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Major Project Funding Request Guidance
Instructions for Completing the Request
Although all agencies must complete the Strategic IT Budget Workbook annually, only agencies which have a project classified as a major project will need to complete a major project funding request. To be classified as a major project, a project must meet one or both of the following requirements:
· Total expenditures over the project lifecycle are estimated at over $5 million. 
· Total expenditures over the project lifecycle are estimated at over $2.5 million and the project is categorized as “high-risk”. A high-risk project may include:
· A major technology project or business project/business transformation involving significant technology investment. 
· A project with an enterprise or statewide impact; involves more than one state agency, board or commission; or is initiated by a state agency and will involve other non-state governmental entities/organizations.
· A project that develops, adds functionality, or re-engineers a mission critical business process and/or application.
Agencies should complete the Business Plan and associated Project Financial Plan workbook for each proposed or new project, for projects started within the past two years (FY 2018 or 2019) that are underway and requesting additional funding, and for multi-year phased projects that may also be requesting additional funding. 
While required for new projects requested during the budget cycle, agencies may complete a Business Plan and the corresponding workbook at any time prior to the budget cycle and may submit the Business Plan and workbook to OBM and OIT upon completion or in conjunction with quarterly updates to agency project inventories. The Business Plan and workbook are due no later than the date of the budget request submission for the first year in which funding is requested. 
Agencies will update the Business Plan and workbook submit it annually to OBM as part of the agency’s operating and capital budget submissions. If an agency does not normally submit a capital budget request, the agency will submit the Business Plan and workbook updates during the capital budgeting cycle, on September 15.
[bookmark: _GoBack]For the Project Financial Plan workbook component, agencies should include a breakout of the project budget by phase, as well as by cash flow based on the Business Plan. Agencies must complete both the narrative Business Plan as well as the Project Financial Plan workbook https://obm.ohio.gov/VMO/MajorProjectFundingRequest.aspx. The Project Financial Plan - Cash Flow follows the same general rules used for the Strategic IT Budget Workbook - Budget Overview worksheet. 
[bookmark: _Hlk510614145]Include as many Business Plans and the Project Financial Plan workbook as necessary for the projects your agency is reporting in the Strategic IT Budget. Agencies undertaking multi-year projects or projects that will result in multi-year run costs for services, should estimate the total cost over lifespan of implementation or program (add future out-years as needed). Please include the project name in the file name of each submission.
When completing the Business Plan, agencies are encouraged to include attachments and additional information as appropriate. The clearer and more descriptive the Business Plan, the fewer follow-up questions OBM may have for the agency CFO, executive sponsor, and project manager. 
Agencies should upload each completed Business Plan and Project Financial Plan worksheet to the OBM Value Management mailbox (ValueManagement@ohio.gov). 
Completing the Business Plan and Workbook
Each numbered section below refers to the corresponding section in the Business Plan. It is best to fill out the Business Plan in order of the phases of the project: concept, initiate, plan, and build.[footnoteRef:1] There are checkboxes next to each section in the Plan to help guide the order in which you should answer them. In several cases, you should revisit and refine your information at successive project phases.  [1:  See Information Technology Lifecycle and Funding at https://obm.ohio.gov/VMO/MajorProjectFundingRequest.aspx for phase definitions.  ] 

1. General Information
1A. Agency Name. Enter the agency name. 
1B. Agency Code. Enter the three-digit agency code. (e.g., DNR for Department of Natural Resources) 
1C. Project Name. Enter a name that describes the project. The project name should be short but descriptive (e.g., Replace [System Name or Purpose]). Please avoid non-descriptive project names such as “System replacement.”
1D. Executive Sponsor. Enter the name of the executive sponsor. When selecting the executive sponsor, agencies shall ensure the sponsor has the appropriate experience and authority to represent and commit the agency as well as business interests and needs throughout the project. The executive sponsor should be an executive or senior leader within the organization to provide the authority and credibility needed, and should be a visible and active participant in the project. The executive sponsor creates an environment that allows the project manager to manage the project. 
The executive sponsor has ultimate responsibility for the success of the project. The responsibilities of the executive sponsor are: providing clear direction for the project and how it links with the organization’s overall strategy; driving timely decision-making, change management, and issue resolution; securing project resources; ensuring the project is on time, on budget, and on scope; providing feedback on status reports and making sure they reach the necessary stakeholders, and championing the project at the executive level to secure buy-in. 
OBM may contact the executive sponsor with follow up questions. Omitting an executive sponsor indicates the project is not staged for funding or preliminary work. 
1E. Project Manager (PM). Enter the name of the project manager. 
When selecting a project manager, agencies shall ensure the selected project manager:
· Has experience with projects that are of similar scope, size, and complexity when compared to the project;
· Is highly organized, an effective communicator, be detail oriented, a good delegator, and recognize and facilitate the resolution of issues quickly;
· Is given the appropriate level of authority and access within the agency; 
· Understands scope, impacts, and importance to the agency; 
· Has availability and is committed to the duration of the project; and 
· Understands the procedures for major project escalation and change control.

The project manager is responsible for ensuring the project is delivered on time, on budget, and to the required quality standard. The project manager’s responsibilities include: project planning and scope definition; task planning and sequencing; resource planning, developing schedules, and time estimation; cost estimation and budget development; risk analysis and managing and reporting on risks and issues; progress monitoring and reporting; and team leadership, working with vendors, quality control, and benefits realization.
OBM may contact the project manager with follow up questions. Omitting a project manager indicates the project is not staged for funding or preliminary work. 
2. Project Information. Include a brief description of the project and the business need. As part of this section, the business should answer the following questions:
· Why is the project needed? Outline the problem or core issue at hand, the reasons the problem exists, the elements creating the problem (technology, process, etc.), the impact it has on the business (financial, operational, etc.), and the time frame in which it needs to be resolved.
· What are the benefits of the project? What population will be served by the project or benefit from its completion? Describe the purpose, components, capacity, and potential use of the project, and how it relates to your agency mission or strategy.
· What will be the impact of not funding the project? If the proposed project represents one of several solutions to a need or a problem, what other alternatives were considered and why weren’t they chosen? 
If there are accomplishments in your program based on prior efforts that would be an indicator of potential future success, include a description here. 
If this project results in a service that will be a rated or charged back service, include what service you propose to offer or the nature of the business to be carried out and the proposed start and end date of that service. Explain why you are uniquely qualified to provide the proposed service. 
The project information may be used in an agency’s program narrative related to the operating budget request.
3. Goals and Outcomes/Benefits. Outline the goal(s) and desired outcome(s) or planned benefit(s), including as financial savings, if applicable. In this section, the business should address the following topics: 
· List expected short term, long term, and operational goals and objectives. Include expected realization time frames. 
· Describe what a successful implementation of the proposed project might look like. How could you tell you have succeeded? How would you measure this? 
· For each goal, explain the benefit to the organization, including in dollarized terms if applicable and the project role in achieving the core mission or strategic results. How does the project support or enhance State or agency strategic goals? How does the change mesh with other changes in process and the strategic direction of the agency?
The goals and outcomes/benefits may be used in an agency’s program narrative related to the operating budget request.
4. Purpose of Technology Project. Check the categories (all that apply) that best describe the business need or purpose of the project. Those categories are listed below. 
· Major Business Project: Related to capital technology projects for business process implementation or re-engineering associated with ongoing operations or improved achievement of agency mission and/or goals. The focus of these projects is overall business process improvement and technology has a role in the overall project/program.
· Operational Enhancement: Related to improvements to existing services.
· Automation/Efficiency: Related to reducing manual and paper-based work.
· Constituent Services: Directly related to services provided to constituents and may include other project types. The population of constituents served should be identified in the narrative for these projects.
· End of Life Replacement: Used when a system requires replacement to avoid obsolescence or failure.
· Security: Represents security measures for technology and may include software, hardware, and implementation of monitoring processes.
· Infrastructure: Related to hardware, network, or transitions to cloud-based services.
· Legally Mandated/Compliance: Fulfill a statutory or regulatory requirement and can be directly tied to state, federal, or third-party requirements.
· Policy Initiative or Grant: Used to implement a specific new agency policy initiative through capital appropriations. In this category, technology has a role in the policy implementation but is a component of a larger program. This category also includes projects that would support planning, design, and implementation costs necessary to implement a federal grant. In addition to the technology implementation, these projects may have a significant program of implementation associated with them, and are often characterized by the time delimitation of the grant and the need for implementation to meet the constraints of the funding period.
· Other: When using the “Other” category, please briefly explain in the space provided or as a separate attachment if needed.
5. Type of Technology Project. Select the IT project type(s) (select no more than two for a single project request). Only types of projects that may be funded with capital appropriations are included in the list. Other types of projects should be funded through operating appropriations. The capital fund types are: 
· New System
· System Replacement
· System Upgrade (Major New Functionality) - must add functionality or postpone obsolescence
· Hardware - New
· Hardware Replacement/Upgrade
· Other - When using the “Other” category, please briefly explain in the space provided or as a separate attachment if needed.
Capital appropriate projects may be funded with state capital funds. However, in cases where agencies may have operating dollars available sufficient to complete or largely complete a project, these types of projects can be funded using operating funds.
For reference, operating only appropriate projects and components are shown below. 
· Operating appropriate projects 
· Minor upgrades and patches, minor configuration, and security management
· Software licenses for premise-based and cloud-based products post-implementation, including annual licensing and subscription-based software
· Software as a Service (SaaS), Platform as a Service (PaaS), and Infrastructure as a Service (IaaS) charges
· End of life or replacement of hardware equipment (computers, peripherals, etc.)
· Operating appropriate project components
· Project-related research and planning
· RFP development and award
· Data conversion post implementation (not required for system to be operational) 
· Project-related user training and change management
6. Estimated Start and End Dates – Quarter and Year. Include the project schedule at a high level (planning, design and build, test and implement). This includes the estimated or actual month/year when (1) Planning Commences, (2) Planning is Completed, (3) Design is Completed, (4) Implementation Starts, (5) Full Operation/ Implementation is achieved, and (6) Full Adoption and Benefits Realization occurs. 
If the project is planned to be iterative, describe the schedule for one iteration, and then the proposed start and end boundaries of the waves. Include if the project can be done in phases (over more than one biennium) and what the potential impact of the project being phased over more than one biennium would be. Agencies should consider the ability to apply agile methodologies to accomplish multi-year phasing and implementations, rather than extending projects within a waterfall schedule.
7. Financial Plan – Project Expenditure Summary. Describe here how the project will be funded and the source of funds.
In the Project Financial Plan Workbook – Project Expenditure Summary section, the following information should be competed for each column[footnoteRef:2] in the workbook: [2:  For “Fund or COPs”, list the source or sources of funds. If more than one fund or a fund and debt instrument are being used, please add a line in the spreadsheet. Under “All Prior Investments”, include all spending prior to FY 2018 (internal and external) related to the project. For each of the fiscal years listed, include actuals and projected amounts. If the project will extend beyond FY 2022, include an estimate of “All Future Years” project expenses in column H. ] 

A. Preliminary Project Phase (Paid via Operating Funds). This phase is not usually appropriate for capital funding. Agencies should plan to use operating funds for the three phases encompassed in the Preliminary Project Phase. 
Concept, Initiate, Plan. Include all preliminary planning costs associated with this phase of the project in this item, both internal and external. These costs may be estimated. Include the cost of the Concept and Initiate effort even when these costs have been paid through operating dollars and may represent only staff time. Note the cost components (what did your agency spend in this phase and why) and whether this phase has been completed in the Business Plan. 
Additionally, include all planning costs associated with the project. These costs may be estimated. This includes business process re-engineering, acquisition planning, administration of the related business improvement program within the agency (the collection of projects needed to achieve the desired outcomes), etc. Include the cost of the Plan phase effort even when these costs have been paid through operating dollars. Note the cost components (what did your agency spend in this phase and why) and whether this phase has been completed in the narrative. In some cases, Plan costs may include a “proof of value” or “proof of concept”/pilot. 
See the Value Management Framework guidance for activities normally included in the Plan phase.  
RFP Preparation and Award. Include internal and external costs associated with the RFP preparation, sourcing event, evaluation, negotiation, and award. Include the estimated cost of the RFP preparation and award even if these costs have been paid through operating dollars and/or were performed in house or assumed by another agency within the state. If you are unsure of the costs, a reasonable estimate is acceptable. Note the cost components (what did your agency spend in this phase and why) and whether this phase has been completed in the narrative. If this is performed in- house, include it in line A.
Contingency. Indicate the contingency cost percentage and the total contingency amount. Contingency costs for technology projects usually amount to 10-15% of project phase costs. 
B. Application Development Phase (Paid via Operating or Capital Appropriations). This phase is usually funded with operating or, on occasion, capital appropriations for projects with a life span of more than 5 years and that meet the criteria of OBM’s Allowable Capital and Information Technology Projects: Lifecycle Funding Policy.
Execute, Design and Build, Test. Include actual design and build costs for the project, as well as hardware. Include internal and external (contracted) costs. Some deployment or direct implementation costs may be included if capital funds are being used, as may data conversion costs directly associated with making the system operational.
Contingency. Indicate the contingency cost percentage and the total contingency amount. Contingency costs for technology projects usually amount to 10-15% of project phase costs. These may be included in the capital request as most contingency funds are needed during the design, build, and deploy components of the project.
C. Post Implementation/Operations Phase (Paid via Operating Funds). This phase is usually not eligible for capital funding. Agencies should anticipate using operating funds for full roll out and adoption activities. 
Training and Organizational Change Management. Indicate the costs associated with the training and organizational change management components of the project/program. Technology projects that contain business changes should incorporate at least a 10% organizational change management component. Infrastructure projects should include at least a 5% organizational change management component to address impacts to personnel and constituents.  
Monitor, Control, Close, and Evaluate. Indicate the costs associated with the monitoring and stabilization/control of the technology and business change components of the project. Also include the costs to close the technology and business change components of the project, and the costs associated with monitoring the benefits of the project over the project/program “payback” period. These costs may fall in later biennia but should be represented in the cost estimates. 
Contingency. Indicate the contingency cost percentage and the total contingency amount. Contingency costs for technology projects usually amount to 10-15% of project phase costs. 
Other. Indicate any other costs that have not been listed. 
D. Run/Steady State. Indicate the ongoing operational or steady-state run costs, post-implementation. This may include license costs, replacement equipment, or personnel/contractors. 
7E. Grand Total. This total represents all funds. If additional detail or a more granular breakout of costs paid through operating dollars and/or assumed by other organizations is needed to fully explain the estimated costs, this information should be included in the Business Plan. 
8. Financial Plan – Cash Flow Summary. This section estimates the ongoing “run” costs of the technology investment coupled with the project implementation costs. This section MUST be completed for all requests. Operating costs for each year of the current and three future years should be estimated and an estimated variance (+/-) and rationale for it should be included in the narrative. 
In addition, these questions should also be answered as part of the narrative: What are your funding requirements to implement the project? What is your revenue model (how do you generate revenue) for operating the system in the future? What are your projected revenues, expenses (including replacement costs and operating costs), and projected net results for the next five years? Is there an exit strategy?
In the Project Financial Plan Workbook – Cash Flow Summary, the following information should be included:
A. Sources of Funds. Sources of funds should be shown by budget fund group. Fund source types included in the cash flow projection are as follows: 
· General revenue, 
· Federal funds,
· Dedicated purpose funds,
· Internal service activity (ISA) funds (e.g. rates), 
· State debt (bond proceeds), 
· Other revenue sources in OAKS (define), and 
· Certificates of Participation (COPs).
B. Operating Budget Spending. The expense account categories included in the cash flow projections include the following:
· 500 – Personal service and payroll. Enter the direct agency personnel expenses, historical and projected, for run costs (operating and select project expenditures).
· 510 – Purchased personal services. Enter the purchased personal services expenses (e.g. contractors), historical and projected, for run costs (operating and select project expenditures). Annotate the spreadsheet with a summary of contracted personnel responsibilities. 
· 520 – Supplies and maintenance. Enter the supplies and maintenance expenses (e.g. software licenses, peripherals with a per unit cost <$1,000), historical and projected, for run costs (operating and select project expenditures). Annotate the spreadsheet with a summary of major cost drivers (what does this contain).
· 530 – Equipment. Enter the equipment expenses (e.g. computers, monitors, peripherals with a per unit cost >$1,000), historical and projected, for run costs (operating and select project expenditures). Annotate the spreadsheet with a summary of major cost drivers (what does this contain).
· 570 – Capital. Enter any 570 expenses, historical and projected, that may be project or large purchases (>$1,000) that your agency captures under this expense account category. Note: this is not a common practice. Annotate the spreadsheet with a summary of major cost drivers (what does this contain).
· Other (define). Include expenses, historical and projected, not captured elsewhere that pertain to run costs. 
C. Capital Budget Spending. The expense account categories included in the cash flow projections include the following:
· 577050 – Purchased Personal Services: Enter the purchased personal services expenses, historical and projected, associated with the capital project. This may include consultant time for design and build work during the Application Development and Deployment Phase (Build/Execute) of a project.
· 577051 – Information Technology and Network Perpetual Software License: Enter the capital expenses, historical and projected, for software licenses or the first year of subscription licenses that are used during the Application Development and Deployment Phase (Build/Execute) phase of a project.
· 577052 – Information Technology and Communication Equipment: Enter the IT equipment expenses, historical and projected, of equipment purchased during the Application Development and Deployment Phase (Build/Execute) of a project. 

If your agency is using operating expense account codes outside of the 577xxx account codes, please add those account codes to the Capital Budget Spending. This is not a common practice. 
Please also provide a subtotal of operating and capital funds and grand total for each year of historical, actual, and estimated operating expenditures.
D. Total Expenditures. Include total actual and estimated expenditures for both operating and capital budget expenses. 
E. Available Balance Reserved for Future Technology Projects. Include any available balance funds being consciously held for future IT projects or replacement cycles and describe the planned replacements, cost, and timing. 

F. Applied Savings. Include applied savings resulting from the new system, such as through reduced maintenance or operating costs, or reduced labor hours. These should be applied to future run cost projections, expressed as a negative amount. The applied savings line should reflect the gross savings resulting from the termination of the old system or process. In your notes, please explain the nature of the savings and how it will be achieved (you may wish to be more expansive in the Business Plan). Cost avoidance based on risk reduction may be explained in the Business Plan but should not be included in the cash flow summary as only “hard” savings should be counted in the offset to operating costs. 
G. Estimated Usage/Adoption. If the operating cost will be supported by rates, include the estimated usage or adoption expressed in units.
H. Estimated Rate Per Unit. If the operating cost will be supported by rates, include the estimated rate per unit. In the Business Plan, describe the type of unit and adoption curve, including market rate comparisons.
9. Non-financial Resource Estimates. Include a rough description of the types of internal and external resources you might need (based on your knowledge of the project and scope at this time). Non-financial resources might include workspace, policy, or legal support, etc.
10. Cost Estimate Methodology. Describe the methods used to estimate capital and future operating costs. Two suggested cost estimating techniques are detailed implementation cost and historical/comparative cost estimating.
In this section, the business and IT should answer: What method is being used to estimate project costs? What is your estimated run costs/pricing? How does it relate to competitors? Will the “price” fully capture costs of operations and total cost of ownership (TCO), or is a subsidy anticipated (if so, detail how much and what % of overall costs it would be)?
11. Risks. List the risks based on your knowledge at this time. You can use the Organizational Attributes and Change Characteristics (Prosci) or another Organizational Readiness tool to help frame the risks. 
In this section, business and IT should answer: How do you plan to manage risk in the proposed service? (e.g. financial risk, compliance risk, corruption risk, legal liability, reputation risk, competitor risk.) What are your major, risk mitigating milestones (those that when achieved reduce the investment risk)?  
12. Operations Plan. Describe the daily functions your program must conduct to offer the proposed service. Indicate the proposed operational group or center. 
In this section, the business and IT should also answer: What are the key milestones you hope to achieve in the future and the target dates for achieving them? How will quality be assured? What will you do to maintain or improve quality/integrity and reduce errors, duplication, and/or lack of relevance and application.
13. Management Team. Describe the governance/oversight for your proposed project, service or product. Explain the composition of the steering committee (membership). Also describe the program or project management team (composition) and what their qualifications are as related to the proposed product or service. Finally, indicate how your program will report its status and financial condition, to whom and how frequently. 
For services that are rated or charged back to operating units: 
14. Industry and Customer Analysis. Indicate private sector markets you will be competing in, its size and characteristics. Describe your assumed potential market size (if 100% of your eligible “customers” used your service, how many would that be and what are they likely to be willing to spend). This helps you determine the viability of your proposed service relative to the private sector market. Please also identify your target customers or users and explain why these customers or users want or need your service or product. 
15. Competitive Analysis. Describe your direct competitors (companies that fill the same customer need you fill with the same solution) and your indirect competitors (companies that fill the same customer need you fill with a different solution). Explain your competitive advantage and what about your program will allow you to effectively compete against both direct and indirect competitors.
Additional Information. Is there anything else that needs to be known? There may be additional information that is important to understand the value of the project. If this is the case, include it in the justification section of the narrative.
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