SAM – INFORMATION TECHNOLOGY

Feasibility Study Policy


	PURPOSE
	                            4920

	(Revised 09/02)
	


The feasibility study represents the first opportunity for agency management to assess the full implications of a proposed information technology project. The feasibility study is also the means of linking a specific information technology project to the agency's strategic business plans and information technology plans, and to ensure that the proposed project makes the best use of the agency's information technology infrastructure. The purposes of the feasibility study are to:

1. Determine whether there is a business case for a proposed project, i.e., whether the expenditure of public resources on the project is justified in terms of the project's: 

. Being responsive to a clearly-defined, program-related problem or opportunity; 

a. Being the best of the possible alternatives; 

b. Being within the technical and managerial capabilities of the agency; and 

c. Having benefits over the life of the application that exceed development and operations costs. Project benefits typically include reduced program costs, avoidance of future program cost increases, increased program revenues, or provision of program services that can be provided only through the use of information technology. 

a. Provide a means for achieving agreement between agency executive management, program management, and project management as to: 

a. The nature, benefits, schedule, and costs of a proposed project; and 

b. Their respective management responsibilities over the course of the project. 

a. Provide executive branch control agencies and the Legislature with sufficient information to assess the merits of the proposed project and determine the nature and extent of project oversight requirements. 

	FEASIBILITY STUDY BASIC POLICY
	                            4921

	(Revised 12/04)
	


A feasibility study must be conducted prior to the encumbrance or expenditure of funds on any information technology project. For most projects, the feasibility study must be conducted in conformance with SAM Sections 4922 through 4927. The only exception to this requirement is the acquisition of desktop and mobile computing commodities under the Desktop and Mobile Computing Policy.  (See SAM Section 4989.)  In addition, a Feasibility Study Report (FSR), which documents the feasibility study, must be approved prior to the encumbrance or expenditure of funds, including the use of staff resources, on any information technology project beyond the feasibility study stage. For most projects, the FSR must be prepared in accordance with SAM Section 4928.  For projects that have been delegated to the agency director and whose costs fall below a specified level, the feasibility study may be documented by means of a Project Summary Package.  See SAM Section 4930 and SIMM Section 20. 

The FSR must be reviewed and approved in accordance with the general requirements of SAM Sections 4819.3-4819.42 (State Information Management Authority and Responsibility), as well as the specific requirements of Sections 4926-4930.1.  See SIMM Section 20 for FSR Preparation Instructions.

	FEASIBILITY STUDY SCOPE
	                            4922

	(Revised 5/94)
	


The scope of the feasibility study must be commensurate with the nature, complexity, risk, and expected cost of the proposed use of information technology.

The study must provide sufficient information to assure agency program management that the proposed response meets program requirements. The study also must provide sufficient information to allow agency executive management to make a sound decision as to the merits of the proposed response as an investment of public resources.

	FEASIBILITY STUDY PARTICIPATION
	                            4923

	(New 3/87)
	


The feasibility study must be based on an understanding of the needs, priorities, and capabilities of: (1) the users of the information that is to be provided; and (2) the agency unit or program that will have operational responsibility for the information technology application. Representatives of program management and staff must participate in the feasibility study process.

	FEASIBILITY STUDY DOCUMENTATION
	                            4924

	(Revised 09/08)
	


The SAM Section 4928 and instructions and guidelines published by the OCIO (see SIMM Section 20) specify the content of the FSR, which must provide a complete summary of the results of the feasibility study. In addition to the FSR, the agency must maintain sufficient documentation of each study to ensure that project participants, agency management, and control agency personnel can resolve any questions that arise with respect to the intent, justification, nature, and scope of the project.

	CONSISTENCY WITH AGENCY INFORMATION MANAGEMENT STRATEGY AND IT FIVE-YEAR CAPITAL PLAN
	                            4925

	(Revised 09/08)
	


Each proposed project must be consistent with the agency's overall strategy for the use of information technology, as expressed in its current Agency Information Management Strategy (see SAM Sections 4900.2-4900.6.) and IT Five-Year Capital Plan (see SAM Section 4904). 
	FEASIBILITY STUDY PROCESS
	                            4927

	(Revised 5/94)
	


Each agency must follow a systematic, analytical process for evaluating and documenting the feasibility of information technology projects, as defined in SAM Section 4819.2. This process must include:

1. Developing an understanding of a problem (or opportunity) in terms of its effect on the agency's mission and programs; 

2. Developing an understanding of the organizational, managerial, and technical environment within which a response to the problem or opportunity will be implemented; 

3. Establishing programmatic and administrative objectives against which possible responses will be evaluated; 

4. Preparing concise functional requirements of an acceptable response; 

5. Identifying and evaluating possible alternative responses with respect to the established objectives; 

6. Preparing an economic analysis for each alternative that meets the established objectives and functional requirements; 

7. Selecting the alternative that is the best response to the problem or opportunity; 

8. Preparing a management plan for implementation of the proposed response; and 

9. Documenting the results of the study in the form of a Feasibility Study Report (FSR), as specified in SAM Section 4928. 

	FEASIBILITY STUDY REPORT
	                            4928

	(Revised 09/08)
	


The FSR must provide an accurate summary of the results of the feasibility study. As with the study itself, the scope of the FSR must be commensurate with the scope and complexity of the problem or opportunity being addressed. Enough technical detail must be included in the FSR to show that the proposed response to the problem or opportunity is workable and realistic. The FSR must provide a basis for understanding and agreement among project management, executive management and program management, as well as satisfy the information requirements of state-level control agencies.

The FSR must be submitted to the OCIO, to the Office of the Legislative Analyst. In addition, the FSR must be submitted to the Department of General Services when the contract exceeds the agency’s delegated purchasing authority threshold.  FSR’s must be submitted in a format specified by the OCIO and signed by the agency director or his/her designee. The OCIO publishes detailed instructions and guidelines for agencies' use in preparing FSRs. A copy of the instructions, guidelines, and required forms is available in SIMM Section 20.  The instructions and guidelines specify the MINIMUM amount of information necessary for the OCIO’s approval of the FSR.

The FSR must provide a complete summary of the results of the feasibility study and establish the business case for investment of state resources in a project by setting out the reasons for undertaking the project and analyzing its costs and benefits. Documentation provided by the agency must contain at least the following information:

1. A description of the business problem or opportunity the project is intended to address. 

2. The project objectives; i.e., the significant results that must be achieved for an alternative to be an effective response to the problem or opportunity being addressed. 

3. A thorough description of the selected alternative, including the hardware, software and personnel that will be used. 

(Continued)
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	FEASIBILITY STUDY REPORT
	            4928 (Cont. 1)

	(Revised 09/08)
	


4. A discussion and economic analysis of each of the alternatives considered in the feasibility study that meets the established objectives and functional requirements, and the reasons for rejecting the alternatives that were not selected. 

5. A complete description of the information technology capabilities and the conditions that must exist in order to satisfy each defined objective. 

6. An economic analysis of the life cycle costs and benefits of the project and the costs and benefits of the current method of operation during the life cycle of the project. 

7. The source of funding for the project. 

8. A detailed project schedule showing key milestones during the project's life. 

A Project Summary Package (SAM Section 4930) must be prepared and included in the FSR.

The agency must maintain sufficient documentation of each study to ensure that project participants, agency management, and control agency personnel can resolve any questions about the intent, justification, nature, and scope of the project.

	PROJECT SUMMARY PACKAGE
	                            4930

	(Revised 12/04)
	


A Project Summary Package must be prepared and included in each FSR and SPR.  In addition, the Project Summary Package may be used to document the feasibility study for projects with a total development cost equal to or less than ten percent of the agency’s cost delegation threshold.  See SAM Section 4819.39.

See SIMM Section 20 and/or 30 for instructions for completing the Project Summary Package.
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