the federal aid programs.  In addition, it will allow for the more efficient use of resources, maximizing access to the UW by financially needy students.
1.3 Project Drivers (cost, quality, risk, performance, compliance)  
This project is important in the area of federal compliance—to avoid fines, to avoid the loss of eligibility to participate in key federal aid programs and to avoid the short-term freezing of University access to the draw-down of federal funds to reimburse for Pell Grant and Direct Loan expenditures.  The federal government has issued guidance that institutions will be required to meet cash draw down requirements and if we do not, we are prevented from further cash draw-downs and would be required to send funds back.  
1.4 Project Phase (check the one that most applies)
 
       Scoping study

                

Development

       Vendor package implementation 

 Enhancement to existing system
1.5 Benefits  
This project will vastly improve operational efficiencies for the Office of Student Financial Aid and Student Fiscal Services in the management of funds and the reconciliation requirements.  The re-structure of the student database to conform with COD requirements will provide long-term benefits as well in the modernization of our heritage system, making it less costly to maintain
1.6 Project Impact (number of people directly affected, visibility, impact on operations, etc.)        
         High                 Medium              Low       
Describe impact:
High.  This project has an impact rating of “high.”  Given the nature of non-compliance with federal requirements and the politicized process of the Direct Loan and Pell Grant programs, the consequences of non-compliance with federal rules make this a highly visible project.  In addition, the impact on clients if funds are not available would be to deny access to needy students who need these funds to attend the UW.  Operationally, time is wasted manually ensuring we are in compliance in the origination of awards and reconciliation without adequate reports to guide our efforts.  In addition, the $158 million in federal aid from these two programs are needed to help students pay their tuition and housing costs to the University and affect the bottom-line in terms of our revenue.
1.7 Regulatory Requirement (compliance risk, if any)
There is a high compliance risk if this project is not funded.
1.8 Project Risk (factors that may cause the project to fail)        

         High                Medium               Low

Describe risk factors:

Low. Low risk for failure of this project as there is standard technology currently supported by C&C.  Progress on these improvements is easily tracked and, given sufficient resources, should result in the successful completion of the project.  
1.9 Key Business Owners
Ruth Johnston, Senior Associate Treasurer

Kay Lewis, Director of Student Financial Aid

2.0 Project Elements
2.1 Scope of Work
After collaboration between C&C, Student Fiscal Services and Student Financial Aid, the approach to and detail of changes will be decided by the internal users.  C&C will then implement these changes to the system with user testing of all facets of the process.  Staff will need to be re-trained in the changes to our business processes, incorporating new screens, new reports and transmission procedures.
2.2 Enterprise System Features and Standards
	Element
	Yes/No
	Notes

	Pubcookie UW authentication service 
	Y
	

	ASTRA UW authorization service
	Y
	

	SecurID security service
	N
	

	MyUW personalization
	Y
	

	C&C-hosted servers
	Y
	Already exists

	High-availability server configuration
	N
	

	Extra disk storage 
	N
	

	Privacy issues
	Y
	

	Purchased package
	N
	

	Integrate with existing systems
	Y
	

	Data feed
	Y
	

	Data warehouse (ODS)
	Y
	

	Disaster recovery
	N
	

	Heritage modernization
	Y
	

	Nebula desktop
	N
	

	Help desk
	N
	

	External system
	N
	

	Other
	N
	


3.0 Resource Needs—Preliminary
Preliminary estimates of functional and technical resources needed for this project.  Round hours to nearest 10.  Examples: 204 = 200, 205 = 210.   

[image: image1.emf]Resources

Est. Low 

Hours

Est. High 

Hours Notes

UW Department Staff

Planning 255 335

Business project mgmt.

Requirements  

Design 105 135

System selection    

Testing 160 250

Documentation 55 100

Communication  

Training 55 100

Implementation 260 400

Other-Writing Web Text 40 100

Oversight Staff

Steering committee

User group    

Other    

Outside Staff

Vendor

Contractor  

Other  

C&C Staff

Refine estimate, proj. agmt. 150 230

Technical project mgmt. 150 230

Software development 1,530 2,300

Systems support 140 250

Total C&C Staff Hours 1,970 3,010

Total Project Hours 2,900 4,430


4.0 Cost Estimates by Fiscal Year—Preliminary
4.1 Implementation Cost Estimate 

The following table summarizes estimated expenditures by type.  Round dollars to nearest 10.  Estimates are refined as planning gets more detailed after approval.
	Fiscal Year
	Type of Expenditure
	Est. Low
	Est. High

	2007-08
	Dept Salaries/Benefits
	$25,000
	$50,000

	2007-08
	C&C Software Development
	$128,100
	$193,200

	2007-08
	C&C Systems Support
	$9,800
	$17,500

	Total Estimated Implementation Costs
	$163,000
	$261,000


4.2 Ongoing Support Cost Estimate  

The following table summarizes estimated recurring expenditures by type (e.g., hardware, software licensing) on an annual basis. 

	Fiscal Year
	Type of Expenditure
	Est. Low
	Est. High

	2008-09
	C&C Support  (.1 FTE)
	$14,700
	$14,700

	2008-09
	C&C DBA Support
	$1,750
	$3,500

	Total Estimated Annual Costs
	$16,000
	$18,000


4.3 Five-year Lifecycle Cost Estimate
	#
	Year
	Department
	C&C
	Total

	1
	2007-08
	$50,000
	$211,000
	$261,000

	2
	2008-09
	$0
	$18,000
	$18,000

	3
	2009-10
	$0
	$18,000
	$18,000

	4
	2010-11
	$0
	$18,000
	$18,000

	5
	2011-12
	$0
	$18,000
	$18,000

	
	Total
	$50,000
	$283,000
	$333,000


5.0 Funding Sources

5.1 Implementation Cost Funding
	Source of Funds
	Status
	Amount

	Central funding being requested
	
	$261,000

	Total
	$261,000


5.2 Ongoing Support Cost Funding
	Source of Funds
	Status
	Amount

	Central funding being requested
	
	$18,000

	Total
	$18,000


5.3 Indirect Cost Recovery Funds (does this project predominately provide infrastructure support for research?)
        Yes                No       If Yes, explain:
6.0 Schedule—Preliminary
	Project Phases
	Est. Start Date (Mo/Yr)
	Est. End Date (Mo/Yr)

	Definition
	07/07
	08/07

	Planning
	09/07
	12/07

	Implementation
	01/08
	06/08


7.0 Assumptions / Notes
8.0 Implementation Challenges

8.1 Coordination Issues
The changes for this project will need to be integrated into the maintenance and support of current Student Financial Aid and Student Fiscal Services systems.



8.2 Success Criteria


The success of this project will  be measured by the timely reconciliation of federal funds for the Direct Loan and Pell programs as well as improved service to students through web based information and improved awarding processes.
9.0 Alternative Approaches
Other approaches for more effective use of the Student Database and communication with federal systems do not exist.  The enhancement of existing systems is the most cost effective method to achieve improved compliance and efficiency.
10.0 C&C Confidence Level
Confidence in the C&C estimates is:               High               Medium              Low
Comments:
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		Resources		Est. Low Hours		Est. High Hours		Notes

		UW Department Staff

		Planning		255		335

		Business project mgmt.

		Requirements

		Design		105		135

		System selection

		Testing		160		250

		Documentation		55		100

		Communication

		Training		55		100

		Implementation		260		400

		Other-Writing Web Text		40		100

		Oversight Staff

		Steering committee

		User group

		Other

		Outside Staff

		Vendor

		Contractor

		Other

		C&C Staff

		Refine estimate, proj. agmt.		150		230

		Technical project mgmt.		150		230

		Software development		1,530		2,300

		Systems support		140		250

		Total C&C Staff Hours		1,970		3,010

		Total Project Hours		2,900		4,430






