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Introduction 
Technology Investment Requests (TIR) are required as part of the biennial budget process as well as for interim funding of IT projects. They apply regardless of the funding source (including grant funding), as well as in situations where the funding already exists and the agency is requesting authority for expenditure. The TIR also applies to the planning phase of projects (e.g. requirements definition, gap analysis, business process reengineering). The TIR must be submitted to EITS for review and approval prior to submittal to the Budget Division. 
This is a general guide to the development of a TIR for a proposed IT project. It provides a basic description of the TIR’s planning and budgeting role and its context in the IT Investment Lifecycle which also includes linking to business goals and objectives, vendor acquisition, resource procurement, project implementation, and operational audit. This document also serves as an instruction manual for completing the TIR Business Case document, which is the core document for the TIR, to which all other supporting documents are appended through attachments and references. The TIR also serves as a template from which costs can be input into the Nevada Executive Budget System (NEBS).  
The other TIR documents and templates that are referenced here can be accessed on the TIR home page http://it.nv.gov/IT-Investment-Planning/ This instruction guide is a companion to the Technology Investment Request – Business Case form. Contact EITS IT Planning (775) 684-4333, TIRS@admin.nv.gov) if you have questions or need assistance.
IT projects that may require a TIR include:   
· Infrastructure development or enhancement (e.g. Local Area or Wide Area Networks, IT consolidation, virtualization, re-engineered environment, and special technology deployments, such as GIS, document management or video-conferencing systems).  
· Business and administrative systems (e.g. software acquisition (including Open Source), transfer, development, enhancement, legacy system replacement, Web Services, outsourced services from application service providers). 
· NOTE: for Telephone/Communication Systems projects, please request assistance from EITS’s Telecommunications Unit by contacting the Help Desk by phone (775) 684-4333 or email (helpdesk@admin.nv.gov). 
IT projects that do not require a TIR include: 
· Projects expected to cost less than $50,000
· Requests for replacement hardware and software upgrades or PCs for new staff 
· Maintenance for ongoing IT services and support 
· Non-project related FTE’s 
Agencies preparing IT contracts for the BOE should contact EITS regarding TIR requirements. New contracts related to an IT project may require a TIR. 
TIRs should be submitted by e-mail to TIRs@admin.nv.gov. , including any attachments for additional support and justification. Attachments may include previous TIRs submitted for earlier phases of the current project, business process analysis or feasibility studies, documentation showing benefits calculation, risk evaluation, or cost estimates from vendors or EITS. If mandated, references to associated Federal legislation or other documentation can be included. 

Statutory Authority 
The following State of Nevada authority applies to TIRs. (“Division” in all cases refers to EITS. EITS’ interpretation of “Feasibility Study” is the TIR form): 
[bookmark: NRS242Sec171]NRS 242.171  Responsibilities of Division; review of proposed applications of information systems.
      2. The Administrator shall review and approve or disapprove, pursuant to standards for justifying cost, any application of an information system having an estimated developmental cost of $50,000 or more. No using agency may commence development work on any such applications until approval and authorization have been obtained from the Administrator.

[bookmark: NAC242Sec120]NAC 242.120  Feasibility study: Completion or waiver required before state agency may begin project. A state agency shall not begin a project unless a feasibility study of the project has been completed or the requirement for a feasibility study has been waived by the Division.
[bookmark: NAC242Sec130]
NAC 242.130  Feasibility study: Determination of requirement; contents; participation by Division. 
     1.  The Division will determine whether a feasibility study is required for each proposed project.
     2.  Each feasibility study must include:
     (a) A description of the problem to be resolved and its origin;
     (b) The objectives, scope and anticipated results of the project;
     (c) Any proposed alternate course of action;
     (d) Sufficient information to allow the requesting agency and the Administrator to make decisions concerning the merits of the proposed project;
     (e) An analysis of the costs and benefits and an assessment of the risks for each proposed alternate course of action; and
     (f) A plan for the management of the project, including a schedule for reporting and reviewing the project.
     3.  Each alternate course of action included in a feasibility study must be consistent with:
     (a) The state agency’s plan for the use of resources for an information system;
     (b) The biennial state plan; and
     (c) The standards set forth in the Nevada Information Systems Policies and Standards Manual.
     4.  A requesting agency may conduct the feasibility study independently or in conjunction with the Division. If the Division participates in the study, it will charge the requesting agency for the cost of the services it provides to the agency.
     
[bookmark: NAC242Sec140]NAC 242.140  Feasibility study: Maintenance of documentation. Each state agency shall maintain sufficient documentation for each feasibility study to ensure the resolution of any questions concerning the purpose, justification, nature or scope of the project.

SAM Chapter 1618: Technology Investment Request 
An IT project is defined as the implementation of IT improvements (computer, telecommunications or other information technology improvements) or enhanced capabilities using IT services (Vendor, EITS or agency) within a defined period of time (i.e. not maintenance or ongoing IT services and support). Any Executive Branch agency wishing to invest in an IT project that costs more than $50,000 must develop a business case with a Technology Investment Request (TIR) form. TIRs are required for Executive Branch agencies as part of their biennial budget process as well as for interim funding of IT projects. They apply regardless of the funding source (including grant funding), as well as in situations where the funding already exists and the agency is requesting authority for expenditure. This also applies to projects mandated by either the federal government or the Nevada State Legislature. Agencies with federally funded and mandated interim projects should contact EITS for guidance on how to best proceed regarding potentially concurrent TIR and RFP processes. The TIR must be submitted to EITS for review and approval prior to submittal to the Budget Division. 

Agencies preparing IT contracts for the BOE should contact EITS regarding TIR requirements. New contracts related to an IT project may require a TIR. Contract amendments may require a TIR Waiver for Enhancements (TWE). In cases when Work Programs fund more than $50,000 of an IT Project EITS should be consulted to see if a TIR or TWE are required. Every agency submitting a TIR that is:
 
• An investment of $500,000 or more or 
• Critical in nature to State operations or 
• Significant risk of adverse consequences to the State of Nevada 

will make a presentation to the Nevada IT Strategic Planning committee. During the biennial budget session, this committee will submit its recommendations to the Governor regarding the prioritization and inclusion of IT projects in the biennial budget.

SAM Chapter 1620: Project Management Quality Assurance and Project Oversight 
All IT projects as defined below must have a qualified IT Project Manager, a Quality Assurance Manager, and Project Oversight staff assigned to the project. The level of resources for these services must be budgeted in accordance with accepted IT industry standards and included in the TIR, and if funded, utilized specifically for these services. 
This requirement does not apply to: 

1. Projects for ongoing / routine replacement of existing hardware (PCs, routers, servers, etc.) and software (upgrades, releases, licenses, etc.) 
2. Projects of short duration where:
 a. Vendor or internal involvement is at a minimum 
b. There is only minor component reconfiguration 
c. Installation is only within the agency 
d. Purchases are internal to the agency 
e. The project is transparent to the users 

EITS should be contacted if there are questions regarding what constitutes a qualified Project Manager or Quality Assurance Manager. The purpose of Project Oversight is to ensure that: 

· A qualified project manager is assigned to the project
· The project is being managed according to the project plan
· Sound management practices are being observed
· The project is adequately staffed
· Schedules are reasonable and are being met
· Action is taken to identify and remediate any risky or problem situations at the earliest possible time



Building a Business Case 
The Technology Investment Request (TIR) helps you build a business case for an investment in an information technology project. A business case is a logical, fact-based argument for change and the best way to accomplish it.  The TIR clarifies the business problem being solved by IT, and the urgency in solving it now. It identifies technology opportunities and makes a case for a particular IT approach based on cost and benefit. The TIR business case includes: 
· Statement of business problem (What needs to be resolved? Who is impacted? How bad is it? Why must this be resolved now?). 
· Examination of benefits (What are the specific benefits expected?). 
· Realistic look at risks and assumptions (What may keep us from success?). 
· Analysis of plausible solutions (What are the viable alternatives?). 
· Recommendation for action (With costs, resources and timetable described). 
The TIR and its associated documents are necessary for decision makers (your management, the Governor, and Legislature) to determine how to best proceed with investments in technology for Nevada's future. Since the TIR form is used by all State agencies for many types of IT projects, it is necessarily a general purpose document. Some sections may be optional or not needed for your agency’s project, and in some cases more information may be required. The EITS Planning Unit will work with you on exceptions to the general purpose TIR. 
TIRs: IT Project Context and the Budgeting Process 

Biennial Budget 
Project planning for the biennial budget should begin a year in advance of budget submission. EITS Planning is available to assist (775) 684-4333. TIRs are generally due to EITS in April of even numbered years (specific dates are provided in the Department of Administration’s Budget Instructions). Review is greatly streamlined if you have worked with EITS Planning on the TIR in advance. TIRs submitted for the biennial budget after the deadline specified in the Budget Instructions must have approval for late submission from EITS.   
 
Interim TIRs 
TIRs are also required for new interim IT projects. TIRs associated with Work Programs should be submitted to EITS at least 4 weeks in advance of Budget’s deadline for IFC submissions. TIRs submitted after this will require coordination between EITS and the Budget Office and may be rejected. 
 
Grant Funded TIRs 
TIRs are also required for IT projects funded by grants. As the grants usually occur outside of the State biennial budget cycle, they fall into the category of Interim TIRs just discussed. Grant managers should contact EITS Planning (775) 684-4333 as soon as the agency decides to pursue a grant with an IT component costing more than $50,000. EITS Planning is available to provide guidance so that applicable grant information can be appropriately captured in the TIR format, minimizing redundant effort or rework.
Specially Funded TIRs 
IT projects that receive startup funds from special sources prior to a project scope being established, (example: American Rehabilitation & Recovery Act funding) must still complete a TIR. This is prudent IT planning. Even in emergencies, project scope must be identified, viable alternatives considered and costs and benefits evaluated. Otherwise, money may be spent with little to show in return. 
Ongoing IT Projects Spanning Biennial Budgets 
It is understood by the Department of Administration and EITS that IT project timeframes do not necessarily correspond with the State's biennial budget cycle. Some projects, especially larger projects starting in a Work Program year will transcend biennial budget periods. As additional funding is sought, it is important for decision makers to understand the status and importance of proceeding with a project in light of other projects (new or ongoing) which compete for limited funding. Therefore, agencies requesting funding for ongoing projects should provide EITS a project status update and possibly an updated TIR. 
Please be aware that the TIR is not a place for making a sole source justification. This is a separate process and form: the Solicitation Waiver required by the State Purchasing Division. 
The TIR: Similarities to the RFI and RFP 
Components of the TIR are related to post-budgeting processes including:  
· Request for Information (RFI)
· Request for Proposal (RFP) 
· Service level agreement (SLA)
· Project plan documents 
· Dashboards for reporting on expected project accomplishments. 
Once funded, TIR components such as functional, technical and security requirements can be used as starting point for constructing an RFI to obtain vendor cost estimates, and/or an RFP that may result in a contract for services. Vendor RFI responses will provide necessary information on the functional fit and cost of various alternatives. If you wish to use an RFI to collect TIR costs and compare vendor solutions, you should first complete specific portions of the TIR in advance: 
· Create the business case narrative for the TIR.  
· Determine the scope and requirements of your project. 
· Determine feasible alternatives.
· Contact the Purchasing Division, who will establish an initial meeting with you and a EITS planning representative to review the TIR materials 
Please note that there are many RFP components that pertain to the State’s contractual process that are not represented in the TIR or RFI. 


TIR Instructions by Section 
Title Page  
The TIR Cover Page provides a basic description of the TIR including an identification of the project title, owner, submittal date, and budget code.  It also includes a brief description of the project, the project costs, references to appendices, associated studies or prior project phases, and a list of contacts.  The TIR Cover page and all other pages of the TIR start with a page header specifying the agency acronym and project title. 
Project Title: A title that describes the project. Acronyms should be spelled out. 
Submittal Date: The date the TIR is submitted to EITS.  
Agency Name: Your agency’s name. 
Division Name: The agency’s division name associated with the budget account below. 
Budget Account: The budget account number for this investment. 

1. Executive Project Summary 

Summarize the reason for the project, the solution you have selected, and when you expect the project to be completed. This should be a high level abstract, answering questions asked by executives, including answers to the who, what, why, why now, how, when and for how much. Please include your chosen development or purchase option (in-house, vendor, etc.) and the source of the cost estimate (vendor quote, RFP, etc.). Summarize the critical issues that cause the current situation to be inadequate as well as the impact of continuing on this course. Define the business context, showing how it exists today and what the business will look like after the project is completed. Identify both those things expected to change, as well as those that will remain the same. Explain why the problem can’t be resolved by business process improvements and other non-IT means. 

2. Cost and Funding Summary

Complete this section after you have entered the budget details in section 9 Project Budget Estimates below. This section is a summary of the project costs. The following is a description of each entry:

Decision Unit: Assign a decision unit number (biennial budget requests only).
Estimated Total Implementation Cost: This is the total estimated project implementation cost. If the project is not complete in the biennium (example: the first biennium is a study and RFP phase) it will exceed, and not correspond with a cost shown in NEBs. 
Estimated Total Biennium Cost: This should correspond with the cost(s) shown in NEBS. If there is a staffing request with the TIR, this total cost should equal the sum of the two enhancement modules (TIR + staffing enhancements). 
% of Project Complete in the Biennium: Enter the percent of project completion (duration) within the biennium.
Estimated Ongoing Annual Support Cost: Enter the estimated average annual cost of supporting the resulting technology solution after implementation. 
Estimated Total Five Year Cost: This is calculated from Section 9 Project Budget Estimates below. It shows the total cost of the project over a five year period. 
General Fund (GF) % for Implementation: This shows the percent of the project’s implementation costs covered by the General Fund. Non-general fund sources being used should be indicated. 
General Fund (GF) % Ongoing: This shows the percent of the project’s support that is covered by the General Fund. Non-general fund sources being used should be indicated. 
% Biennial Funding by Source: Enter the percent of the biennial funding by category: 
% of General Fund: Enter the percent of total biennial funding that is from the General Fund.
% of Federal Fund: Enter the percent of total biennial funding that is from Federal funding. 
% of Fee Funded: Enter the percent of total biennial funding that is fee based. 
% of Highway Fund: Enter the percent of total biennial funding that is from highway funds. 
% of Grant Funding: Enter the percent of total biennial funding that is from grant funds.  
% of Other Funding: Enter the percent of total biennial funding from other sources. Replace the “Other” title with an identifier of the funding source. 

3. Current Business Environment
Describe the primary functions of the business environment (“What services do we provide?”) Summarize the relevant current business processes (“How are we providing those services now?”), including manual and technology components. Describe flaws or bottlenecks in the process, old and/or impossible to maintain technology, and/or demands which the current system cannot meet. Include any business assumptions, mandates, or limiting factors relevant to this request. These will often be “can’t” or “must” statements that limit the options for problem resolution.  An example assumption may be a belief that all stakeholders share a common view of the business problem and the possible means of correcting it. Example mandates would include Federal mandates or grant requirements. Limiting factors may have to do with funding, timing or special limitations. An example would be a limitation on how the funds for the project can be spent. The issues discussed here should focus on business limitations (which may be caused by technology shortcomings). Summarize the problem with its impact and root causes and any unique opportunity driving this initiative.

Occasionally a project is driven by an opportunity, rather than a problem. Examples may include the possibility to participate in a regional consortium, the opportunity to share in existing infrastructure or IT program with reduced costs, or the opportunity to consolidate and save funds by optimizing State resources. Newer technologies may offer efficiencies and a return on investment that drives a technology investment request, rather than a specific business problem. Examples of these are web services, desktop and server virtualization, collaborative work technologies, and Service Oriented Architecture (SOA) which allows the sharing of data across diverse systems and platforms.
Also include in this section the risks of not funding this TIR (the risk of doing nothing). Describe the consequences of continuing on the same course without taking any intervention, technological or otherwise. Documenting the risk of doing nothing is extremely important for those business cases focused on problem resolution. 

Also describe the potential impacts that the new technology will have on current business processes. For instance, significantly faster data entry might require a change in routing in order to avoid a new bottleneck in the outgoing queue. Appropriate mitigation strategies may be required, including: better communication that enables strategic alignment between business and IT managers, newly implemented operating procedures (including updated policies, desk and training manuals, etc.),  employee education programs, or any combination of these and other risk management methods. The necessity for culture change noted in this section should also be described in Section 7 Risk Evaluation.
4. Business Justification – Expected Benefits

This section is used to describe the expected benefits of the project and show how they will be measured to meet the goals and objectives of the organization. Defining business benefits involves isolating, prioritizing, and fully defining the benefits, plus developing a method for measurement.  Defining benefits includes: 

· Identification of the thing to be improved 
· Determining how to measure it 
· Quantifying a baseline measure (the “as is” condition) 
· Developing a reasonable target for improvement 

In general, most of the value of a project is represented by only a few of the total possible benefits. It also takes a bit of effort to fully define a benefit (and its measurement) in a way that is credible to all stakeholders. Therefore, it is important to focus on a few primary credible benefits, rather than secondary benefits that may be difficult to defend.

Defining How a Benefit Will Be Measured

It is important to have an estimation methodology that is understandable and credible. Considering that IT projects generally take more than a year, much of the benefit will not be realized in the biennium in which it is funded. 

Business improvement measures may exist in the form of process measures. A baseline may also already exist for service improvement. For instance, the average wait times for customers may be tracked and documented. Technology improvements may result in improved system response at customer intake windows, resulting in a decrease in wait time.

4.1.	Business Benefits Table

Use the Business Benefits Table to list the business benefits that are expected after completing the project. These should be non-financial benefits only.  Any financial benefits (cost savings, cost avoidance, or revenue increase) should be entered in Section 9 Project Budget Estimates (worksheet C-8 Financial Benefits).

Business Benefits: These are benefits that are not financial. These benefits can sometimes be difficult to quantify, but they can also be measured. Examples of business benefits include: 
· Increased business efficiency (improved utilization of staff, eliminated process redundancy, resource optimization)
· Improved quality (improved process consistency, improved internal controls)
· Improved customer service (reduced complaints, tailored services, improved access to services) 
· Improved reporting capabilities
· Better information for decision making
· Improved team relations, staff cooperation, morale
· Increased ability to adapt to regulatory changes 
· Improved tracking of agency performance indicators 
· Expanded range of services or distribution channels 
· Improved information or resource sharing 
· Improved staff and/or customer safety
· Improved accountability and/or statutory compliance 
· Alliance with the Governor’s strategic priorities and budget initiatives
· Improved alignment with agency strategic goals 
· Technology improvements (reliability, performance, maintainability, disaster recovery, reduced complexity, faster problem resolution) 
· IT security improvements (reduced risk, improved compliance with State IT security policies) 

Add as many business benefits as needed to the table. The best benefits for making a business case are those that show improvements in the agency’s core business. Existing performance indicators have the additional advantage of already being accepted as credible measures by stakeholders. If your agency has published Key Performance Indicators (KPIs), include those KPIs in the Business Benefits Table if this project is expected to improve them. Your agency’s KPIs will depend on the type of business and the customers served. For instance if you are proposing an electronic bidding process you may include items like number of annual contracts let, average number of contractors per bid, etc. If you are automating a motor pool you would include items related to number of cars in the fleet, average number of customers getting cars each day, etc. These are measures of business volume, customer demand and other factors driving a need for an IT solution, as well as corresponding measures of changing business context (such as new service locations or staff).

Business Benefits Table field descriptions: 

Benefit Description: A description of the benefit.
Baseline Measure: The baseline measure of the benefit (the “as is” condition). 
Measurement Method(s): How improvements in the benefit will be measured. Estimate of Benefit: The expected improvement in the benefit after project completion. Many times improvements can be measured in percentages of improvement over the baseline.

4.2.	Cost/Benefit Analysis or Return on Investment Calculation

Has your agency completed a Cost/Benefit Analysis (CBA) or a Return on Investment (ROI) calculation for this project? ☐ Yes    ☐ No
If Yes, please submit these document(s) with the TIR. The purpose of these documents is to describe the methodology used to determine the financial viability of this project.

5. Detailed Application Requirements
Does your agency have a completed RFP for this project? ☐ Yes    ☐ No
If Yes, skip the Functional Requirements section of the Application Requirements Table and submit the RFP with the TIR. The Technical Requirements and Security Requirements sections are mandatory entries even if an RFP is submitted. 
If No, complete all sections of the Application Requirements Table to list the requirements that must be met to complete the project. 

Requirements gathering is a critical part of any technology project, whether for custom software development, commercial application procurement, or any other type of implementation. Requirements should address business functionality, technical and security needs based on stakeholder input. Exclusion of an important stakeholder group during requirements gathering may lead to an under scoped and under funded project. Poor requirements gathering can lead to costly rework, expensive workarounds, and/or poor purchasing decisions. A good set of functional and technical requirements are necessary to assure that the planned solution will meet stakeholder needs. All requirements should be defined in a manner that is objective, quantifiable and measurable, and in such a way that they can be independently evaluated to determine if the requirements have been met.
Each requirement should have a requirement #, a clear description of the requirement (not how the requirement is accomplished), any additional comments, and for Functional Requirements only, a priority level. Technical and Security Requirements do not require a priority level as they are considered mandatory requirements. Add as many requirements to the table as needed. The priority levels should be entered as follows:
   
Priority 1 – The requirement is a “must have”
Priority 2 – The requirement is needed but not as urgently as Priority 1
Priority 3 – The requirement is a “nice to have”

Three primary types of requirements should be listed in the TIR:

Functional Requirements: Functional requirements (also known as Business Requirements) specify “what” a system or application must accomplish to support business functions.  Functional requirements may be inputs, processing requirements or outputs. These requirements should tie to an agency's business mission, goals and objectives. 
Technical Requirements: Technical requirements specify overall system and application characteristics. These include hardware, software, local and wide area communications requirements and necessary technical interfaces. Some characteristics, such as data processing throughput, capacity, and storage parameters can be best defined by a professional capacity planner (this service is available from EITS). These requirements may be defined in terms of calculated capacity estimates or technical details. Also include the components of application implementation and support that will be the responsibility of the agency, EITS, or vendors. If these responsibilities are still unknown, discuss how and when this will be determined (often after receiving vendor proposals to an RFP).
Security Requirements: Security requirements establish the security parameters needed by the system or application. These policies, processes and procedures may be defined at the Federal, State, or local agency level. Security requirements will also be important information for vendors responding to an RFP once the project is funded. If your application uses any of the following types of data, special security considerations may apply: Personally identifiable information, criminal justice information, financial information, payment card processing, protected health information, cloud-based solutions, or vendor involvement.
If you are dealing with Federal systems and/or data, be aware that the National Institute of Standards and Technology Special Publication (NIST SP) 800-53 Revision 2 provides guidelines for securing information in Federal systems and specifies appropriate security controls. These guidelines are applicable to all parts of an information system that processes, stores, or transmits federal information. 
There are three core principles of information security: Confidentiality, Integrity and Availability. Each depends on the IT security classification of your data, and the related levels of necessary information restriction and control. This will range from information that can be generally dispersed to the public, to personally identifiable information, which will necessarily have restricted access and be encrypted according to Nevada State law (SB227).  
Confidentiality assures that information is not disseminated beyond a community of authorized recipients. Please describe the level of confidentiality required for the data being processed and stored within the application/system. Describe any methods for assuring this, including controlled access, storage, processing and transport safeguards, and encryption. 
Integrity of information is the ability to assure the accuracy, reliability and health of the information in the system. Describe the controls that will be necessary regarding the creation, modification and updating of the information in the application/system. 
Availability means that information is available to those that require it, when it is needed. Consider the Maximum Allowable Outage (MAO) for the application/system and the means that will be needed to assure that this is possible. Backup and disaster recovery strategies should be briefly described for any critical system. 
Most systems that deal with individual health information must adhere to the Health Insurance Portability and Accountability Act (HIPAA). HIPAA requires standards to protect the privacy of certain health information and defines that civil and criminal violations will be enforced by the Department of Health and Human Services and the Department of Justice, respectively. The State also requires encryption for any data that contains personally identifiable information (SB227).  Please refer to the State security policies at
http://infosec.intranet.nv.gov/Security_PSPs.htm.
6. Alternatives Evaluation 
The Alternatives Evaluation Table is used to compare alternative solutions regarding business, schedule, cost, technical, benefit and risk criteria. NAC 242.120 (and the Budget Office) require this comparison of alternatives to ensure that all possible solutions have been considered. A variety of alternatives should be addressed when looking for the best possible IT solution. Typical examples of alternative solutions are included in the Alternatives Evaluation Table. Other alternatives can be added to the table as appropriate. The viability of an alternative depends on whether it satisfactorily passes all of the evaluation criteria included in the table. 
Alternative Solutions (top row):
· Status Quo – Staying with the current technology. It may be possible to modify business processes to fix the problem or improve the situation.
· Modify – Substantially modifying the current technology with any combination of enhancements, application changes, or new software modules to improve the business functionality.
· Build – Replacing the current technology with a custom built system. 
· COTS – Replacing the current technology with Commercial Off The Shelf (COTS) software. These are ready-built vendor applications available for purchase. Many times COTS solutions will require modification of current business processes to conform to the software product. Some vendors will customize their product to meet unique Nevada requirements. However, this can be costly and can also be risky in terms of future technical support and interfaces with other software products. 
· Transfer – Replacing the current technology with a system built by another government entity or organization, typically another state. Customization is almost always needed to modify the transferred system to meet unique Nevada requirements. This can be a significant additional cost, and can also be risky in terms of future technical support and interfaces with other software products.
· Outsource – Replacing the current technology with an Application Service Provider, Software as a Service (SaaS), or Cloud service. This involves selecting a vendor that owns the application, plus provides support and hosting. Use of the system and its support are charged as a service under a contractual agreement. In a software on demand model, the vendor gives customers network-based access to an application created specifically for software as a service (SaaS) distribution.
· Other – This includes anything not covered by the above categories, and therefore requires a description of the unique alternative. An example would be having the opportunity to “piggy-back” on another agency’s system.
Each alternative to resolving the business problem should be evaluated for its viability. A viable solution must pass a basic evaluation based on business, timeframe, cost, benefit and risk criteria. Each alternative should receive a “pass” or “fail” determination. Those alternatives that pass the evaluation can be further analyzed for cost/benefit to pick the best solution. The determination that an alternative “fails” and is not a viable solution may be based on one or more critical screening factors, depending on the importance of each factor to the individual project.

Evaluation Criteria (left column):
Business Case Criteria:

· Business Objectives – Does this alternative meet the business objectives?
· Needed Functionality – Does this alternative meet the essential business requirements? Functional requirements should be listed in the Application Requirements Table. It is possible that an alternative can meet business requirements but fails to meet technical and/or security standards.

Schedule and Cost Criteria:

· Target Deadline – Can this alternative be implemented within the required timeframe?
· Within Budget – Can this alternative be implemented within an acceptable cost?

Technical Criteria:
· Technical Standards – Will this alternative meet technical and security standards? This necessarily includes all of the Nevada State Security Policies, Standards and Procedures (http://infosec.intranet.nv.gov/Security_PSPs.htm). Security and technical standards should be listed in the Application Requirements Table. It is possible that an alternative can meet the technical and security standards but fails to meet functional standards.
· Target Infrastructure – Can this alternative fit into the infrastructure of the agency / state?

Benefits Criteria:

· Financial Benefits – Will the anticipated financial benefits be achieved by this alternative?
· Non-Financial Benefits – Will the anticipated non-financial benefits be achieved by this alternative?

Administration:

· Complexity and Risk – Is the complexity of this alternative manageable? Is the risk for implementing this alternative acceptable?

6.1 Alternatives Rating Description

This section is used to describe why each alternative was rated viable (Pass) or not viable (Fail) in the Alternatives Evaluation Table in the previous section. Fill in the Alternatives Rating Table to explain the reasons for your ratings in the Alternatives Evaluation Table. Describe why each alternative was rated Pass or Fail, and provide an evaluation of the alternative; its strengths and shortcomings.

Alternative: (From the Alternatives Evaluation Table – do not change) 
Evaluation Rating (Pass, Fail, or NA): (Copy your ratings from the Alternatives Evaluation Table)
Explanation of Rating: Describe why each solution was rated viable or not viable, and provide an evaluation of the alternative, its strengths and shortcomings.

7. Risk Evaluation

Risk analysis and evaluation is a critical part of any IT project. Risks identified during the TIR phase of a project can be reviewed in later phases of the project lifecycle, particularly during project management.

Complete the Risk Evaluation Table to describe the possible risks to your project and how these risks will be mitigated. Typical risk types are budget, schedule, and quality, though you may identify others.

Major Risk Categories:

· Project Specific Risks – These risks exist for a project regardless of any specific IT alternative that is chosen. These risks must be managed during all phases of project planning, implementation and ongoing support of the resulting technology solution. These risks should be included in the Risk Evaluation Table.

· Alternative Specific Risks – These risks are issues that may be encountered during the planning, implementation, and support of a particular IT alternative. While other alternatives may share these risks, they differ from the project specific risks in that they do not occur for all viable alternatives. When there is more than one valid alternative solution, comparing alternative specific risks is an important part of a cost benefit analysis. These risks should be included in the Risk Evaluation Table.

Types of Risk

· Economic Risks – These are risks related to adequate funding for project planning, implementation and ongoing support. It includes unfunded mandates and inadequate initial funding, as well as situations where grant funding starts a project but funding for ongoing support is in question. Another possibility is the potential loss of funding due to lack of compliance with stipulations from a funding authority. Component price changes from when the project was planned to when items are purchased is a risk. Other risk types can result in economic impact. For example, project scope changes can result in costly change orders.

· Schedule Risks –This relates to mandated timeframes, or a schedule that may be hard to accomplish under particular project constraints. Project complexity, available resources, project staffing and management can all contribute to extending the project schedule and should be considered when evaluating schedule risks.

· Business Risks –This is the broadest category and includes any risk related to the business environment and culture, stakeholder involvement, and political issues. Primary among these are the risk of poorly defining requirements, or not considering evolving or changing business requirements. Potential changes in business functions and process should also be considered here. Management and staff stability and having adequate project governance should also be considered.

· Technology Risks –This addresses all of the potential technical barriers to completing the project and supporting the final solution. These include having poorly defined data interfaces, using new “bleeding edge” technology, and acquiring a complex solution that is technically difficult to manage. External contingencies and dependencies on technical components out of the control of the project should be considered.

· Data Security Risks – Three primary areas of data security risk are:

· Breach of confidentiality: Can the data be acquired by someone who should be restricted from access?
· Loss of data integrity: Can the data be corrupted or invalidated?
· Loss of access: Can access to the data be disrupted, causing an unacceptable disruption or adverse impact? 

The level of concern you have for any of these issues depends on how you have classified your data. Some data is classified by statute, regulation, or a policy which establishes special requirements: security precautions, restricted access, etc. Other data may be classified as public information available for general access. Another consideration is how dependent your critical business functions and applications are on this data. Also, the amount of acceptable “downtime” if there were a serious system failure should be considered. 

The State security policies and procedures are available at: http://infosec.intranet.nv.gov/Security PSPs.htm. Also, if you have questions or need further information on IT security, contact the Office of Information Security (infosec@admin.nv.gov; 775-684-5800).

Risk Rating Factors

Risks should be rated based on:
 
· Probability – What is the likelihood that this will occur?
· Impact – If it does occur, what are the consequences? This considers the impact on all stakeholders, consequences to maintaining business service, the continuance of business functions, and the possibility of adverse political implications.

Risk Classification Categories

· Low Risk – These risks have low to moderate values of Probability and Impact, and are fairly easy to control. For example, if all of the data is public and open access, a Breach of Confidentiality risk would be marked as “Low Probability” and “Low Impact”.

· Medium Risk – This category captures most risks. It covers risks with moderate Probability and/or Impact, as well as those with slightly higher risk evaluations that can be easily managed. 

· High Risk – This are risks that are quite likely and may have a severe impact, as well as moderate risks that cannot be easily managed. A detailed Risk Mitigation Plan should be documented before the project proceeds.


Completing the Risk Evaluation Table 

Risks should be listed by type. Typical risk types have been pre-loaded into the table (budget, schedule, quality), but you may enter any other risk types. Explanations of what goes into each of the table’s sections are shown below:

· Risk # - Assign a number to the risk
· Risk Description – Describe the potential risk to the project
· Risk Type – Budget, Schedule, Quality or other
· Risk Probability – How likely is it that this risk will occur? (Minimal, Low, Medium, High, or Dangerous)
· Risk Impact – What is the impact to the agency if this risk does occur? (Minimal, Low, Medium, High, or Dangerous)
· Risk Mitigation Plan - Describe the plan for managing this risk if it occurs. 

8. Project Characteristics
This section of the TIR serves as a high-level project plan. It addresses staffing issues, the high level project timetable and your plans for project management.  
8.1 Staff or Vendor Roles Table
It is important to estimate the impact on your agency staff during project implementation and support. Planning for staff involvement helps you plan for the possible need to backfill positions during the project. Sections of this table include: 
Position(s): A description of the staff who will be involved in each phase of the project. It is more meaningful to include position classifications or titles than individuals by name. If there will be more than one person supporting the project in the same classification, you can specify the number of FTE’s along with the Position if it applies.  
Role in the Project: There are a variety of roles in any IT project. Two placeholders have been included in the table that are considered essential roles for agency staff: 
· Subject Matter Expert: Normally program staff or users that help define requirements and evaluate whether the project has met them.
· Project Management: Normally agency staff are assigned as project managers, though sometimes a vendor or MSA contractor may fill that role. The responsible person will plan the project steps in detail and ensure that the project is successful and meets the agency’s needs. 

Phases of Involvement: Typical phases where staff may need to be involved in the project include (but not limited to): 
· Requirements definition and documentation
· Procurement tasks (RFI, RFI, contract) 
· Design, development, testing
· Implementation of the solution 

8.2 High Level Project Timetable
This provides a high level summary of the project timeline.  Longer or more complex projects may require a Gantt chart to reflect concurrent activities and dependencies. Use your best estimation of a start date. It is understood that if there is a slippage of the start date, all other dates may cascade accordingly. Some examples of activities you may wish to track include:  
· Project Initiation 
· Needs Assessment/Planning
· Requirements Definition
· Budget Approval (BOE, IFC)
· Procurement (RFI, RFP, contract)
· Design
· Development  
· Testing 
· Training
· Implementation
· Project Completion 

9. Project Budget Estimates

The Budget Estimate spreadsheet is used to document the estimated cost and financial benefit data for your IT project. It identifies cost categories that can also be used as input to NEBS, but do not replace entry into NEBS. NEBS costs will always be considered the "factual" budget figures. You can use the information from this spreadsheet as supporting detail to explain the line items in NEBS. The spreadsheet can also be appended in NEBS, preferably as PDF files. If you have questions about working with NEBS, please contact your Budget Analyst. 

Download the TIR Budget Estimate spreadsheet from http://it.nv.gov/IT-Investment-Planning/ and fill in the financial details for your project. The Budget Estimate spreadsheet is actually 10 linked spreadsheets (C-0 through C-9). Enter your financial details in sheets C-0 through C-8, and sheet C-9 Cost Summary will automatically calculate the totals, including a five year Total Cost of Ownership and a Cost to Benefit Ratio. When complete, transfer the totals from sheet C-9 into the appropriate fields in Section 2 Cost and Funding Summary. Include the Budget Estimate spreadsheet when submitting your TIR form.

*Note* In any spreadsheet from C-1 through C-9, the fiscal years may be changed for TIRs that are being submitted outside of the normal biennial budget cycle. To do this, change the fiscal years in the first row of the spreadsheet where they occur. When changed, the new fiscal years will be automatically populated throughout the rest of the spreadsheet.  
 
Sheet C-0 (Project Setup):

Enter the TIR project name and your agency name in the appropriate fields. These entries will be used as headers on the following spreadsheets C-1 through C-9.

Sheet C-1 (Vendor Hourly Services):

Sheet C-1 captures the number of service hours required for vendors or MSA contract staff who provide IT services at an hourly rate, to implement and support this IT project. These costs should be entered in in two sections: Implementation Costs and Ongoing Costs. There may be an overlap of Implementation Costs and Ongoing Costs for one fiscal year.  It is recommended that implementation hours be broken into meaningful phases of a project. Examples are provided in the table under Implementation Costs. Please stay within this general IT project lifecycle scheme, but the names of the project phases may be modified. Enter the hours of service plus the hourly rates provided by vendors in the columns provided. MSA Rates are available from the State Purchasing Division.  Be sure not to duplicate the costs entered in sheet C-2 Vendor Fixed Costs.

Sheet C-2 (Vendor Fixed Costs):

Sheet C-2 captures vendor fixed cost deliverables. These costs should be entered in two sections: Implementation Costs and Ongoing Costs. There may be an overlap of Implementation Costs and Ongoing Costs for one fiscal year. It is recommended that implementation costs be broken into meaningful phases of a project. Examples are provided in the table under Implementation Costs. Please stay within this general IT project lifecycle scheme, but the names of the project phases may be modified. Costs should be entered by year for implementation and annual support deliverables in the cells provided. All costs should have supporting cost details. Be sure not to duplicate the costs entered in sheet C-1 Vendor Hourly Services.

Sheet C-3 (EITS Hourly Services):

EITS programming and DBA services are available to state agencies with the approval of the Budget Office and the Legislature. Please contact EITS Planning before requesting these services.

Sheet C-3 captures service hours required for application design, development and support, and database administration (DBA) support from EITS Application Services (EAS). These hours should be based on a quote provided by EAS, which should be submitted with the TIR. These hours should be entered in sheet C-3 in two sections: Implementation Hours and Ongoing Support Hours. There may be an overlap of Implementation Hours and Ongoing Support Hours for one fiscal year. The current rates are listed in the sheet and can also be found at http://it.nv.gov/IT-Labor-Rates/. The example line item descriptions in the table should be replaced with the actual categories of service used in the EAS quote. 

The EITS Service Catalog describes available services and rates from NEBS in more detail (http://it.nv.gov/IT-Service-Catalog/). These rates are published before the start of each biennium. If the rates change before your agency’s new biennial budget is finalized, your budget will be adjusted by the Budget Office when budgets are finalized.

Sheet C-4 (EITS Infrastructure):

Sheet C-4 captures planned EITS infrastructure services to support the project’s application/system/environment. Services include server hosting and support, disk storage, web development and hosting, network access and support. There are 2 sections below: Implementation Costs and Ongoing Support Costs. Enter the service units in the cells provided. Costs will be automatically calculated.
 
Some of EITS’s infrastructure services are tiered based on utilization related to capacity and throughput. Costs for these services should be estimated in collaboration with the EITS service manager for the service being planned. The EITS Capacity Planner is also available to assist in estimating your needs to assure that an adequate plan for support is created. The EITS Helpdesk can also provide connection to other appropriate service managers to estimate utilization. 

The current rates are listed in the sheet, or at http://it.nv.gov/Computing-Rates/ (Computing Services), http://it.nv.gov/Server-NonServer-Hosting-Rates/ (Open System Services), http://it.nv.gov/Silvernet-WAN-Service-Rates/ (SilverNet WAN Services), http://it.nv.gov/Telecommunication-Rates/ (Telecommunication Services), and http://it.nv.gov/Network-Transport-Server-Rates/ (Network Transport Services).  

The EITS Service Catalog describes available services and rates from NEBS in more detail (http://it.nv.gov/IT-Service-Catalog/). These rates are published before the start of each biennium. If the rates change before your agency’s new biennial budget is finalized, your budget will be adjusted by the Budget Office when budgets are finalized.

Sheet C-5 (Agency Infrastructure):

Sheet C-5 captures the cost of your Agency's computing resources (hardware, software, local networking equipment, etc.) for your IT project. Costs for standard equipment are from NEBS and are listed in the sheet. Requests for equipment not included in the C-5 worksheet, or costs exceeding minimum standards must include justification for the larger configuration or unit cost. This can be provided as a TIR attachment. Items not in the list can be entered in the Other Amounts table at the bottom of the worksheet.  Please refer to State of Nevada Policy, Standards, and Procedures 2.3 and 3.3 located at http://psp.state.nv.us/psp.htm for more information regarding IT equipment standards.

To complete this worksheet, fill in the total number of units of each item, for both Implementation and Ongoing costs. Ongoing costs are costs for necessary replacement of equipment acquired specifically for this project. The EITS Helpdesk can provide connection to appropriate service managers if you require assistance to establish appropriate system configurations for your project.

Note: For items not listed in NEBS, please contact State Purchasing first to determine costs, as they may already have vendor quotes. 

Sheet C-6 (New State Staff):

The C-6 worksheet captures costs for new state staff required for your IT project. These will be ongoing costs. It is important to note that these costs do not go into the Decision Unit for the TIR. The Budget Office has instructed agencies to create a separate decision unit in NEBS if they request new state staff.  The TIR decision unit will be for all costs related to the TIR except for new state staff and related costs. The other decision unit will be for new state staff and related costs captured on this C-6 worksheet. Agencies must reference the two decision units in their TIR and budget narratives to ensure the Budget Office knows the two are dependent on each other. This process allows the budget office to transfer non-personnel costs to BA 1325 if the TIR is approved and leave the related personnel costs in the agency’s budget.
Occasionally positions will be required to backfill subject matter experts needed on the project. Do not include staff that are still needed if this project is not funded. Only include staff that directly relate to the implementation and ongoing support of this IT project. NPD19's will be required for all State positions. 

To complete sheet C-6 you should first create a working copy in NEBS to accurately calculate the salary and benefits for each position. (Refer to Chapter 17 of the current Department of Administration’s Biennium Budget Instructions). These amounts should then be entered in sheet C-6 under the NEBS Estimated Salary & Benefits column for each position needed. Always use the Employer Paid retirement option as per the Budget Instructions. All standard options including the assessment options should be checked in NEBS for calculating the salary. Positions are generally budgeted to start in October of the first year. If this is the case, multiply the total cost by 0.75 for that first year. Also adjust the FTE costs accordingly for late starts or for positions that are not full time. Identify each position with a unique position number and its Class Code, Title and Grade. Enter the number of new FTEs needed for each Class Code for each fiscal year. (Be sure that the number of FTEs entered in any year is also carried through each subsequent year of the 5 year period). Indicate in the column provided if this is an EITS housed position. If uncertain, enter a "?". 
The staff information entered in the New State Staff FTE table will automatically fill the staff information cells in the Equipment Schedule and the Total Line Item tables. For personnel-related costs, use the Equipment Schedule table to enter the total equipment cost by staff. Equipment costs can be obtained from the NEBS schedules (see examples in sheet C-6). Use the Total Line Item table to capture all other costs, such as phone, travel, training, and operational supplies. Be careful not to create duplicate costs to those entered on the C-7 worksheet. The costs here should specifically apply only to the new staff in the staffing decision unit. All other miscellaneous costs for the project should be entered on the C-7 worksheet.

Sheet C-7 (Misc & Operations Costs):

The C-7 worksheet captures miscellaneous and operations costs for your project. Miscellaneous and operations costs can include travel costs, rent, operating supplies, etc. There are 2 sections: Implementation Costs and Ongoing Support Costs. Do not use this sheet to capture ancillary costs for new staff (see the instructions for the C-6 worksheet). Categories and Object Codes are provided from NEBS. Standard categories for travel have been included. Please describe the travel involved and enter the costs in the cells provided. Most travel may be associated with implementation, but space is provided for ongoing travel related specifically to this project. 

Sheet C-8 (Financial Benefits):

(Sheet C-8 is similar to the Business Benefits table in Section 4.1, except this sheet is for listing financial benefits that offset the total cost of the project). Financial benefits are cost savings or revenue increases. Cost savings may be in the form of reductions (cost cutting), or avoidance (costs not incurred). It is possible that there is more than one financial benefit which should be included. Financial benefits are strong selling points to fiscal stakeholders in both the Executive Branch (Budget Analysts) and at the Legislature (Legislative Fiscal Analysts and Auditors).
Many state IT projects have no provable financial benefits. If this is the case for your project, leave sheet C-8 blank. Otherwise, enter financial benefits as follows:
· Revenue Increase: A small number of state services produce revenue for the state. Revenue increases may come from either improved revenue from existing sources or generating revenue from a new revenue source. A documented, provable increase in those revenues is needed. 
· Cost Reduction: A documented, provable reduction in costs to the state is needed. A reduction in time required to provide a service is not a cost reduction unless staffing will be reduced. (However, time reductions can be listed in Section 4 Business Justification – Expected Benefits). Examples of cost reduction benefits include:
· Reduced operational costs 
· Reduced constituent costs 
· Reduced staff overtime 
· Reduced consumables 
· Reduced maintenance costs 
· Reduced communications costs 
· Improved ability to qualify for additional funding 
· Reduced IT licensing and maintenance costs 
· Cost Avoidance: A documented, provable reduction in future costs to the state is needed. Examples of cost avoidance benefits include:
· Improved ability to avoid costs 
· Improved ability to maintain federal or grant funding at current levels
· Reduced need for future enhancements
· Avoidance of the need to hire new staff 

Sheet C-8 field descriptions: 

Benefit Description: A description of the financial benefit (Revenue Source, Type of Cost Reduced, Type of Cost Avoided). 
Baseline Measure: The baseline financial measure of the benefit (the “as is” condition). 
Measurement Method(s): How improvements in the benefit will be measured.
Annual Benefit Beyond Baseline: The expected improvement in the financial benefit after project completion. Enter the amounts expected to be gained, saved, or avoided for each year. Many times improvements can be calculated in percentages of improvement over the baseline.

Sheet C-9 (Cost Summary):

Do not make any entries in sheet C-9 Cost Summary. Once sheets C-0 through C-8 have been completed, sheet C-9 will automatically calculate the project estimate totals, including a five year Total Cost of Ownership and a Cost to Benefit Ratio. When complete, transfer the totals from sheet C-9 into the appropriate fields in Section 2 Cost and Funding Summary.

10.  Project Contacts/Authority
Signatures are required from the agency director or division administrator, the agency/division IT manager, and the agency/division Administrative Services Officer or other fiscal manager. Other signatures may be added as appropriate. (For the Department of Administration, the Governor’s Finance Office, and the Department of Public Safety, TIRs will be reviewed by EITS internally).  After signing, the Project Contacts/Authority page should be scanned and submitted with the TIR. Each signer should be copied on the e-mail when the TIR is submitted to TIRS@admin.nv.gov. 
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