_Internal Revenue Service
Office of the Commissioner

September 18, 1995
TO: Deputy Secretary

Larry:

Per our conversation on Friday,
attached is the action plan in |
response to the GAO review of Tax
Systems Modernization.

Attdchmernt
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DEPARTMENT OF THE TREASURY
INTERNAL REVENUE SERVICE
WASHINGTON, D.C. 20224

September 15, 1995

MEMORANDUM FOR GEORGE MUNOZ
ASSISTANT SECRETARY (MANAGEMENT)/CFO

FROM: Judy Van Alfe Ud/tv &\% !MJ

Associate Commg,moner esignee -

SUBJECT: o Internal Revenue Service (IRS) Action Plan

Attached is the action plan that the IRS has developed to implement the results of the
General Accounting Office’s (GAO) review of Tax Systems Modernization (TSM). We
would appreciate it if your office would coordinate the review of this document within the
Department and with the Office of Management and Budget.

The action plan addresses all of the recommendations and issues contained in GAO’s
‘report. The action plan also incorporates the findings from our own "Best Practices" initiative
that reinforces many of GAO’s recommendations. We have shared the action plan with
members of your staff and have incorporated their comments.

The action plan reflects a very ambitious set of activities. We have already
implemented several critical recommendations and we are committed to taking the necessary
- next steps to further strengthen our management of TSM. IRS will make every effort to
" implement most of these changes within the timeframes recommended by Congress and GAO.
However, budget reductions in Fiscal Year 1996 and operational priorities, such as -
implementing tax law changes for the upcoming filing season, may impact our plans.

As you are aWare, GAO has already initiated a review of our progress in implementing
their recommendations. We have shared an advanced copy of the plan with their office and
we will be cooperating with them fully during the course of their review.

In order to meet the reporting requirements of the House and Senate Appropriations
Subcommittees and those required under 31 United States Code 720, our goal is to have the.
plan ready to submit to Congress well before the end of September. Due to the time
constraint, we would appreciate a prompt review of our plan.. We look forward to receiving
your comments and discussing the action plan further. Please call me on 622-6630 if I can be
of any further assistance. .

Attaéhment
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EXECUTIVE SUMMARY |
STRENGTHENING MODERNIZATION MANAGEMENT

To present a clearer picture to Congress of -the status of IRS' modernization efforts, this
Spring IRS met with the Comptroller General and agreed to an approach for reaching a
common understanding of the critical issues facing Tax Systems Modernization (TSM). In
response, GAO assembled an independent evaluation team to assess the overall status of
TSM. IRS cooperated fully with this review which was cbnducted this Spring and Summer.

Over the past several years,; the IRS has made substantial progress toward modernizing tax
administration; the benefits to both taxpayers and the government are already being
realized. IRS also has responded aggressively to the program management and implementation
issues raised previously by the Administration, GRO, Cbngress and other external experts
including the National Research Council.

GRO believes that it is essential that IRS continues to strengthen 1ts ‘management of TSM
IRS agrees with GAO's findings and recommendations for improvements in such areas as
accountability and responsibility, electronic filing, strategic information management,
software development, and technical infrastructure. IRS has taken immediate steps to
implement several critical recommendations involving organlzatlonal changes, - TSM
investment priorities, and electronic filing. -

The following action plan documents the steps that IRS is taking to 1mplement GAO's
recommendations. The action plan also incorporates the findings and recommendations from
IRS' "Best Practices" initiative. With input from executives and managers, this June IRS-
completed a self assessment of how IRS' practices compare to GAO's Best Practices for
Strategic_Information Management. IRS was one of the first federal agencies to complete

- such a self assessment, relying on an extensive analysis by both field and headquarters
staff. The self assessment conflrms many of GAO's findings and will help strengthen IRS'
response to their concerms. The Best Practices recommendations are highlighted in the
final section of the action plan and cross-referenced Lhrougho”* tho text.

Although the GAO and Best Practices recommendations are addressed on an individual baSlS
~ in this report, they are not isolated actions. Instead, they are part of a cohesive
framework for improving IRS' overall management of Tax Systems Modernlzatlon as
illustrated on the following page.



STRENGTHENING MODERNIZATION MANAGEMENT CONTINUED

N
Business Ma¥Ner Plan - Straz‘egic
ReenXineering Information

Management

ITP/S & Operatin\Capabilities

Integradd System | Technical Infrastructure:
Architgcture Network Management Security,
v Disaster Recovery, Data
ISRS Architecture
‘ - Pryjects Configuration Management
Technical . -~ inte)ation » '
Management : . ITCF

\

Delivered Systems

.Strategic Information Management provides an indispensable lens through which to view the .
most vital tactical management decisions. ‘From high level plans such as the Business :
Master Plan, to the reality of delivered systems that provide improved products and
“ services to taxpayers, there 'is a natural hierarchy that provides an important, top-down
consistency check. The System Architecture is the linkage between business analysis
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STRENGTHENING MODERNIZATION MANAGEMENT CONTINUED .

and design with technical design and development It also provides the linkage among
costs (driven by projects), benefits (drlven by operatlng capabilities), and timing -
(driven by the transition plan).

Developlng a tax system that takes full advantage of technology and business system
innovation is not an easy task. It will take a considerable amount of time and energy to
improve our processes and organization to the point where all of these issues are
thoroughly addressed. IRS' progress toward implementing the necessary improvements
recommended by GAO will be monitored closely by the Associate Commissioner Designee. The
IRS will make every effort to implement these changes within the timeframes recommended by
Congress and the GAO. However, budget reductions in Fiscal Year 1996 and operational

riorities, such as 1mplement1ng tax law changes for the upcoming flllng season, may
impact these plans .



ACCOUNTABILITY AND RESPONSIBILITY

RECOMMENDATION -- MANAGEMENT AND CQNTROL (Gao-1) : B &
The IRS Commissioner should give the Associate Commissioner management and control
responsibility for all- ‘systems development activities, including those. of IRS' research
and development division. ~ '

GRO Report pg. 50. ™
RESPONSIBLE OFFiCE;
.Associate‘Commissibner'Designee
CURRENT STATUS:

Effective May 1995, the Modernization Executive position was reestablished as the
Associate Commissioner to provide the leadership and organizational structure needed to
deliver Tax Systems Modernization. The Associate Commissioner will report directly to the
Commissioner and the Deputy Commissioner. The Associate,Commissioner will, among other
things, be responsible for all aspects of modernization program planning and management ,
budget formulation and execution and. information systems development and management. This
Summer, IRS reorganized its National Office structure based on feedback from GAO's review
‘and from IRS' Best Practices self-assessment to further clarify responsibilities and to
strengthen the management of its modernization program.

IRS is currently considering GRAO's most recent recommendation that the Associate
Commissioner's systems development responsibilities also include those of IRS' research
and development division. Key issues that are being addressed include:
t
- establishing a decision framework for wmaking investment decis ons on technolocv
‘research projects;

- the role of the Associate Comm1551oner s office in the process of managlng and
controlling research and development prOJects and



- the relationship between Informatlon Systems, Compliance Research the A55001ate
Commissioner, and the Information Technology Research Lab (Tax Systems
- Modexnization Instltute) in reviewing and managing prOJects

KEY MILESTONES

'9/13/95 | : ‘Méﬁorandum issued by the Associate Commissioner Designee
o ‘ initiating review in conjunction with Chief Compliance Officer.

- 10/95 Complete’ analy51s of the above issues and formulate a proposal -
: for responding to GAO's recommendatlon



ACCOUNTABILITY AND RESPONSIBILITY

OTHER ISSUES -- PLANNING DOCUMENTS (GAO-2):

GAO recommends further that the Associate Commissioner establish organizationwide  system
modernization accountablllty which would entail ensurlng strategic planning documents are
complete and consistent.

- various planning documents are not linked to each other or to TSM budget requests;
of 10 Concepts of COperation (CONOPS), 4 incomplete; of 27 Business Master Plan (BMP)
actions, 15 could not be tracked to the Integrated Transition Plan and Schedule

(ITP/S) ; performance measures have not been changed to reflect recent electronic.
filing trends

GAO Report pg. 26, 50.

IRS' Best Practices initiative (BP-4) further recommends that IRS should review and
celiminate lower leve eas es that do not suppor he corporate obiectives and develon
] ni e ] %

RESPONSIBLE OFFICE:
Associate Commissioner Designee/Chief Management and Administration
CURRENT STATUS: -

The baseline plamning and control documents for modernization are:the Business Master
Plan, the Integrated Transition Plan and Schedule, and the Concepts of Operation. The
CONOPS, which describes IRS' business operations when the Business Vision is fully-
1mplemented drive the technical requirements. The ITP/S reflects the business,
technical, -and support requirements in terms of plans and schedules for tuwlCNKUttuv
increments of future operational capabilities over time. The ITP/S is also the primary
tool used by the Associate Commissioner Designee to hold the Chief Officers accountable
_for delivering the products and services necessary to implement new modernization
capabilities. .The BMP, in turn, details incremental operational capabilities to be
implemented in the next three years, in relation to ongoing operations and in the context
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of projecteé Servicewide and TSM funding.

GAO's comments regarding the consistency of these strategic planning documents were based
on an analysis of last year's BMP and ITP/S. Since then, IRS has issued a March 1995
version of the ITP/S. The Workload Distribution Management Concept of COperations was
completed in May 1995. The annual update to the BMP is scheduled for later this year.
Modernization actions reflected in the BMP will be cross-referenced to the ITP/S to ensure
consistency between the two documents. In addition, an index will be added to the ITP/S
to cross-reference operatlonal capabilities back to the BMP.

The most recent versions of our planning documents reflect a much greater degree of
consistency.. With the support of the Integrated Support Contract and the Illinois
Institute of Technology Research Institute, IRS will continue to work on both simplifying
and ensuring the consistency of our key planning documents which form the baseline set of
plans and schedules agalnst which performance is monitored and the success of TSM may be
determined.

KEY MILESTONES:

Date Action

Completed Updated and issued ITP/S.

Completed Issued Workload Distribution CONOPS.

Completed u Decision made not to issue Workflow Requirements and Matrlx
CONOPS.

Completed National Office functions recelved draft National and Regiocnal

‘ CONOPS for review.

9/95 Chiefs and Regional Comnigsioners receive draft Naticnal and
Regional CONOPS for review. .

10/95 , Complete National and‘Regional CONOPS .

10/95& Add cross-reference 1ndex to ITP/S

7 d



KEY MILESTONES CONTINUED:
Fall 1995 Issue annual update to BMP.

Spring 1996 | ~ Issue Area Distribution Centers (ADC) CONOPS.
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ACCOUNTABILITY AND RESPONSIBILITY

OTHER ISSUES -~ LINKING REENGINEERTNG EFFORTS.(GAO 3):

GRO recommends further that the Associate Commissioner establish organlzatlonw1de system
“modernization accountapbility which would entail developing a comprehensive plan and
schedule for linking reengineering efforts to systems development projects.

GAO Report pg. 29, 50.

~IRS' Be Practices (BP-2) also identified the need to develop and issue written guidance
describing roles elationships and governance s cture critical to strategic information
manageme and provide for i egration of Total CQua Organization and Core Business

RESPONSIBLE OFFICE:
Associate Commissioner Designee
CURRENT STATUS:

Under a recent reorganization, ‘the Associate Comm1551oner assumed the leadership role for
IRS' reengineering and quality efforts which will facilitate a greater integration between
reengineering and modernization. This change will help ensure that information technology
properly leverages IRS' reengineering initiatives. The expanded role of the Associate '
‘Commissioner in this area is currently being refined to clarify the responsibilities of
that office in overseeing reengineering activities and 1ncorporat1ng the results into IRS'
modernization plans.

Durlng the past year, the Associate Commissioner Designee and the Core Business Systems
Directors initiated a priority settlng (Request for Information Services) process for
meeting business needs through information system investments for both legacy and
modernization systems. This greater coordination is already enabling IRS to better link
~information systems investments to our reengineering efforts.:



KEY MILESTONES : |
Date aAction
Fall 95 ‘ - The Office of the Associate Conmissioner Des1gnee w1ll develop

a comprehensive plan and schedule for llnklng reenglneerlng
efforts to systems development projects.

10



ACCOUNTABILITY AND RESPONSIBILITY

OTHER ISSUES -- ENFORCINC STANDARDS (Ga0- 4)

GRO recommends further that the Associate CommlsSloner establish organlzatlonw1de system
modernization accountability which would entail ensurlng that defined systems development
standards and archltectures are enforced.

- GAO Report pg. 50.

" RESPONSIBLE OFFICE: -
Chief Information Officer/Associate Coﬁmiésioner\Desigﬁee
CURRENT STATUS:

IRS will be conducting Configuration Management and Quality Management audits once the
systems development standards are defined. The Cpen Systems Standards Profile document
(draft 6/30/95 is currently under review. This document addresses standards requirement
of ongoing and future TSM projects including the Document Processing System, Electronic

- Management System, Integrated Case Processing, Submission Tracking System, and the Tax
Return Data Base. Audits will commence approximately six wonths after the new procedures
(standards) are put in place. This w1ll allow suff1c1ent time for the new - processes to
become institutionalized.

11



KEY MILESTONES:
Date
10-12/95

6/1/96

12/95-6/96

5—11/96V

Ongoing

Acti
Under the overall leadershlp of the’ Chlef Information Offlcer
IRS will: o

- 1dent1fy all standards that have been issued or are in
process by 10/1/95

- determine whlch standards are outdated and should be deleted
~or updated by 11/30/95

- deterwune which- Standards are missing by 12/30/95.

Complete in process standards, update outdated standards and
create)new ones for those missing (e.g. those to be covered in
GAO#11 ‘ : .

The Chief Informatlon Officer issues mandates and 1lst1ngs of all
standards to be followed for: _

- existing valid standards by 12/15/95
- updated and new standards by 6/15/96

Begin conducting Configuration Management and Quality Management

- audits on a sample basis for:

- existing valid standards by 5/15/96

- updated and new standards bj 11/15/96

Throughout the time span shown above, other activities, such as
design reviews, inspections and testing actions, will also be
undertaken to ensure that processes/products are in compliance

with valid standards that already exist.

12



'ELECTRONIC FILING

RECOMMENDATION -- ELECTRONIC FILING BUSINESS STRATEGY (GRO-5):

Refocus IRS' electronic filing business strategy to target, through aggressive marketing
and education, those sectors of the taxpaying population that can file electronically most
cost beneficially. , - S

- IRS should consider all segménts of the taxpaying pdpulation, including those who
(1) are unwilling to pay for tax preparer and transmitter service, (2) owe IRS for .
balances due, and (3).file complex tax returns.

- Moreover, IRS is not-taking advantage of opportunities to increase electronic
filings afforded by personal computers. '

GAO Report pg. 22,23.
RESPONSIBLE OFFICE:

™ . : .
Chief Taxpayer Services/Associate Commissioner Designee

CURRENT STATUS:

Comprehensive electronic filing strategies have been drafted and many initiatives are in
the process of being implemented. Research is under way to provide district offices with
profiles of taxpayers in their jurisdiction that are not filing electronically. IRS has
contracted out to have a value chain analysis completed in marketing efforts. This

. includes an analysis of market plans and i1dentifies potential marketing problems. As part
of the contract, costing, recommendations and training will be provided to IRS. IRS has
currently received two deliverables under the contract.

The TeleFile program will be expanded nationwide and, .although not yet announced, the
system will be paperless. This will make filing by touchtone telephone more appealing for
eligible individuals and reduce processing costs for IRS. Through our advertisement in
the Commerce Business Daily, we received 31 applicants to participate in our  On-Line
Services Program. These individuals will act as third party transmitters for individuals

13



who use their home. computer to file. With the large response for participants, we
anticipate a 51gn1f1cant increase in home filers under this program

The IRS has contracted w1th an outside vendor to develop a -system to further reach the
home market. The vendor completed a feasibility study and a business case was drafted by
the TRS. The home market segment will open the electronic filing market to a more
sophisticated taxpayer population filing returns from home at a minimal cost. Research
and review is being completed to have this program available for the 1996 filing season.

KEY MILESTONES:

Completed ‘ Draft Electronic Filing Strategy Task Group Report.
Completed Finalize Electronic Filing (ELF) Strategy. The final

draft was completed 8/31/95.
1/96 ' N Trplement TeleFile nationwide enabllng 3.5 mllllon taxpayers to
- ' : file using their touchtone telephone. This has received final
approval and all procurement and acqulsltlons completed.

1/96 ‘ Begin implementing tactical components of ELF Strategy which will
; o increase electronic filings to 20-million. .

- 1/96 | Offer Filing From Home through Electronlc Return Originators and
< - On-Line Serv1ce Prov1ders

14



STRATEGIC INFORMATION MANAGEMENT

RECOMMENDATTION -- PROCESS FOR EVALUATING INVESTMENTS (GAO-6) :

'Implemént a complete process for éelectlng, prioritizing, controlling and evaluating the
progress and performance of all major information system investments, both new and
ongoing, including an explicit decision criteria.

- Decision crlterla not fully defined.

. - Program Control Meetings (P(M) generally focu51ng on cost/schedule not evaluating
and prioritizing investments. .

GAO Report pg. 27;V28, 30.

IRS' Besgt Practices ln' jative (BP-1 als. reconmende o ha R ¢~v-loo and _cons istent]
se nv~ me 3 o review, prioritize and f ] re information
10V ifi ll he r nTen lish an [nvestment
Review Bo.ro O i 1 de f.1 ional Servicewide representation and the Associate
ommissioner to review or1¢ itize, select and monitor all rrent and future information
=y L tend Loy - — ;

RESPONSIBLE OFFICE
Associate Commissioner D651gnee/Ch1ef Management and Admlnlstratlon
CURRENT STHTUS.

Investment Rev1ew Board: The Associate Comm1881oner Designee and the Chief Offlcers
already'meet on a periodic basis to make corporate-level decisions on plans, schedules and
budget priorities for achieving the Business Vision. It is IRS' intention that these
executives will assume the responsibilities envisioned under the Best Practices
recommendation for an Investment Review Board. As explained further below, IRS recognizes
that it also needs better tools and information to make effective decisions and it is
taking the necessary steps to accomplish that objective, including developing a decision
support system that w1ll provide data and analysis for use by the Board during their
dellberatlons

15



Investment Evaluatlon Criteria: As a flrst step in 1nst1tutlonallzlng a repeatable
process for reviewing investments, IRS developed an initial set of investment criteria
which is already being used as part of an ongoing process to evaluate spending plans for
information systems. Furthermore, in collaboration with Boston Uhlver51ty, the Office of
Economic Analysis under the National Director  for Budget is developing a high level
decision support system to help IRS make investment decisions using trade-off analysis.
The first phase of the decision support system w1ll be available in December, 1995.

.. Post Implementatlon Rev1ew.' The TRS also is developlng a standardlzed and repeatable Post

Implementation Review (PIR) process to measure the results and success of modernization
implementation.. The PIR process builds on the work performed inh conducting the post ‘
implementation review of Corporate Files On-Line last year. Results of the Post
Implementation Reviews will be used to revise and refine the development of TSM costs and

benefits.

KEY MILESTONES:

Date Action
Inv nt Review Boar
Completed The Associate Commissioner Designee and the Chief Officers will

assume the respon81b111t1es envisioned under the Best Practices!'
Investment Review Board recommendation.

] D .
Completed Evaluation Investmerit Criteria have been developed based on

maximization of return and minimization of risks. Each TSM
project has been ranked accordingly.

Coupleted - Preliminary approval of Investment Criteria by Executive
~Commlttee ' :
9/95 x Prlorltlzatlon of TSM program u51ng Investment Crlterla

16



KEY MILESTONES CONTINUED:

12/95 o First Phase of Flnanc1al Investment De0181on Support System to
support IRS executives and staff in making informed decisions
regardlng TsM 1nvestments : :

‘Completed 7/95 Prototype the BC/PIR Process using the interim 1nstallatlons of
the Totally Integrated Examination System (TIES) in Phoenix and
the Integrated Collection System (ICS) in New Orleans.

- Draft 8/95 B Develop Business Case Guidelines and implement a -PIR process
Final 9/95 accepted as the standard by IRS and oversight agencies. :
9/95 | . Issue initial -report on the Post- Implementatlon Review conducted

on the Service Center Recognition Image Processing System
(SCRIPS) prOJect .

11/95 - ' Issue flnal PIR report on SCRIPS.

3
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STRATEGIC INFORMATION MANAGEMENT

RECOMMENDATION -~ REVIEW OF INVESTMENTS (GAO-7):

Using explicit de0181on criteria, IRS should review all planned and ongoing systems
investments by June 30, 1995. . .

GAO Report pg. 31.

 RESPONSIBLE OFFICE: - R : - o
,ASsociate'CQmmissioner Designee; Chief Management and Administration

CURRENT STATUS/KEY MILESTONES: o |

COM?LETED

In order to better position ourselves to invest funds wisely, the IRS has developed an
initial set of investment evaluation criteria. These criteria are already being used as
-part of an ongoing process to evaluate spending plans for information systems. IRS
recently completed a comprehensive review of the proposed Fiscal Year 1996 budget for TSM.
This review enabled IRS to rescope its program objectives, set priorities and adjust
funding levels for TSM. .

As required by the Senate Approprlatlons Subcommlttee on Treasury, Postal Service and
General Government, not later than sixty days after enactment of the Fiscal Year 1996 .
Appropriations bill a separate report will be issued that identifies,.evaluates, and ‘
prioritizes all systems 1nvestment planned for Fiscal Year 1996, using explicit decision
criteria.

18



— ” STRATEGIC INFORMATION MANAGEMENT

OTHER ISSUES -- COSTS AND BENEFITS (GAO-8) :

Cost projections -- October 1992 TSM cost model did not reflect systems subsequently added
to TSM, IRS' most recent Business Vision and changes -in TSM systems development .

Benefits estlmate -- Certain beneflts based on 1nvest1ng/transferr1ng resources to
compliance to increase tax revenues, rather than FTE savings. GAO Report pg. 28, 29.

RESPONSIBLE OFFICE:

Chief Management and Administra;ion/Associéte Commissioner Designee
CURRENT STATUS/KEY MILESTONES:

COMPLETED.

IRS developed a comprehensive TSM Economic Analysis Report which was issued in September
1995. The report addresses the costs and benefits of TSM as originally envisioned,
including revenue and other benefits such as the reduction in' taxpayer burden. The most
current cost/benefit data and the latest developments relating to IRS' Business Vision
were used in developing the report. The results and capabilities provided by the report
will allow IRS to identify and focus on competing priorities and integrate TSM into IRS'
overall planning and budgeting process. The benefit estimates contained in the September
1995 report are much more exten81ve than the short-term study that was issued in January

The independent cost analysis of TSM was conducted by the Tax Systems Modernlzatlon

" Institute, a Federally Funded Research and Development Center operated by the Illinois

. Institute of Technology Research Institute. In addition to the  independent analy51s, IRS
‘provided a complete plcture of the full TSM program as originally envisioned by producing
an economic analysis in September 1995. The economic analysis includes both the costs and
benefits of TSM and will provide a stronger foundation for development and evaluation of .
future budget requests -- as well as future changes in the scope of the TSM program.

19
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STRATEGIC INFORMATION MANAGEMENT -

OTHER ISSUES -- SKILLS AND. TRAINING (GAO-9):

‘Although GAO dld not make any specific recommehdatlons in its report regardlng skills and
training, it did 1dent1fy'the need for IRS to continue working on upgrading skllls and
training, especially in the Information Systems area.

GRO Report pg. 30.

operations personnel; condy a skills asse ssment . again he needs. defined; implement

The House Appropriations Subcommittee on Treasury, Postal Service and General Government
further requires that IRS address the methods it will use to ensure sufficient technical
and management expertise and skills are available to develop and implement TSM, an area
which the Subcommittee believes should be solved through contract rather than. through
direct hiring on the part of the IRS. _

RESPONSIBLE OFFICE:

© Chief Management and Admlnlstratlon/chlef Informatlon Officer/Associate Commlssloner
.Designee :

CURRENT STATUS: ‘ '
IRS recognizes that building a system as large and complex as TSM poses significant
technical and management challenges. In recognition of these challenges, IRS has

undertaken a two part strategy that capltallzesxon both lnternal and external technical
skllls and expertise.

External Expertigse =~ = * -
- The IRS was one of the first agencies to make serious use of consultants by bringing on

' 20


http:capitalizes,.on

Dr. Joseph Juran to begln a total reexamination of its performance IRS also worked
closely with the MITRE Corporation in structuring its Business Vision that will be
effected through TSM. -Within the TSM project, IRS already relies heavily on outside”
experts in modernizing the tax system. 2About 75 percent of the proposed Fiscal Year 1996
TSM budget would have paid for -contractor provided hardware, products and services, with
only about 25 percent for in-house staffing. The IRS has used two major support
contractors, the Illinois Institute of Technology Researtch Institute (for strategic
planning, acqulsltlon support, and independent verification and validation) and the
Integration Support Contract (TRW EDS and Price-Waterhouse for systems engineering and
integration support) for some time to develop and manage the TSM effort. These
contractors have significant experience in building integrated system such as TSM. Other
. key contractors involved in TSM include AT&T (for workstations, file servers, LANs and
off-the-shelf hardware), Loral Federal Systems (for the Document Processing . System) and
Grumman (for the Service Center Recognition Image Processing System) . Lastly, the IRS
ccontinues to rely on the advice of other independent experts such as the National Academy
of Sciences and GAO. The concerns of the oversight bodies are treated very seriously by
IRS, and we believe that significant steps have been taken over the past several years to
improve the management of the modernization program.:

Internal Expertise

IRS has also undertaken a number of initiatives to increase its internal expertise. IRS
has hired additional staff (generally through external hiring-authority) who bring with
“them more recent experlence in systems development systems engineering andelntegratlon
information engineering and other technical disciplines. IRS has added key additional
staff, including the Systems Architects, and brought on board approximately 55 new hires
as a result of a two day "job fair." Recently; IRS has begun a formal nationwide search
to recruit a new Chief Information Offlcer with experience in dellverlng major technology

programs .

In addition, IRS is also explorlng other ways to increase technlcal skills, including
seeding top-notch people, including contractors, on teams where they serve as mentors and
coaches as well as doers. IRS has and will continue a partnership between IRS technical
and program management staff and outside experts for knowledge and skills transfer and

support. : : . : : A . , '

Finally as reeommended by GRO and as illustrated on the-following pages, IRS is taking the
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necessary steps to ensure that our personnel and tralnlng programs meet future needs,
especially those relating to information systems. A Trailning Steering Committee has been
established to consolidate all information systems training efforts currently underway
with the goal of increasing the skill level of our employees. In addition, IRS is in the
process of identifying job requirements for information systems professionals which will
be used in developing training and education programs that are directly linked to mission
needs and critical occupational performance goals. Training and development efforts are
also focused on systems development and management processes.

In conjunctlon with Human Resources and Corporate Education, Information Systems 1is
~actively involved in the National Business and Employee Competenc1es (BEC) Reengineering
effort, and has assigned an IS representative to the BEC Team. To date, key occupations
have been identified to begin the skills assessment effort. These occupations are
computer specialist, systems developer and program analyst. -Additionally, critical
"future" skills, knowledges and attributes have been identified by IS subject matter
experts and categorlzed under human resources, business, technical, project management and
security competencies. Paralleling this effort is the establlshment of a core group, with
representatives from Information Systems, Field Information Systems Offices, Human .
Resources and Labor Relatlons, to develop standard position descrlptlons

i

KEY MILESTONES FOR INFORMATION SYSTEMS SPECTALTY TRATNING POSITIONS:

Date : - Action
COMPLETED Target for skllls assessment the following occupatlons which will

implement TSM: Computer Specialist; Appllcatlons/Software
Developer; and Program Analyst.

COMPLETED S Define initial tasks and competencies within these oécupations.
COMPLETED Identify employees currently performing these tasks.
COMPLETED Identify/desigh/select common skills assessment instrument and

terminology to conduct assessment.

[
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KEY MILESTONES CONTINUED:

COMPLETED

COMPLETED
9/95
9/95
10/95

10/95

Interview managers, employees and subject matter experts. who are
knowledgeable of targeted occupations.

Refine tasks and competencies based on interviews.
Conduct skills assessment.

Determine skill deﬁiciencies by task and competency.;

- Identify methods to improve skill deficiencies through:

- training and/of
- targeted recruitment.

Analyze existing curricula to determine course rev151on

requlrements

11/95
11/95
12/95
1/96

Per project
schedule

Develop new methods and/or materlals as necessary.
Design tralnlng materlals. | .

Implement training and other methods to provide skills.
Evaluate and revise materials as needed.

Define training/skill needs at each organlzatlonai level for
operations and end user positions. Conduct skills assessments
against identified needs. Conduct extensive analysis to 1dent1fy
training/skill gaps. Develop and 1mplement training

programs to bridge identified gaps. . Evaluate training and
conduct periodic skill reassessments to update knowledge and

- maintain high skill levels

.

Training/ékill requiremeﬁts for operations are embedded in TSM project plans.
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SOFTWARE DEVELOPMENT

RECOMMENDATION: -- LEVEL 2 FOR CONTRACTORS (GAO-10):

Immediately require that all future contractors that develop software for the agency have
a software development capability rating of at least Capablllty Maturity Model (CMM) level
2. . 4

GAO Report.pg. 38.
RESPONSIBLE OFFICE:

Chief Information Officer
CURRENT STATUS:

IRS agrees with the splrlt of this recommendation and will take the necessary steps to
improve our software development capabilities. Language requiring level 2 capability is
now being included in all Statements of Work for software development.

KEY MILESTONES.

Date ' Action
Trmediately - Identify all awarded contracts and in-process solicitations
' : affected by the mandatory CMM level 2 requlrement for developing
software.
Immediately For each awarded contract of in-process solicitation, require a

detailed action plan and schedule of the contractor for
satisfying the CMM level 2 requirement.

11/95 : All contractors will 1n1t1ate efforts leadlng to attalnlng CMM
- - - level 2. - : - :
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KEY MILESTONES CONTINUED

11/95/ Monitor progress of contractors in meetlng their objectives |
Ongoing . to attain level 2 maturity.
12/95 - Update sollc1tatlon requirements for future contractors to
' include (MM level 2 or greater capability for software
development.
- Ongoing . IRS will conduct software capablllty evaluations at any tlme

“during the appraisal/certification period.

t
H

“ Ongoing ' TRS will maintain a record of the current software capability
level of contractors.



SOFTWARE DEVELOPMENT

RECOMMENDATION -- IMPLEMENT PROCEDURES (Gao-11) :

.Before December 31, 1995, define, implement and enforce for all TSM projects a consistent
set of procedures for requlrements management that goes beyond IRS's current request for
information services process, and for software quality assurance, software configuration
management and project plannlng and tracking.

1

GAO Report pg. 39.

RESPONSIBLE OFFICE:

‘Chief Information Officer “ .
CURRENT STATUS: | |

IRS has always had a consistent set of procedures for developing systems, however, they
have not been consistently followed. We are currently working to improve these ‘
procedures, as well as their 1mplementatlon across the Information Systems (IS)
organization. A '

The Systems Life Cycle (SLC) Implementation Project has been chartered to build IRS-IS
organizational capability to develop and operate information systems that meet customer
needs through repeatable, sustainable and measurable processes. It will span the entire
spectrum of developing and managing systems -- begimning with partnering with the end-user
to identify and prioritize business requirements, and endlng with managing the systems in
operation.

- The SLC Project will bulld mlss1ng processes and embed onto this SLC backbone key practice
areas and activities. The first step will be tc incorporate such areag/activities as
configuration management, quality assurance, redquirements management, project planning and
tracking to achieve CaPability Maturity'Model (CMM) level 2. The next step is to
incorporate such activities as systems englneerlng, testing and infrastructure management
to achleve MM level 3. 4

“~
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Bu81ness requirements will be managed throughout the life cycle using a documented
configuration management discipline. This involves configuration identification,
configuration control, configuration status accounting, and configuration audits.
Implementation of conflguratlon management will ensure that initial system requirements
are reflected in the operational systems (i.e., requirements traceability throughout the
systems's life cycle). It will also provide a single point of authorization and control
of requirements and changes. ,

To date, a SLC Project Manager has been appomnted a SLC Steering Committee established,
SLC Teams assembled, and a SLC Project Charter and SLC Project Plan put in place. SLC
- processes have been identified and prioritized for design or reengineering. A team is
. coordinating the integration of configuration management, quality assurance, project. _
- planning and tracklng, and operations planning activities to the documented activities of
the current life cycle. Another team has gathered and summarized all data from executive
interviews, -lessons learned from Best Practices modules to build into a formal Case for
Action that was presented to Information Systems executives and used in redesigning
processes and identifying key practice areas and activities. The System Life Cycle
rocesses will be developed 1n four phases: planning, design, validation and
implementation. , : -

KEY MILESTONES:

Completéd - _ Pr@jeétAManager appointed. |
Completed ﬂPréject Steering COmmittee‘established.
Completed ‘ Pfoject Charter developed. |
Completed ‘Project Plandeveloped.
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KEY MILESTONES CONTINUED:

werll 15, 1996

Date Action

9/30/95 ' | vHigh level process model designed.

9/30/95 . High level release plan completed.

1/31/96 ’ ' Process measures designed.

4/15/96* - Detalled 1ntegrated processes/procedures de81gned
Activity: Validation -- February 1, 1996 to July 18 1295

3/1?/96 : Prototyplng 1n1t1ated

6/25/96 | . Prototyping completed.

6/6/96V : Transition plans completed.

6/17/96 Final release plan completed.

7/15/96 o Conduct readiness review.
AQE; ;;g, Inplemen t@t;@ﬂ QQL¥ 18, 1996 QQ September 30, 1996

8/15/96 o - Management orientation completed.

8/35/96 v " Technical infrastructure in place.

9/1/96 | Documentation and training_échedules.distributed.

9/30/96 _ Overview training completed.

9/30/96 ) >>’ - Supporting organization in place.
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SOFTWARE DEVELOPMENT

RECOMMENDATION -- SOFTWARE DEVELOPMENT METRICS (GAO-lZ):

Before December 31, 1995, define and implement a set of Software Development Metrics to
measure software attributes related to business goals, such as 1) fewer product defects
found by customers, 2) earlier identification and correction of defects, 3) fewer defects
introduced during development, 4) faster time to market, and 5) better predictability of
project schedules and resources. : S ‘ :

, GAO,Report,pg, 39. .

RESPONSIBLE OFFICE:

Chief Information Officér

CURRENT STATUS: T o | \

As previously discussed under implementing procedures, the Systems Life Cycle (SLC)
Implementation Project has been chartered to build IRS-IS organizational capability to
develop and operate information systems that meet customer needs through repeatable,
sustainable -and measurable processes. It will span the entire spectrum of developing and
managing systems -- beginning with partnering with the end-user to identify and prlorltlze
business requlrements, and ending with managing the systems in operations.

IRS‘has recently baselined all current systems using a Software Engineering Institute
(SEI) accepted metric. As part of the SLC Project, IRS will be developing a comprehensive
‘measurement plan to link process outputs to external requirements, corporate goals and -
recognized industry standards. In addition,. metrics are being used for estimating in some
TSM development efforts. IRS is currently worklng to define a sulte of software metrics,
developing processes to support producing software metrlcb, and developing an
implementation plan for software metrics. :
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KEY MILESTONES:

e
9/30/95
9/30/95
11/30/95
11/30/95

11/30/95

’ 12/31/95

- 1/8/9
6/30/96

Action

Initial suite of metrics defined.

‘Initial metrics process defined.

Final suite of metrics defined.
Final metrics process defined.
Initial metrics implementation plan.
Final metrics implementatioﬁ plan.
Initial'pfdbess implemented.

Initial metrics producedl
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TECHNICAL INFRASTRUCTURE

RECOMMENDATION -- INTEGRATED SYSTEM ARCHITECTURE (GAO-13)'

'BeforgiDecember'31 1995, complete an Integrated SystemAArchltecture (Isa), including
security, telecommunlcatlons network management and data management. «

GAO Report pg. 47.
RESPONSIBLE OFFICE:

_Chief Information Officer
.CURRENT STATUS:

As prev10usly illustrated on the chart on page 2, the Integrated System Architecture is
the linkage between business analysis and design with technical design and development.

It is the nexus of strategic information management and technical management. The System
-Architect's Office, System Engineering, the Infrastructure Task Group and the Information
Systems Security Worklng Group, including IRS, Integrated Support Contract and Tax Systems’
Mcdernization Institute representatives, have met several times to determine how best to
meet the intent of the GRO's direction. The following are viewed as the requirements:

-- complete the archltecture definition,

--  combine the lnfrastructure, function, securlty and data architecture threads in
a single place, : ‘

-- provide in a 51ng1e volume the entire top level view, 1nclud1ng enough detail to
serve as high level de81qn guidance to de81gners and i .

-— prov1de in this very same volume, sufficient exposition to allow the
~technically-trained person who is new to the architecture to see its entire
structure laid out. L

[
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KEY MILESTONES :

IRS plans to take the following approach to satisfy system developers' needs and to meet
the intent of GAO's recommendation. In July 1994, the Architect's Office issued a
memorandum on the IRS Information System Architecture. IRS plans to revise and expand the
July 1994 document, improving the base architecture definition, expanding the security
component, adding network management and adding data modelling, engineering and
management . It will also address transition issues, pointing out how TSM will achieve a
reengineered upgrade to current systems, process and methods.

Date _' Action
4/96 ' Draft document available for review.
9/96 . - Document with supporting material completed. '
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TECHNICAL INFRASTRUCTURE  ,

. RECOMMENDATION -- CONFIGURATION MANAGEMENT (GAO-14):

Before December 31, 1995, 1nst1tut1¢nallze formal conflguratlon management for all newly
approved projects and upgrades and develop a’ plan to brlng ongoing pro;ects under formal
conflguratlon management .

GAO Report pg. 47.

RESPONSIBLE OFFICH:

Chief Information Officer

CURRENT STATUS: ‘ | .

As previously discussed under software procedures and metrics, the Systems Life Cycle
(SLC) Implementation Project has been chartered to build IRS-IS organizational capability
to develop and operate information systems that Meet customer needs through repeatable,
sustainable and measurable processes. It will span the entire spectrum of developing and
managing systems -- beginning with partnering with the end-user to identify and prlorltlze
businessg requirements, and ending with managing the systems in operatlon

As the SLC processes are designed or reenglneered configuration management activities

will be integrated into them at every phase of the life cycle. The System Life Cycle
rocesses will be developed in four phases planning, design, validation and
implementation. :

In 1994, IRS established a Conflguratlon Control- Board (CCB) which approves all project
charters. Among its many activities, Information Systems will be identifying the barriers
~to 1m§1ementatlon of conflguratlonemanagement and the decisions requlreq by the Chief .
Information Officer before proceeding further with the implementation of conflguratlon
management activities. A series of plans that have already been developed, including the
Configuration and Quality Management Implementatlon Plan and.the Information System
Organization Configuration Management Plan, will help us move forward. The Configuration
Management Plan (versmon 1.0, 5/18/95) prov1des the strategy and procedures to implement
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configuration management in all newly chartered projects and to transition existing
information systems into formal configuration management activities.

KEY MILESTONES:

Completed , Project Manager appointed.

_ Completed .. Project Steering Committee established.
Completed Project Charter'déveloped.
Completed Project Plan developed.

, 9/30/95V | ~ High level process model designed.
9/30/95 ) High.level release plan éompleted.'
1/31/96 | Process measures designed.
a/15/96 ' Detailed integration processes and prOcedureé designed.

- 3/17/96 Prototyping initiated.
5/25/96 Prototyping completed. |
6/6/96 ‘ Transition plans completed. _ . ,
6/17/96 ' Final release plan completed.
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KEY MILESTONES CONTINUED:

- 7/15/96 C@nduct readiness review.
Activi -: ~ " ‘ 1y 1 '
Date -  action
8/15/96 S Management orientation completed.
8/30/96 | | ‘Technical infrastructure in place. |
9/1/96 ’ ' ‘Dbdumentétion and training schedules distributed. -
9/30/96 Overview training completed.-v
9/30/96ﬂ‘ Supporting organization in place.
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TECHNICAL INFRASTRUCTURE

RECOMMENDATION -- SECURITY, DISASTER RECOVERY, CONTINGENCY PLANS (GAO-15):
. 1]

Before December 31, 1995, develop security concept of operations, disaster recovery, and
contingency plans for the modernization vision and ensure these requirements are addressed
when developing information system projects. :

) : }

' GAO Report pg. 47.
RESPONSIBLE OFFICE:

Chief Information Officer
CURRENT STATUS:

IRS 1is reviewing existing documentation to determine how best to incorporate GRO's
recommendations into our strategic documents. Previous work has already been done on both-
a security concept of operations and a disaster recovery and contingency plan. As
recently as this May, a working group was formed to develop a plan for completing the
security concept of operations. The disaster recovery and contingency plans can be
~developed by updating the previously prepared TSM Disaster Recovery Strategy Document.

' KEY MILESTONES: - (

95/1/95 - Complete annotated outline of Security document: .

9/15/95 _ Complete review of TSM Disaster Recovery Stfategy (DRS)
_ Document. :

10/2/95 | Complete initial draft of Security document .

11/1/95 ‘ Complete revised draft of DRS.
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KEY MILESTONES CONTINUED:

11/15/95 Complete revised draft of Security document.
12/15/95 - Completé.update pages to Business Visioﬁ documentsi
12/31/95 Complete final draft of DRS.. m
12/31/95 ' | Complete final draft of Seéurity document .

‘The above action plan reflects current business and Information Systems strategies.
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TECHNICAL INFRASTRUCTURE

RECOMMENDATION -- TEST AND EVALUATION MASTER PLAN (TEMP) (GAO-16):

Before December 31, 1995, develop a Test and Evaluation Master Plan (TEMP) for
modernization. - ' ‘ :

GAO Report pg. 47. | i .
" RESPONSIBLE OFFICE: |
Chief Information’Officer

CURRENT STATUS:

In addition to the following steps that IRS is taking to develop the TEMP, we are also
establishing an Integrated Test and Control Facility (ITCF) as indicated on page 40.

KEY MILESTONES: - o o \

In process Secure funding, priority and staff to develop the TEMP.
10/16/95 Conduct analysis of the current TSM business strategy, CONOPS and
- Informatlon Technology (IT) documents.:
11/17/95 Develop IRS business strategy and related documents which
' , reflect recent changes 1n the fundlng levels and program'
direction. :
11/17/95 Define success factors and evaluation criteria.
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KEY MILESTONES CONTINUED:
12/1/95

12/15/95
12/29/95

Develop Information Systems (IS) strategy and documents
which are aligned with the business strategy documents.

Create a TEMP.

Coordinate &he TEMP with business and IT organizations.

o i
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TECHNICAL INFRASTRUCTURE

RECOMMENDATION ~- INTEGRATION TESTING AND CONTROL FACILITY (GAO;17):

Before December 31, 1995, establish an integration testing and control facility.

GRO Report pg. 47. | | | | |

. RESPONSIBLE OFFICE: o | - S :
_Chief Information Officer |

CURRENT STATUS:

The Integration, Test and Control Facility (ITCF) is a critical component of the TSM
infrastructure. It will merge integration testing, systems testing, the Network and
Operations Command Center, the National Transmittal Center, the Integration and :
Engineering Lab, and develcopmental persomnnel. As previously discussed under. the Testing:
and Evaluation Master Plan, ITCF's objective 1is to comprehensively integrate and test TSM
subsystems, systems, components and software at one site.. It also will allow for
centrally managing nationwide computer systems and networks provide software deployment
and version control, and supply software development support to these activities.

IRS is currently working with the General Service Administration for possible sites for
the ITCF. We are hopeful that a site can be selected this Fall. This would enable us to
proceed with the initial build cut of the ITCF this December with an estlmated completlon
date of December 1996. , :

While the process for a pernanent ITCF is underway, IRS also has an immediate need for an
interim capability for such projects as .the Document Proce881ng System (DPS) and the

Integrated Case Processing (ICP) System. IRS is planning to establish an interim test and
control capability later this year. ‘ ‘ : B ‘
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KEY MILESTONES:

Q@Q@ o Action

9/95 ': Site selection. |

9/95 | Establish interim ICP'capébility at Poplar Run facility.
12/95 Lease in place for permanent facility.

12/95 - Initial build- out of ITCF at permanent facility.’ '

3/96 — Detailed concept of operatlons and environmental layout at™

permanent facility.

K !

12/96 | Completion of ITCF.
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TECHNICAL INFRASTRUCTURE

- RECOMMENDATION -- INTEGRATION PLAN (GAO-18): )
Before December 31, 1995, complete the modernlzatlon integration plan and ensure that
projects are monltored for compllance with modernization architectures.

GAO Report pg. 47. |

RESPONSIBLE OFFICE: C o | '
" Chief Infdfmation Officer “ h
CURRENT STATUS:

IRS has developed a release englneerlng approach to successfully transition from its
current environment to one meeting TSM-defined objectives and capabllltles The release
engineering approach examines the development of information systems as support to '
business strategies, Concepts of Operations, information system strategies and business

- priorities given budget and resource constraints as analyzed under the process for
reviewing investments discussed previously. The release engineering approach considers
the modernization integration plan as one aspect of the overall system development that
needs to be prepared in concert with other developmental plans, specifications and
efforts, such as release requirements specifications, release de81gns and the test and
evaluation master plan

Release engineering is a more comprehensive approach than what was outllned in the
preliminary integration plan. By having this broad view of the system, release

engineering provides specific implementation guidance and processes needed for the
development, integration and implementation of TsM efforts. It also ensures that systems
“developed under various TSM efforts can be properly tran81tloned to the integrated system
as deflned under the TSM system architecture. '

One major. deliverable of ‘this approach. is the development of the Release Definition ¢ .7
Document (RDD). The RDD draft which was issued May 15, 1995 identifies the portions of
TSM capabllltles and necessary technlcal content for each release by flscal year Also
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included is the functlonallty dellvered by site type, and by year Tﬁis enables
identification of both common and unique TSM products/capabllltles for each site type.
(The underlying infrastructure components necessary to support deliverable functionality

are derived and then scheduled for completion.) In this way, the formal links betwe the

projects, architectural components, and releases can be captured and monitored using !
specific Release Integration and Test Plans. Additional initiatives are currently
underway to support successful implementation of the release engineering approach for
~achieving an integrated and comprehen51ve architectural implementation.

KEY MILESTONES:

Date : - . . -Action .
Completed : Create the Release Définition Document (RDD)‘ 3 '?
Program Management Build the Release Management Plan (RMP) .

2nq Qt. 1996 Develop Release Requiréments Speéifications.

2nd Qt. 1996 - Develoé Release CONOPS Document .

3rd Qt. 1996 Develop Reléaée Architecture Description Décument.

3rd Qt. 1996 | ' Develop Release Integration and Test Plans.

The introduction of the release engineering concept for TSM means there will be cyclic
RDDs, RMPs and that an integration plan will be required for each cyclic release. The
flrst limited release under release engineering will be in 1997, building the foundation
for a major release in 1998.

N~
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BEST PRACTICES

GRO case studies of senior management teams in leading organizations show that successful
organizations take 1nformatlon management very seriously. GAO identified 11 "Best
Practices" which the seniOr managers in these leading organizations used. GAC then
developed an assessment-based on this research. : ‘

- In November 1994, a group of IRS executives and managers used this tool to conduct a self-
assessment of our management maturity compared to the best practices developed by GAO.
- The result of this assessment was presented to IRS' Executive Committee in Decermber 1994.

- In March 1995, IRS decided to conduct a nationwide Strategic Information Management (SIM) & . -
self- assessment

The Associate Commissioner Designee, with the support of the Chief Officers and Reglonal
Commissioners, assembled a team of IRS managers and GAO representatives in Aprll 1995 to
facilitate the nationwide assessment. The assessment was conducted in April and May 1995,
with a cross section of over 70 participants from the field and National Office.

In summary, the participants believe IRS is at the stage of defining its approach to
managing information resources strategically. Participants concluded that:

-~  IRS executives and managers are beginning to take responsibility for strateglcﬁ
business decisions, in which information technology solutions play a part. ,

-- Core business processes have been defined.
' -~ High level goals have been identified.

-~ Business and information resources managers are defining thelr respectlve %oles
‘and respon51b111t1es “ -

However, the nationwide self-assessment results show that in order to fully

institutionalize SIM, the IRS needs to focus on five areas for recommended actions

. including the Investment Review Board, IRM standards, investment criteria, measures and
communication strategy. IRS actions to implement these findings are documented on the

following pages. - T
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BEST PRACTICES

SHORT TERM GOAL -- INVESTMENT REVIEW BOARD (BP-1):

Establish an Investment Review Board (IRB) to include crossfunctional Servicewide
. representation and the Associate Commissioner to rev1ew, prlorltlze select, monitor all
- current and future Information Technology initiatives.

- Assign each TSM project to an owner, with respon51b111ty for justlflcatlon and
prioritization u51ng investment criteria throughout the llfe cycle of the project;

- Establish usablllty certification for prototype and pllot and a dlSClpllned site
certification before rollout; and :

- Modify the managerial evaluation systems and implement tralnlng to prOVLde
accountability for Strategic Information Management.

 RESPONSIBLE OFFICE:»

Associate Commissioner Designee/Chief Management'and_Administration~
CURRENT STATUS/KEY MILESTONES:

The Associate Commissionei Designee and the Chief Officers already meet on a periodic
basis to make corporate-level decisions on plans, schedules and budget priorities for

achieving the Business Vision. It is IRS' intention that this group assume the
responsibilities envisioned under the Investment Review Board recommendation.
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BEST PRACTICES

SHORT

TERM GOAL -- IRM STANDARDS (BP-2):

Establish a team comprised of representatlves from operatlons and support activities to
review and modify existing IRM standards to ensure that they address the business needs of

- the o

rganization and establish additional standards as needed. (See GAO-4, pg.11);

- Develop and issue written guldance describing roles, relationships and governance
structure critical to Strategic Information Management, and provide for 1ntegrat1on
of Totally Quality Organlzatlon and Core Bu51ness Systems efforts (See - ,

l

- Consistently enforce the established national standards by requiring adherence
through the budget review and allocation process;

- Define requlrements for management information, space, telecommunications,
training, furniture, and security in the system de81gn and development;

- Define the tralnlng/sklll needs at each organizational level for both information
systems and operations persormnel; conduct a skills assessment against the needs
deflned implement a tralnlng program to bridge the gap {See GAO-9, pg. 20);

- Use customer input to determine accurate Information Technology staffing

requirements in support of bu51ness ‘and Information Systems actions.

A0 made. sever similar recommendations, in ding enforcing technical standards NO-

..__l.

ng r~'n0';“,ﬁng efforts to modermization (GAO-3) and gkills assessme raining

RESPONSIBLE OFFICE:

Associate Commissioner Designee and all Chief Officers

s
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CURRENT STATUS:

The Chief Information Officer, in conjunction with the Associate Commissioner Designee and
the other Chief Officers, will take the necessary. actions to ensure that standards are
enforced Agencywide. The actions that will be taken are documented under GAO-4, pg. 11.
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BEST PRACTICES

SHORT TERM GOAL -- INVESTMENT CRITERTA (BP-3): -

Develop and consistently use investment criteria to review, prlorltlze and fund current
and future Information Technology investments {See GAO-6, pg. 15).

- Develop an investment strategy which incorporates the use of market research
professionals to define external and internal customer needs

- Prioritize all current and future Information Technology 1nveetments and fully fund
those projects with the highest priority (See GRO-7, pg. 18).

- Pursue a multi-year budgeting process that allows the flexibility to shift funding
between appropriations; give heads of office greater budget authority so they can
make bu51ness decisions within establlshed national standards.

AQ also recognized e need for explicit decision iteria for use in selecting

prioritizing, controlling and evaluating all major information svstem investment

' RESPONSIBLE OFFICE:

!

Associate Commissioner Designee/Chief Management and Administration
CURRENT STATUS/KEY MILESTONES: |

IRS has developed an initial set of investment evaluation criteria. These criteria are
being used as part of an ongoing process to evaluate spending plans for information
systems. IRS recently completed a comprehensive review of the proposed FY 1996 budget for
TSM. This review enabled IRS to rescope its program objectives, set priorities and adjust
funding levels for TSM. .

In conjunctlon with- the Department of Treasury and the Office of Management and Budget,

IRS continues to explore alternative funding strategies for TSM that would provide multi-
yvear funding for IRS' modernization 1n1t1at1ves
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BEST PRACTICES

SHORT TERM GOAL -- DEVELOPING MEASURES (BP-4):

Based on customer input (both internal and external), review and eliminate lower level
measures that do not support the corporate objectlves and develop measures to accurately
monitor compliance.

- Develop a clear and measurable gauge of voluntary‘COmpliance: :

-- Tie incentives and recognition of both functional and support activities to the -
accomplishments of mission objectives (as captured by the performance measures) and
systems delivery;

- Use measures to provide accurate and current information, allowing managers to
monitor their accomplishments, and plan for future needs and program delivery.

M ur wer 1 overe during their review of TSM, but no._ ifi
i for improv n

RESPONSIBLE OFFICE: '
Chief Management and Administration
CURRENT STATUS:

IRS has developed a measures ‘framework (also referred to as the measures hlerarchy} that
spells out performance indicators to be used to assess progress in meeting the mission,
objectives and seven Servicewide performance goals for: FY 2001. IRS' Executive Committee
approved the measures framework on Aucgust 10, 1995. This framework will enable IRS
functions to review and modi lower level performance indicators and consider eliminating
or revising those that do not” directly support the attainment of the corporate goals.
Baselines for the performance indicators contained in the measures framework are under
development and are expected to be 1ncluded in the final BMP.
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KEY MILESTONES:

- Date . | Action

10/1/95 Fiscal Year 1995 ends and data necessary to compile baseline
indicators is available. _
11/15/95 Baseline indicator development is completed and ready for
' inclusion in final BMP. _ _
Fall 95 Formal BMP document-is publlshed and 1s avallable for

dlstrlbutlon AU i}
L]
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o BEST PRACTICES

SHORT TERM GOAL -- COMMUNICATION STRATEGY (BP-5):

Develop and implement a Strategic Information Management (SIM) communications strategy
‘that provides key and usable information, at the approprlate time, targeted to meet
customer needs:

- Actively pursue internal and external customer needs on a natlonal basis. Seek
expanded authority to.survey external. customers. ' ... . o : ,

- Communicate Strategic Informatlon Management goals plannlng, programmlng “and
results to customers. ,

1

- Determlne effectlvenese of communlcatlon by use of an objective communlcatlon
assessment model .
]
RESPONSIBLE OFFICE: ‘

Associate Commissioner.Designee/chief Management and Administration .

CURRENT STATUS:

Activities are already underway to 1ncorporate Strategic Informatlon Management 1into
communications strategies and documents, including asse881ng the communication needs of
various customer groups. A.Communlcatlons Planning Matrix 1s being prepared to identify
key SIM events, messages and targeted audiences for Fiscal Year 1996

¢
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KEY MILESTONES:
Date

Completed .

In Process

10/95
©11/95

11-12/95

Action

The Business Vision Communication Planning

Group will assume responsibility for communications related

to strategic information management. The group is comprlsed
of representatives from the Office of the Associate Commissioner

Designee, Legislative Affairs, Media Relations and Internal '
Communlcatlons among others

Bus ess Vislon Communlcatlon Plannlng Group will initiate steps

rvey internal and external customers on communication needs
relatlve to strateglc information management

»Incorporate strategic information management in the updated

Business Vision Executlve Communications Guidebook.

Incorporate strategic information management into next issuance

of the IRS FY 1996 Strategic Communications Plan.

Incorporate strategic 1nformatlon management in next version of
Progress Report on Modernizing the IRS.



REPORTING REQUIREMENTS

REPORT ON IRS ACTION PLAN:

GAO's July 26, 1995 letter to Commissioner Rlchardson requires IRS to submit a written
statement on actions taken on these recommendations to the Senate Committee on
Governmental Affairs and the House Compittee on Government Reform and Oversight not later
than 60 days after the date of this report. GAO further indicates that a written
statement must also be sent to the House and Senate Committees on Appropriations with the
. first. request for appropriations made -more than. 60 days after-the-date of this-repert. - -

The House Approprlatlons Subcommlttee Report on Treasury, Postal Service and General
Government further stipulates that thetexpenditure of a portion of the TSM funds for
Fiscal Year 1996 is prohibited until the IRS provides a plan for implementing, by
September 30, 1996, the GAO recommendations included in i1ts 1995 report. The report must
be submitted to the House Appropriatidns Committee and the House Ways and Means Committee.
The House Appropriations bill language also requires that a report be submitted to the
Senate Approprlatlons Committee.  The House Approprlatlons Subcommittee on Treasury,
Postal Service and General Government alsco requires that IRS address the methods it will
use to ensure sufficient technical and management expertise and skills are available to
develop and implement TSM, an area which the Subcommittee believes should be solved
through contract rather than through direct hlrlng on the part of the IRS.

In addition, the Senate Appropriations Subcommittee Report and language on Treasury,
Postal Sexrvice and General Government also contains reporting requirements. The IRS is
required to explain in detail and provide a completion schedule for all actions being

taken to successfully mitigate deficiencies recently identified by GAO. (The Senate
requires IRS to complete specific actions by December 31, 1995 and others by July 1,
1996.) Not later than 30 days after submission of the Comm1551oner s report, GARO w1ll

- provide the Committees on Appropriations of the House and the Senate an 1ndependent
assessment of that report. The Senate further requires a report that identifies,
evaluates and prioritizes all systems investments plannlng for flscal year 1996 u81ng
expllc1t decision criteria.

#
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RESPONSIBLE OFFICE:

Associate Commissioner Designee, All Chief Officers

KEY MILESTONES:
Date
9//95

10/95 .

Action

IRS' action plan provided to key Congressional tommittees as
indicated above.

Chief Officers begin reporting monthly to the Associate .
Commissioner Designee on action plan status.

~
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MEMORANDUM FOR LAWRENCE SUMMERS

FROM: Margaret Milnar Richardson
Commissioner of Internal Revenue

George Mufioz :
Assistant Sacretary (Management)
and Chief Financial Officer

Linda Robertson
Assistant Secretary (Legislative Affairs)

. SUBJECT: Action Plan: TSM Funding Legislative Strategy

BACKGROUND:

This strategy is based on your and the Secretary's guidance that
‘"we should do the right thing on TSM funding." Using these watch
words, Treasury and IRS looked hard at our original FY 97 TSM
budget request of $850 million and determined we cannot spend
this amount wisely in the coming year. Indeed, we have reached
consensus that we should reduce our reguest by $191 million
dollars. This cut will linmit our request for FY37 to $659
million.

PURPOSE

Acknowledging the need to cut our budget request, this memorandum
outlines two possible legislative strategies that you should
consider and then recommends one of them to you for action.

This memcrandum then proposes a series of meet;ngs and telephone
calls that you should have wlth key Congressional officials as
jsoon as possible.

FVNDING OPTIONS EXPLORHD

Ooption 1: Reduce the FY 1997 Funding Request for TSM from $850M

to $659M and not reguest the $191 million balance be kept in a

*no year" or "advanced appropriation" status. V
. This strategy is based on several factors:

: -=- I% demcnstrateﬂ the department's and IRS's resolve to
vAselfvregu]ate.

-- It provides the department with a vehicle to demonstrate
that the Ysharp turn" has bequn.

-- The Committee is unllkely to fund the entire requeat
given the unusually tight budget restrictions under a reduced
allocation for FY 1997.
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This strategy would, ideally, produce two results:

-~ It would ease the pressure on the Committees to
fund Treasury priorities| under tighter budget caps.

- It would give us the opportunity to reiterats to

the Committees our continued commitment to other Treasury funding:

priorities.

Option 2: Call for the |full $850M for TSM, but over a FY 1997
and FY 1992 time frame (659 in FY97, the balance in FY98)

This sﬁrategy is based on three factors:

-- Congress may feel the need to cut any request we make
for TSM. If we put our bottom line $659 figure on the table,
Congress may make an arbitrary cut thinking we asked for more
than we actually need. {Option 2 provides them the opportunity to
make a cut, without affecting our bottom line figure of $659. (We
‘could send a signal that this is our intent.)

-~ the need to maintain the integrity of the President's
budget. : )

-- it sends a clear message that we will need the $191

million balance in the following year.

This approach would produce three results:

~- It would reflect the Administration's original commitment
to a reasonable fundlng level for this stage of TSM.

- ——= It would demonstrate, although less so than Optien 1,.
that Treasury and IRS get it.

-=- It may succeed|in getting the $191 million balance

secured for next year, lalthough this scenario is unlikely.

Tactical Legislative Strategy outlined

IRS and Treasury Management have completed the first round of

brleflngs with key commlttee statfers and GAO. We believe it is
now time for you to call on a few key members and make a series
of calls.

We recommend that you direct us to set up meetings for you with:

* = Chairman Shelby and Senator Kerry

@oo2



qﬁ

= ‘
'05/15/86 © 16:11  T'202 622 0534 ‘ DTR LEGIS AFFS

“

- Chairman Lightfoot, Congressman Hoyer, Congressman Istook

We also recommend you call:

'~-~ Senators Campbell, Jeffords and Mikluski

-=- Congressmnen Kingston, Forbes, Visclosky and Coleman

Below you will find Talking Points for these meetings and calls:

-~ I am calling teo inform you that we are reducing our budget
request by almost $200 million. .

-~ This reduction is based on the hard look Treasury Managment

and IRS has given to our the original request of $850 million.

-~ The Secretary and I charged IRS and Treasury Management to

scrutinize closely our budget reguest and to build a case for

spending every dime of the $850,

-~ Based on this guidance, they have clearly made the case for

spending $659 million of the original $850.

-- We stand ready to make a case for the $659 million.

== I hope you will support this change in our request.

RECOMMENDATION

That you approve of Funding Option 1
" AGREE ’ '~ DISAGREE__ . | DISCUSS
That vou agree to do the meetings and calls recommended abgve.

GREE__ | DISAGREE . DISCUSS

003
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THE DEPUTY SECRETARY OF THE TREASURY

WASHINGTON tc//}.,D QMSM
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May 17, 1996

MEMORANDUM' FOR SECRETARY RUBIN

FROM: Lawrence| Summers

SUBJECT: TSM Funding Strategy Action Plan

I convened a meeting today to discuss TSM funding. The IRS laid
out a plan to reduce tﬂelr original FY 1997 budget request from
$850M to $664M, a reduction of $186M. I believe this plan is
reasonable and that the time is rlght to engage the Approprlatlon
.Committees.

Before notifying Congress directly, we must obtain the consent of
OMB to reduce our budget request. This is in lieu of getting OMB
to submit a formal budget amendment to Congress. I plan ‘to call
Jack Lew tonight to notify him of our 1ntent10n and ask for his
support.

.If I succeed in galnlng his support to engage the Appropriators,
I plan to call Congressman Hoyer to announce our intention to
reduce our budget request by approximately $175 million. I will
also communicate to Mr.! Hoyer that a formal letter setting out
the details of our revﬂsed funding strategy will be submltted to
“him on, Thursday, May 23, 1996.

It would be helpful prior to my call, if you would call
" Congressman Lightfoot over the weekend and communicate the same
message about our reduced funding strategy. I have attached a set

-of talking points for your call.

- I will contact you as soon as I get through to Jack Lew and let
you know . that we can proceed with the Congressional calls.

%é/ .f— 1A cs/l e e 6;’;}'2 _
(fCiég o n CC UJ‘}%
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’ Talking Points for Phone Call to
' Chmrman Lightfoot and Congressman Hoyer
May 17, 1996

Revised TSM Funding for FY 1997

« I want to update you on our progress in bringing more management focus to the TSM
project, a program that both you and I know is absolutely critical.

& Larry and I charged IRS and Treasury Management to scrutinize closely our buaget
request and to present the case for the essential funding level needed in FY 1997.

@ Following a rescope by theI IRS and Treasury, we have determined that, under our
revised approach, we will need about $175 million less than originally estimated in FY
1997 for TSM. ,

. , : .
« This approach includes significantly greater use of outside contractors.

@ This scaling back of FY 1997 funding reflects a recognition of the rigorous review now -
underway on the entire TSM effort. -

<= Note: It may be necessary in FY 1998 to add funding for TSM as progress is made on
our milestone schedule.

& We are in the final stages of completing the funding revie\xj' and we plan to send yoi; the
details of our proposal by Thursday, May 23.

- Reallocation of Savings fron TSM

% If the Subcommittee aliocations come in lower than our total Treasury request, I hope. -
this reduction in TSM funding affords you an opportunity to direct funds to other
Treasury priorities, such as the Southwest Border initiative, CDFI, and IRS Compliance.
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THE DEPUT)Y SECRETARY OF THE TREASURY
WASHINGTON

' MEMORANDUM FOR SECRETARY RUBIN
FROM: Larry Summers ‘
SUBJECT: * TSM Hearing and Plan of Action

Bob, while you were out, I testified before the Treasury, Postal Service Appropriations
‘Subcommittee about Tax Systems Modermzatlon at the IRS. The good news: on balance, I .
believe we got a good message across Linda Robertson correctly advised me to establish
credibility by being candid and esselntzally critical of the IRS. I sald the project had gotten
off track, mistakes were made, but we ve had some progress, and we’re now tightening our
overmght The members did not blame this Administration; they a]l said they could not give
up on the project—that it had to be done, but done right.

The bad news: the Committee members emphatically expressed their dissatisfaction.

Mr. Lightfoot called it a “84 billion ﬁasco and hkened TSM to the FAA situation. He
threatened to zero out the budget, particularly if we do not come up with the four reports the:
Committee asked for a year ago. 'Ihese were: decision criteria to evaluate and prioritize
investments; schedules for mmganng deficiencies identified by GAO and for dcvelopmg and
nnplemenhng all projects; and a plan for expanding the use of outside contractors.

- Until we deliver these reports, $100 million in FY 1996 funds will rernain fenced Even
with the reports, it’s likely we will encounter more fencing and perhaps substantial cuts in
FY 1997. ' N

Because everyone wants to judge us by results, I’'m insisting that the IRS submit a high-
level plan and four polished reports|before the Committee marks up the FY 1997 budget--in
about six weeks. I'm concemed that the IRS has not been able to deliver these products
within a year’s time, and I plan to have TRW help with the preparanon of at least some of

the reports.

I also plan to emphasize oversight over partnership through a strcngthcned version of the
MMP (Modernization Management !Partnerslup) that acts like a board of directors. I’ll
personally chair the meetmgs and spcnd the time that I hope will make it work. We’ll have
our first “board” meeting on Friday: ,

Attached is further detail on the planned activities for getting the reports done.

Attachments




DEPARTMENT OF THE TREASURY
WASHINGTON '

ASSISTANT SECRETARY

MAR 2 0 199

MEMORANDUM FOR DEPUTY |SECRETARY SUMMERS

FROM: o George Muiioz :

Assistant Secretgry for Management & CFO
SUBJECT: TSM Plan|of Action and Milestores
ACTION FORCING EVENT:

Yesterday you received a briefing and materials that described a plan of action and milestones
for enhancing oversight of TSM at t{he IRS and providing appropriate reports to Congress.
The associated plan, memorandum and directives to the IRS and your Deparunental direct
reports are ready for signature.

RECOMMENDATION:
That you approve the attached plan of action and milestones at TAB A.
:ﬁ/\ppmvc " Disapprove : Let's Discuss

BACKGROUND:

Immediately after your testimony on TSM before the House Subcommittee on Treasury, Postal
Service Appropriations, you dlrected that we develop a plan for completing the four reports
required by the Subcommittee. You also directed that we obtain a mid-level description of

~ TSM and other acceptable documents that would efféctively communicate with our external
stakeholders and satlsfy GAO and NRC that the Department is takmg the nght action.

| .The attached plan of action and milestones will enable you to:.

1)) obtain acceptable documents to communicate with the Department's external -
stakeholders;

2) satisfy the GAO and NRC that the Department is takmg the right action; and

3) provide the infraétruc ture and resources you will need to accomplish (1) and (2)
" above. o : '




-
Your personal involvement with the Commissioner to set the course of our future oversight
responsibilities and to chair the MMP during its regular meetings is required to execute this

plan.

- Upon your approval, we will work with the IRS to plan and execute the first executive board
- session to be held on Friday, March 22,

Attachmer_xt
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TSM CORRECTIVE ACTION: PLAN OF ACTION AND MILESTONES (NEAR TERM)

1 o
L3 :

The Deputy. Secretary will:
(1) obtain accepiabie documents io communicate with the Department’s external stakeholders;
 (2)‘ satisfy the GAO and NRC that the ﬁepamnent is taking the right action; émd
(3) provide the infrastrﬁcture and resources he will nagd to accomplish (1) and (2) above.

Each of these objectives will be accomplished as described in the attached Plan of Action and Milestones.

Approve : Disapprove : ' Let’s Discuss




KEY DECISION INPUTS

(1a) Make the following decisions which provide the key mputs to the four reports requxred by Congress

ITEM RESPONSIBLE FOR BY DATE | DISCUSSION
- . CERTAIN ‘ ~
DPS -- determine if it is in or out of the | Friday March 22. Van Alfen Task the IRS with a DPS investment review by
‘rescope plan. (11 - 4 p.m. or as modified). the "Board of Directors". Provide advance
' ' material. Make the case. This issue, and all
issues on the Friday session, should be
conducted with the most current information
and material that the IRS has produced. They
can be drafts. Final material is not required,
1 although it can be used.
Support long enough to definitively assess risk
of DPS. Buy call option instead of stock.
‘| Imaging and scanning technology is-vital to
solving the front end problem. Provide tnne
_ , . , for Gross to evaluate.
Project Analysis -- develop credible Friday March 22. Van Alfen Will have to triage. Build off IRB reviews --
project level analysis to support focus on most sensitive items. Adjust Dep Sec
|l investment priority list. Follow-on-- - |- - - -~ deadline of June 1; complete balance of
decisions and reevaluation will be business cases at new and specific times. Send
|l required to address FY96/97 projects two level analysis to Hill (DepSec reviewed
displaced by DPS mvestment Goal: ‘| and other)
work through IRB. ,
Prime Contractor -- decide whether and | Friday March 22. Knight Analysis and options to increase the use of
how to get to a prime contractor. outside contractors. Recommend whether and
J how to get to a prime.




PLAN AND REPORTS

(1b) Develop and approve an outline of the high level, concrete markenng document which the Deputy Secretary will use to
describe his plan to 1mp1ement TSM. Develop and submit the four Congressmnal reports.

Oﬁtside consultant provide additional

samples and guidance on March 22.

ITEM RESPONSIBLE FOR BY DATE DISCUSSION
V "CERTAINT' '
The Plan. TRW Project Manager March 29. - Adopt an incremental development -

approach. Find some samples. Get
senior level approval from an outline
with examples and a single "drill-
down" page for each major section.

Proceed to fill in.

Rpt #1: Investment Priorities. - Van Alfen | Same as above. ' -
~ March 25 -- draft;
f . April 3 -- final
'Rpt #2: Modernization Schedule. ‘| Van Alfen ~Same as above.
' ‘ March 25 -- draft; .
April 3 -- final
Rpt #3: Increased use of outside Van Alfen Same as above.
contractors, March 25 -- draft; o :
- e e . wm e a— .AprilB.;; final - - - pup— ,.,,”‘_ - f e . —— e e W et e
Rpt #4: GAO Recommendation Status. | Van Alfen Same as above.
o , ‘ . | March 25 -- draft;
April 3 -- final -

t = 'Final dates to be negotiated with IRS. '




STAKEﬂoLDERs

(2) Develop and take action on a plan to get GAO and NRC endorsement of the Deputy Secretary s plan prior to submmsmn to
Congress. Limited progress will be possible given the short time frame.

ITEM RESPONSIBLE FOR BY DATE DISCUSSION
- ‘ CERTAIN
GAO Gould : . : Goal: agree that something has been
' fixed v. everything is broken -- moving

_ in the right direction.
u NRC | Leland - - Same. May not be reachable. Steps

already-identified;—Ltr-describingsteps
taken since last new data of NRC '
report.

Contractors : Van Alfen/Chou TRW, FFRDC (TSMI) review and
: : ' support.

Trade Press - : - | Schioss N .Relate public and private sector
experience. Approval of Dep Sec
action through the press.

Robertson Manage expectations. Here is what we
: ‘. - .« .- . .|-don’t-know and need to know to give
: you everything you want. Here are the
steps we will take and the timeline to
produce the blueprint, priorities, and -
schedule you require.

e




mFRASI;{UCTURE

(3) Create the infrastructure to support the oversight role: define the new MMR, develop the working relationship, and obtain |
additional resources. ‘ ‘ '

— o —

ITEM : 'RESPONSIBLE FOR BY DATE. | DISCUSSION

CERTAIN- |
MMP Charter ' . | Muifioz | Revise charter -- more "O" than "P".

Outside Consultant. Welch ~ 4 Blend. TRW to write. Whittaker to
: review and advise DS/ASM&CFO

Relationship ) B Summers Set new direction for Departmental
» . : oversight directly with the
Commissioner.




f’ " DEPARTMENT OF THE TREASURY
' WASHINGTON

MAR 19 1936

|

ISTANT SECRETARY

MEMORANDUM FOR DEPUTY SECRETARY SUMMERS

FROM: George Mufioz -
Assistant Secretaty for Management & CFO

Subject: Outside Consulting for TSM Blueprint and Report Preparation

ACTION FORCING EVENT:

In accordance with your request after the hearings last Thursday, we have identified several
options for assisting with completxonl of the TSM blueprint and Congressxonally mandated
reports and for providing you with consultation and advice.

RECOMMENDATIONS:

That you direct the IRS to have mw‘* perform the tasks identified at TAB A.

f#Agree | Disaéree Let's Discuss

That you direct the IRS to contract with Management Support Technology, Inc., to acquire the
services of Admiral James Whlttaker‘ and others as appropriate, to provxde consultatxon to you
as dgfcribed at TAB B.

gree Disagree _Let'sDiscuss

at you direct me to arrange for a méeting between you and the CEO of TRW for the purpose
of commumcatmg your vision to the pnme TSM integration support contractor, to ensure

Disagree __Let's Discuss

hat you discuss your decisions with |the IRS Commissioner prior to implementatioﬁ.

Disagree Let's Discuss

4

BACKGROUND:

House Appropriation Committee hearings on TSM reemphasized the need for Departmental
oversight of TSM. Preparation for thle hearing and the hearing itself clearly demonstrated the
high degree of frustration Committee members, staff and Departmental officials have with the




IRSs' seeming inability to take advantage of essential outside assistancé in order to produce the
quality documents needed to restore ,ccinﬁdence in the JRS's ability to manage this program. The
Secretary must deliver several products to the Committee prior to fiscal year 1997 mark-up.

. : . {
These reports must be of a quality that|all external stakeholders, NRC, GAO and the Committee
conclude that the Department and IRS finally "get it*. The only way to accomplish this is with -
the assistance of a contractor. Of the several options considered, we conclude that TRW is best
positioned to provide this assistance because they: i) have a significant stake in the outcome: ii)
- have the most intimate knowledge of TSM stemming from their role as prime integration
~ support contractor: and iii) have the corporate resources to accomplish this task in the time

required. ‘

For the tasks in Tab B, we conclude that the appropriate contractor would be Management
Support Technology, Inc., a firm which can be reached through non-TRW contract mechanisms
" (such as the Treasury Informanon Proéessmg Support Systems oontmcts) This would avoid
TRW’s becommg involved in a potentlal conflict of interest. -

Attachments

With respect to the consultation
TAB A - Statement of work for preparation of Congressxonally requxred materials
- TAB B Statement of work for consul tant







Statement of Work - TSM Executive Level Systems Architecture and Reports

'PURPOSE: World class consulting and communications expertise is needed immediately to assist
the Department in its oversight responsibilities and completion of four Congressional reports prior to

fiscal year 1997 appropriations mark-

p. The objective is to develop a clear plan for implementation

of TSM and to garner continued support for adequate TSM appropriations..

REQUIREMENTS:

Task item 1. The contractor will prepare an executive level summary of the TSM systems.

architecture (or blueprint), which descnbes the system's functionality. This document should also
detail the resulting advantages which v}rﬂl accrue to taxpayers and what specific increases in
productivity, compliance and customer| service can be expected. The plan should contain specific,
quantatiVe and hard edged analysis what the major improvements are, and how they fit together

Task item 2. The contractor wﬂl finalize four draft reports as described in the fiscal year
1996 Treasury Appropriations Bill. Thwe reports will be prepared by the contractor in conjunction
with appropriate IRS, Treasury officials and others as designated.

a). Quantify explictt decision

criteria to identify, evaluate and prioritize all investments

known, particularly in fiscal yéar 1996 and 1997.

b). Provide a schedule for successfully mitigating deficiencies identified by GAO inits April

1995 report to the Committee and its March 14, 1996 testimony.
¢). Establish a schedule for development and implementation of all prcgects included in the

TSM program.

d). Provide a plan to expand the utilization of extemal contractor experuse for systems

development and integration.

DELIVERY SCHEDULE. The following delivery schedule must be met. Failure of the

Government to provide materials of ap{

provals must be immediately reported to the COTR.

Item1. First draft for COTR review  April 2 -
Govemment ccgmments April 5 L
Second draft for D/S review April 10
Deputy Secretary comments April 15

_Final report April 17
Item 2. First draft for (",OTR’ review April 5
- Government comments April 10

Second draft for D/S review  April 15
Deputy Secretary comments April 17

Final reports

April 19

CONTRACTING OFFICERS TECHN]ICAL REPRESENTATIVE (COTR). The COTRis W.
Scott Gould, Deputy Assistant Secretaxy, Departmental Finance and management, Room 2442, Main
Treasury. Phone ?02-622-2400 FAX 202-622-0968.



http:completion.of

s




 STATEMENT OF WORK

PURPOSE: To provide advice and| support to the Deputy Secretaxy regarding Tax Systems
Modernization focusing on the systems architecture component. To participation in the strategic
policy and management decisions affecting the IRS's modernization and in asserting a

‘Departmental Mariagement oversight posmon on TSM project management prioritization,
funding, business case and functionality. i :

BACKGROUND: The General Accounting Office and the Congressional Appropriations
Committees have expressed serious ct')ncems over the management of IRS's modernization effort.
This concern, coupled with budgetary pressures, has led the House and Senate Appropriations

- Committees to reduce the Administration's FY 1996 budget for Tax Systems Modermzatton

SCOPE. The contractor, working close]y with senior Departmental Oﬁicnals will provide advice
and support to the Deputy Secretary regardmg the strategic policy and decisions affecting IRS
~ Modernization. The contractor will assist the Deputy Secretary in the management oversight of
 TSM and facilitating progress towardEmeetmg specific program milestones and external oversight
recommendations. The contractor w1E11 perform reviews and analyses and provide findings and
' recommendatxons to the Deputy Secretary through frequent status reports and periodic wntten
- and oral reports

REQU]REMEN’IFS The contractor will review and analyze IRS plans for and progress in

- meeting Congressional oversight reqmrements and implementing recomendatlons in recent GAQ
reports and other reports, such as National Research Council reports.  The contractor will report
directly to the Deputy Secreatry on his findings and recommendations in these areas and will

- provide suggestions concerning the structure and oversight of TSM. The contraetor’s work
assignments mclude, but are not limited to, tasks in the foIIowmg i

- L S_tx:ategm,[nfonnatlon Management/Systems architecture

Help assure that TSM is getting the systems arcl'utecture analysis it needs to effectively guide and
- influence the strategic policy dtrect:on and management deClSlOnS Meet with the IRS Executive
for System Architecture and staff to assess plans and progress'in mprovmg TSM's key technical
activities so that an integrated systems architecture will be completed and used to guide TSM
development.

Work with senior Department officials to assess plans and progress in integrating the TSM

bluepnnt (Integrated Transition Plan) with the Business master plan, future concept of operations

vision, business process reengineering|and the electronic filing strategy- 'in such a way that ali

TSM projects achieve the goal of maximizing electronic filing and reflect IRS's improved business
. practices. . \

Meet with the Electronic Filing Executive and the Modemnization Executive to assess the




connection between the comprehensive electronic filing strategy IRS is developing and the TSM
plan. Report status, findings and recommendauons on integration regularly to-the Deputy
Secretary. Meet with the group developmg the IRS plan for implementing GAO's
recommendations and review and evaluate the plans. Prepare-a wrltten report and assessment for

the Deputy Secretary .

Spot check the design and approach to surface potential stumbling blocks, Determine where
there might be serious problems and look at areas where there may be serious problems needing
further expert analysis. Raise 1mpoﬂant issues to the Deputy Secretary and senior Department
officials with recommendations for ﬁxrthcr analysis and action. :
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MEMORANDUM FOR: (Xl SECRETARY [JDEPUTY SECRETARY (JEXECUTIVE SECRETARY
[JACTION |[JBRIEFING JINFORMATION [JLEGISLATION
[(J PRESS RELEASE|[JPUBLICATION [JREGULATION [JSPEECH
- CJTESTIMONY ‘ O OTHER __ ‘ .| .
FROM: W. Scott Gould R

THROUGH: ___George Munoz ,
SUBJECT: TSM Hearing_and Plan of Action

REVIEW QFFICES (Check when office clears)

{3 Under Secretary for Finance {3 Enforcement | ] Poticy Management
{1 Domestic Finance [J ATF : : {J Scheduling
[J Economic Policy O Customs (J Public AffairsiLiaison
[ Fisecal ] {J FLETC {7 Tax Policy
J FMS \ . {7 Secret Service . O Treasurer-
[ Public Dabt [J General Counsel " . OE&P
‘ {0 Inspector General . O Mint
[ Under Secretary for International Affairs JIrRs ' K [} Savings Bounds
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‘Transfer from ~[b'0x #, collection/series, folder title]:

Clinton Administration History Project; [History of the Department of the Treasury —
Supplementary Documents] [OA 24125] [22] ‘ -
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7 Audiovisual Collection

: Book Colleption
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: ~Other#8pe|cify

Media/Description: four 'palck’e’té of Circulating Coins of the Realm
produced in 1999 and 2000 by the U.S. Mint

Transferred by J. Purvis

Date: January 24. 2005

New Location:
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~ Coins of the Reélm
1999 & 2000
Produced by the U.S. Mint

Enclosed are all of the circulating coilnsof the realm produced in 1999 aﬁd 2000. Both years. saw
unprecedented change to America’s «Izoinage. In 1999, the Denver and Philadelphia Mints
produced the first five quarters of the 10 year 50 States Commemorative Quarters Program, and

produced a Susan B. Anthony Dollar (SBA) coin, the first SBA produced since 1981. In 2000,
the Denver and Philadelphia Mints produced the next five quarters of the 50 States Quarter
Program, and issued the new 2000 dated Golden Dollar coin.
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