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FSAM Instructor’s Manual
This document provides an overview and describes the learning objectives associated with the Federal Segment Architecture Methodology (FSAM) practitioner’s training session.  It complements the training slides and participant’s manual provided as part of the FSAM version 1.0 release.  

The FSAM Instructor’s Manual provides instructors notes that are structured into sections that correspond to the layout of sections contained within the practitioner’s training presentation.  Each section provides a brief overview of the section, followed by a list of learning objectives associated with the section.  These learning objectives may be used by the instructor in formulating review topics and/or questions to be discussed.  FSAM Steps 2, 3, and 4 are accompanied by suggested exercises that are intended to reinforce some of the concepts and analytical techniques provided within FSAM.

This document also provides some additional talking points associated with addressing viewpoints of key FSAM stakeholders, including capital planners, security professionals, solution architects, and business owners.  These notes may be used to tailor the delivery the training presentation accordingly for other specific audiences.  At the end of the manual is a list of frequently asked questions (FAQs) and talking points that can be used by the instructor in discussing these topics.
FSAM Training Presentation Instructor Notes

What is FSAM?

This section provides some background on why FSAM was needed and the role of the Federal Segment Architecture Working Group (FSAWG) in its development, along with the best practices that were considered in developing it.  This section describes the FSAM top-level process steps that were structured to help architects identify and validate the business need and scope of the architecture, define the performance improvement opportunities within the segment, and define the target business, data, services, and technology architecture layers required to achieve the performance improvement opportunities.  The FSAM process steps conclude with the creation of a modernization blueprint document that includes a transition sequencing plan for using and implementing the segment architecture.

Learning Objectives:

At the end of this session, the student should be able to:

· Describe the definition of a segment architecture

· Understand that FSAM is a repeatable step-by-step process for developing segment architectures

· Identify what best practices were considered in developing FSAM

· Identify the 5 top-level steps of FSAM

· Describe how FSAM fits into the overall structure of the performance improvement lifecycle (Architect – Invest – Implement) defined in the FEA Practice Guidance

· Understand how FSAM supports other management processes (e.g., strategic planning, CPIC, etc.)
FSAM Overview

This section describes how FSAM has been designed to provide students with overall context of how FSAM helps produce segment architecture information that supports enterprise architecture (EA) using core and recommended outputs and suggested analytical techniques.  The student will learn how FSAM integrates with other key disciplines (e.g., security) and how the outputs from the FSAM have been designed specifically for use within other downstream processes, including investment management, enterprise transition planning, solution architecture development, and system lifecycle management.
Learning Objectives:

At the end of this session, the student should be able to:

· Identify touch points in FSAM to the Practical Guide for Solution Oriented Architecture (PGFSOA), the National Institute of Standards and Technology (NIST) 800-39 Risk Management Framework, and the Federal Transition Framework (FTF)

· Recognize that FSAM provides information required to describe a complete segment using the enterprise architecture segment report (EASR) to be submitted to the Office of Management and Budget (OMB) 
· Describe the overall hierarchical structure of FSAM documentation (i.e., steps, activities, and tasks)

· Describe the difference between an FSAM “output” and a “suggested  analytical technique”

· Describe the difference between a core and non-core FSAM output
Walkthrough of FSAM Steps

The following section of the training presentation will cover FSAM steps 1 through 5 individually.
Step 1

The student will learn how the FSAM guidance supports engaging with key stakeholders to establish the segment governance framework, validate the business owner(s) for the segment, formally appoint an executive sponsor and a core team, and establish the purpose statement to guide the architecture development.  This process step also includes guidance for introducing a solid project management foundation for the segment architecture development effort by creating a project plan and a communications strategy.  
Learning Objectives:

At the end of this session, the student should be able to:

· Describe the outcome of this step

· Identify the activities and tasks associated with this step

· Identify the core outputs of this step along, with the other recommended “non-core” outputs

· Describe the importance of establishing the governance framework that supports the development of the segment architecture

· Describe the importance of the roles of the business owner, executive sponsor, and core team

· Identify the FSAM outputs that help define the overall purpose for developing this segment architecture

· Identify the FSAM outputs that support the overall project management associated with the development of the segment architecture
Step 2

This section introduces the student to the FSAM guidance on how to engage with key stakeholders in order to produce a segment scope and to define the strategic improvement opportunities for the segment.  This step helps define the segment strategic intent which consists of the target state vision, performance goals, and common / mission services and their target maturity levels.  The subsequent FSAM process steps will provide guidance on how to align the architecture with the strategic intent developed in Step 2 in order to create a complete segment performance line-of-sight and to support achieving the target state vision. 
Learning Objectives:

At the end of this session, the student should be able to:

· Describe the outcome of this step.

· Identify the activities and tasks associated with this step.

· Identify the core outputs of this step along with the other recommended “non-core” outputs
· Describe what is meant by “strategic intent” of the segment
· Describe the importance of identifying segment stakeholders and their needs
· Describe an FSAM suggested analytical technique that helps elicit performance opportunities (e.g., SWOT) 
· Describe the importance of defining the scope of the segment architecture
· Identify the FSAM outputs and associated analytical techniques that help develop the target state vision for the segment and the performance architecture for achieving the target state vision
Suggested Class Exercise:
Following this step, the instructor may use the SWOT training example provided.  This exercise will require the class participants to interpret stakeholder statements and populate them into a SWOT.  Class participants will then analyze the SWOT to develop high-level strategies for the segment.  
Divide the class into groups of 4-6, people up to a maximum of 5 to 6 groups.  For larger class sizes, adjust the average group size accordingly.  It is recommended that the same groups be used consistently as teams in completing subsequent exercises.  It may be helpful to ask the teams to come up with names for their groups.  The time allocated to this exercise should be as follows:

	Exercise Task
	Approximate Duration

	Introduction of the exercise
	5 min

	Class time to complete the exercise
	15 min

	Brief out of results by each group
	3-5 min per group

20 min max

	Exercise wrap-up discussion
	5 min


Step 3

Students will learn how this step guidance helps the architect to engage with key stakeholders in order to analyze the segment business and information environments and determine the business and information improvement opportunities that will lead to achieving the target performance architecture.  This step begins with tasks for developing a broad, holistic view of the overall business and information requirements associated with the strategic improvement opportunities identified in the previous step.  Information requirements include the information exchanges that relate to the critical business processes associated with the performance improvement opportunities.  The business and data architectures, which are then derived from these requirements, may include the specification of business and information services, and should be sufficiently complete and actionable to result in more efficient processes and allocation of resources.  
Learning Objectives:

At the end of this session, the student should be able to:

· Describe the outcome of this step

· Identify the activities and tasks associated with this step

· Identify the core outputs of this step, along with the other recommended “non-core” outputs

· Describe how FSAM helps define how well the current (as-is) business and information environment meet the needs of the segment stakeholders

· Describe how FSAM helps articulate the segment’s goals and performance objectives into target business and data architectures expressed within business functions, business processes, and information requirements

· Describe how FSAM provides guidance on determining the appropriate level of analysis of business and information requirements to form actionable recommendations

· Describe how a recommendation related to the current business and information environments that fulfills the target performance architecture can be effectively described using the FSAM adjustment profile analytical technique
Suggested Class Exercise:

Following this step, the instructor may use the training exercise on formulating a recommendation provided.  This exercise will allow the class participants use a problem statement template provided to facilitate the developing a recommendation.  Class participants should use a business and information environment that they are familiar with from their own work environment.  The results of this exercise will be captured using the FSAM adjustment profile.  
Divide the class into groups of 4-6 people up to a maximum of 5 to 6 groups.  Ideally, use the same groups identified by team names used for the exercise in Step 3.  For larger class sizes, adjust the average group size accordingly.  The time allocated to this exercise should be as follows:

	Exercise Task
	Approximate Duration

	Introduction of the exercise
	5 min

	Class time to complete the exercise
	15 min

	Brief out of results by each group
	3-5 min per group

20 min max

	Exercise wrap-up discussion
	5 min


Step 4

This section of the training is focused on how FSAM process step 4 provides guidance that helps to engage key stakeholders to produce the conceptual solution architecture.  The conceptual solution architecture is an integrated view of the combined systems, services, and technology architectures that support the target performance, business, and data architectures developed in the preceding process steps.  This process step also includes guidance for developing recommendations for transitioning from the current (as-is) state to the target state.  The conceptual solution architecture produced at the end of this step is of benefit to segment and solution architects, as well as to downstream capital planning and budget personnel.  
Learning Objectives:

At the end of this session, the student should be able to:

· Describe the outcome of this step

· Identify the activities and tasks associated with this step

· Identify the core outputs of this step, along with the other recommended “non-core” outputs

· Describe how FSAM helps identify how the existing systems and services are deployed within the as-is conceptual solution architecture
· Describe the FSAM analytical technique(s) that help assess how well the existing systems and services currently support the mission, and identify which systems and services should be considered for retirement and/or consolidation
· Describe how FSAM provides guidance on selecting target systems, components, and services that are reusable (e.g., what external services (e.g., FTF) can be leveraged in the target architecture?)
· Describe how FSAM supports aligning the conceptual solution architecture with the target performance, business, and data architectures developed in prior steps
Suggested Class Exercise:

Following this step, the instructor may use the training exercise provided on formulating a recommendation.  This exercise will allow the class participants to interpret an as-is conceptual solution architecture diagram to develop recommendation alternatives.  Class participants will be provided with a specific example.  The results of this exercise will be captured as a list of recommendations, along with a summary of the potential FTF catalog components that may be considered in the target state.  If time allows, class participants can be asked to sketch a target conceptual solution architecture diagram that reflects their identified recommendations and selected FTF components.  

Divide the class into groups of 4-6 people up to a maximum of 5 to 6 groups.  Ideally, use the same groups identified by team names used for the exercise in Step 3.  For larger class sizes, adjust the average group size accordingly.  The time allocated to this exercise should be as follows:

	Exercise Task
	Approximate Duration

	Introduction of the exercise
	5 min

	Class time to complete the exercise
	15 min

	Brief out of results by each group
	3-5 min per group

20 min max

	Exercise wrap-up discussion
	5 min


Step 5

In this section, the students learn how the architect can leverage outputs from previous process steps to engage with key stakeholders in order to create a segment architecture blueprint including sequencing and transition plans.  The outcome of this process step is a series of validated implementation recommendations supported by holistic analysis of segment business, data, technology, systems, and service components.  The modernization blueprint includes findings and recommendations, as well as supporting artifacts and diagrams that illustrate the analysis performed throughout the architecture development process.  For instance, artifacts such as the SWOT analysis and the conceptual solution architecture are key visuals in the modernization blueprint.  Recommendations in the modernization blueprint typically span a strategic time horizon on the order of 3-5 years.
Learning Objectives:

At the end of this session, the student should be able to:

· Describe the outcome of this step

· Identify the activities and tasks associated with this step

· Identify the core outputs of this step, along with the other recommended “non-core” outputs

· Describe FSAM’s suggested analytical techniques that help ensure that cost, risks, and business value are analyzed to identify and select alternatives for transition

· Describe how FSAM’s suggested analytical techniques help maintain alignment with the strategic improvement opportunities from process step 2 in the analysis, recommendations, and transition planning

· Describe the overall structure and high-level content of a typical modernization blueprint
· Identify FSAM’s suggested analytical techniques that facilitate the overall review and approval of the modernization blueprint by the executive sponsor, business owner(s), and core team
Enterprise Architecture Segment Reporting (EASR) Integration with FSAM
As part of the development of the FSAM, the FSAWG members followed the evolution of the segment architecture template being developed in parallel by the Performance and Investment Tiger Team (P&ITT).  With the release of Enterprise Architecture Framework 3.0, FSAWG and P&ITT team members collaborated to align relevant FSAM artifacts precisely with the Enterprise Architecture Segment Report (EASR) and with the information collection requirements presented by EAAF 3.0 Key Performance Indicators (KPIs).  The EASR integrates data available in and reported from the agency capital planning and investment control (CPIC) process with data available in agency segment architectures.  For the first time this year, the CPIC portfolio is linked directly and precisely to the agency segment architectures in agency IT budget justification submissions, the OMB Circular A-11 Exhibit 53, and Exhibits 300.  
Learning Objectives:

At the end of this session, the student should be able to:

· Describe the EASR information requirements along with the corresponding FSAM outputs and associated suggested analytical techniques that provide the required EASR information


Tailoring FSAM for Key Stakeholders
FSAM Overview for CPIC Professionals

“Invest” is the second phase of the Performance Improvement Lifecycle (architect > invest > implement).  Accordingly, there is a natural relationship between FSAM, which supports the “Architect” phase of the lifecycle, and the Capital Planning and Investment Control (CPIC) process that supports the “Invest” phase of the lifecycle.  FSAM was designed to assist architects in their efforts to develop segment architectures, but it was also designed to help them produce outputs that would be of value to CPIC professionals.  Specifically, CPIC professionals can leverage outputs from FSAM to understand how investments fit within the target state for the segment, verify justification language within business cases and budget requests, understand the intended funding strategy for an investment request, and help determine which investments are impacted and the overall modernization program plan for a segment.

FSAM includes outputs that are designed to help architects and capital planners work together to ensure that investment proposals captured in the agency’s Exhibit 53 and portfolio of Exhibit 300s are aligned with the agency EA.  To show alignment, the FSAM includes guidance for mapping Exhibit 300s and Exhibit 53 to the agency-defined segment architectures.  This creates a link from agency strategy to EA to segment architecture to IT investment, ensuring resources are utilized to support the strategic objectives of the organization.  More specifically, the FSAM includes outputs designed to articulate the strategic improvement opportunities, business and information requirements, and transition recommendations, all of which are required for appropriate documentation of business cases and budget requests.

Why should CPIC Professionals use the FSAM? 

CPIC professionals should use FSAM because information that is being produced during the FSAM process will help facilitate the information needed for the investment phase of the Performance Improvement Lifecycle.  Specifically, the FSAM includes outputs that will assist CPIC professionals in their efforts to prioritize and evaluate investments and their alignment to agency strategic goals and objectives.  Furthermore, the FSAM includes approved transition planning documentation that is designed to outline the full program of changes required within the segment and to show how those changes align to existing and new investments.

Historically, CPIC professionals have not had an active role during the development of segment architectures.  This deficiency can be resolved by active participation of CPIC professionals throughout the FSAM at key review points and, when appropriate, as aids to the core team.  This active involvement will help ensure that FSAM outputs are of value to the CPIC process.  Specifically, CPIC personnel can observe the core team as they analyze and define strategic improvement opportunities for the segment and review the as-is conceptual solution architecture analysis, the portfolio analysis, and the target conceptual solution architecture and relevant sequencing and funding plans.  These FSAM outputs will provide CPIC personnel with a full understanding of why new investments are being formulated, how the funding is expected to be allocated, and the intended sequencing of implementation events.

FSAM Overview for Security Professionals

Applying the principles and concepts used in FSAM provides a disciplined, structured, systems-engineering-based approach for consolidating, simplifying, and optimizing the information technology infrastructure and the information systems that operate within that infrastructure.  It is imperative to foster an organizational climate where the risk from information systems is considered within the context of the segment architecture development process.  The FSAM has been designed with appropriate touch points to NIST security and risk documentation to ensure that architects and security personnel stay aligned, that risks are appropriately analyzed, and that solutions are appropriately architected.
Why should Security Professionals use the FSAM? 

The primary stakeholders for segment architectures are mission/business owners and managers.  In addition to these critical stakeholders, the FSAM was developed with security professionals in mind.  Throughout the FSAM, information security requirements from the FISMA legislation and associated NIST security standards and guidelines can be incorporated into the segment architecture to provide appropriate levels of protection for the organization’s mission and business processes.  Integrated into the FSAM guidance are touch points that reference specific steps within two security documents:  NIST 800-39: Managing Risk from Information Systems: An Organizational Perspective; and NIST 800-60:  Guide for Mapping Types of Information and Information Systems to Security Categories.  

Historically, security professionals have not had an active role during the development of segment architectures.  This deficiency can be resolved by active participation of security professionals throughout the FSAM at key review points and, when appropriate, as aids to the core team.  This involvement will help ensure that FSAM outputs are of immediate and future value to security professionals in their own planning and operations responsibilities.  Specifically, the FSAM helps architects and security personnel understand the risks associated with the current segment environment, the risks associated with moving to the target environment, and the strategic improvement opportunities within the segment that might be security- and/or risk-related.

FSAM Overview for Solution Architects

“Implement” is the third phase of the Performance Improvement Lifecycle (architect > invest > implement).  Accordingly, there is a natural relationship between FSAM, which supports the “Architect” phase of the lifecycle, and the solution architects who support the “Implement” phase of the lifecycle.  The FSAM has been designed with outputs that are useful for articulating the segment architecture and are also useful for solution architects in delivering their next layer of architecture.  Specifically, the FSAM includes outputs, such as the conceptual solution architecture, which should be key inputs into the creation of a solution-level architecture.  

Why should Solution Architects use the FSAM? 

Solution architects should be active participants during the FSAM process to ensure that the FSAM outputs are constructed to be useful inputs to the solution architecture processes.  Solution architects can be part of key review points and can be key subject matter contributors during the conceptual solution activities within FSAM.  Specifically, the solution architects can leverage FSAM outputs to speed the implementation phase of the Performance Improvement Lifecycle and the system development life cycle (SDLC).  

Historically, solution architects have not had an active role during the development of segment architectures.  This deficiency can be resolved by active participation of solution architects throughout the FSAM at key review points and, when appropriate, as aids to the core team.  Specifically the solution architects can be key contributors to process step 4 in the FSAM, especially in the analysis of the as-is and target state conceptual solution environments.  This analysis can be done in parallel with segment architects and will include analysis of technologies, services, systems, and data.

FSAM Overview for Business Owners

Business owners will be heavily involved in the entire FSAM process, from start to finish, because they are the primary stakeholders for the segment architecture development.   Business owners participate on the core team and have an active role in the approval of the segment and in determining how fast or slow the segment is architected via the FSAM process steps.  Although architects are actually facilitating the development of the segment architecture, business owners are actively involved in validating, approving and communicating what was developed in each FSAM process step.  In addition, the modernization blueprint that is developed at the end of the FSAM process is a key document that business owners can leverage to communicate their vision and transition plans for their segments.  

Why should Business Owners use the FSAM? 

Business owners should work with their architects to develop a comprehensive plan of action for improving service delivery and internal efficiencies for their segments.  The FSAM is the step-by-step process by which the architects and business owners will develop the plan of action, obtain buy-in, and gain final approval for advancing to the “Invest” and “Implement” phases of the Performance Improvement Lifecycle.  

In addition to the improvement and efficiency benefits afforded through segment architecture, OMB has mandated that agencies must report on their improvements by filling out the segment architecture reporting template.  The FSAM is designed to help facilitate this process by producing outputs that are specifically tailored to the segment architecture reporting template. 

Business owners are highly focused on strategic planning and governance decision-making processes.  FSAM was designed to produce information that supports both of these planning and decision processes.  Many of the outputs from FSAM are either core or support strategic planning and governance management processes.  

Frequently Asked Questions (FAQs)
Why are there so many outputs in FSAM, and are they all required?

All FSAM outputs are optional; however FSAM includes core outputs that provide information required for the EAAF v3.0 reporting requirements.  Other FSAM outputs also provide information that can be useful to other management processes (e.g., capital planning, security).  For example, using the FSAM toolkit provides information that supports the preparation of C&A packages for segment systems including:

· Identification and analysis of overall segment information security risks

· High-level information security categorization

· Assessment of business processes for applicable security controls

· Classification of information exchanges and identification of appropriate security controls

· Identification of system certification and accreditation (C&A) security boundaries

· Assessment of system interfaces for applicable security controls 

How should agencies define their segments?

While there is no prescribed method or hard-and-fast rule for defining segments, it is generally considered good practice for agency core mission segments to be defined to align with the overall structure of the agency BRM extension.  Additional segments may be defined for enterprise and business services.  

Is reuse defined as between agencies or does it also include reuse within an agency?

Reuse can occur both across and within agencies.  FSAM’s suggested analytical techniques for capturing reuse include the ability to specify the agency code for the reused component, but this agency code designation does not have to be limited to external agencies.

What types of milestones should be included for the segment transition?  Should this include segment completion, execution, project, and performance milestones?

Milestones should be tracked that are meaningful in assessing the overall delivery’s impact on the targeted performance improvements.  This means that agencies can provide a range of milestone types, including segment completion, execution, project, and performance.  In addition, agencies may establish specific milestones related to reuse.  However, it is not necessary to include all milestones that may already be reported via other means (e.g., Exhibit 300).
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