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1. Introduction

“…accurate and timely information to manage your financial program activities on a day-to-day basis are part of a core value set that world-class organizations have adopted.”

Paul H. O’Neill, Secretary of the Treasury 
This document provides an overview, guidelines, and policies for managing resources associated with the Integrated Financial Management Program (IFMP).  The purpose of this plan is to help ensure that budgets are developed and administered in accordance with NASA and IFMP policies and processes, and that resources are controlled within constraints and governing Federal laws and regulations.  Upfront, this framework synopsizes the overall budget policy of the Program.  This is followed by a description of roles and responsibilities related to resources management, and the processes to be followed by the Program and its Projects in the management and reporting of financial resources, and the reporting of labor and travel resources.
Program Budget Policy

NASA's policy is that the management of finances involved in the execution of NASA missions and the conduct of NASA activities is an integral and essential element of the total management function and responsibility of the agency and officials at all levels of the organization.  The IFM Program has established a budget policy consistent with NASA’s financial management policies.  Details of the IFM Program budget policy are described below.

Overall Funding Policy

[image: image4.wmf]The IFM Program has a budget profile based on a notional implementation schedule over the life of the Program (nominally 10 years).  This budget is based on the costs that the Program and Projects will incur in acquiring, readying, implementing, operating, and maintaining the various modules.  Each Project has a business case that is developed prior to start of the Project and then maintained until the implementation is complete.  The business case includes all costs for the Project and is the basis for the Project budget.  Funding of the budget is provided by both the Program and the Enterprises.  In general, the Program funds costs that a Lead Center Project (aka Module Project) will incur in the planning, design, and pilot of an IFM module.  The Program also funds rollout costs incurred by the Project in its support to the Centers.  Most of the Center’s implementation costs are funded by their respective Enterprises.  More details of Project versus Center costs are described below.  The IFM Program’s budget also includes the funding for the Integration Project Office, which is responsible for developing the IFMP architecture, acquiring and implementing the servers and other back-end hardware and software supporting the modules, establishing the operations infrastructure, technical refreshment (e.g., software and hardware upgrades), configuration management, and other technical elements of the program.

The IFMP Program Commitment Agreement (PCA) represents the commitment of the Program to the NASA Administrator for the overall Program budget and schedule.  The PCA was developed by the Program Director and reviewed by a Non-Advocacy Review (NAR) Committee and the IFMP Steering Council.  The PCA, signed by the NASA Administrator and the Chief Financial Officer, provides a level of funding to support approved projects and a planning wedge to enable the implementation of future projects as they are reviewed and approved by the Chief Financial Officer and the Steering Council as part of the annual budget process.  The PCA contains resource management data including the Program Cost Commitment (PCC)
.  The PCC exhibits the Program funding plan and cost commitments for each of the approved Projects.

Project Budgeting

Project Budgeting begins with the development of a Business Case at the start of the Project’s Formulation Phase.  The Business Case provides for a thorough evaluation of alternatives to meet the functional needs, including an estimate of the Life Cycle Costs.  During Formulation, consistent with NASA Program and Project Management Policies and Guidelines, NPG 7120.5, the Project team develops detailed requirements, determines a baseline schedule, selects implementing software and support contractors, and establishes a Project Plan and a corresponding set of commitments.  The initial business case is updated and a Project budget is baselined at the end of this phase.  Planning information is provided to the Centers and their governing Enterprises so that they can develop their implementation budgets to support the Project.

The Project budget shall cover all the expenditures the project will incur in accomplishing its mission within schedule.  The project’s budget shall also include reserves that are proportionate with project risk.  The Project Manager’s commitment to the budget shall be documented in an addendum to the Program PCA.  A Project cannot award major contracts without an approved PCA Addendum.  Typical project costs include:

· Project support, including facilities, supplies, and project support contract(s);

· Implementation contracts supporting planning, Agency design, testing, training development, integration with Agency systems, data conversion planning, change management, and other elements of the module implementation;

· Architecture design;

· Acquisition, installation, and maintenance of all software and hardware required for supporting the Agency design;

· Pilot Center implementation, including integration with Pilot Center legacy systems, data conversion, training, marketing and others;

· Rollout support to other Centers, including initial training, provision of materials (e.g., guides, procedures, presentations, etc.); and

· Operations costs for 2 full fiscal years following the last Center rollout.  After this period, these costs will be incurred by the Enterprises, as established in a charge back scheme based on a usage profile during the two previous years of operation.

In concert with the Agency’s budgeting processes (e.g., POP calls), Project budgets are refined and revised throughout the life cycle of the Project.  Project Managers are responsible for maintaining their budgets and managing Project costs consistent with the approved PCA commitments.

A Lead Center
 is committed to overseeing and supporting an IFMP Project.  The Lead Center budgets for and funds all travel costs associated with the Project, except for the travel costs incurred by other Centers supporting the Project.  The Lead Center also provides the civil servant manpower required to lead and manage the Project.  Other Centers provide civil service resources (and fund their travel) in support to the Project during implementation, particularly during the Agency Design phase.  The Project Manager is required to develop a staffing plan for all phases of the project, obtain the agreement of the Steering Committee, and ensure its effective implementation.  

Receiving Center Budgeting

Receiving Centers
 are responsible for supporting the Project development activities (at the Lead Center location) and ensuring the successful implementation at their respective Centers.  The crosscutting nature of IFM Projects requires extensive participation by all of the Centers to ensure the design solution accommodates the Agency needs and to facilitate the eventual implementation at their respective Centers.  The IFM Program Office, coordinating with the various IFM Projects at the Lead Centers, is responsible for developing the budgeting guidance to be used by the receiving Centers in estimating the costs of IFMP implementations (rollouts).  This budget guidance flows from the Program Office, through the Enterprises, and then to the receiving Centers.  Performance reporting will generally flow from the Center directly to the Project.  Typical receiving Center funding responsibilities include:

· Support costs, including facilities, supplies, and support contract(s)

· Planning for the implementation

· Testing

· Integration with Center-specific systems

· Data cleanup and data conversion

· Training not provided by the Project

· Communications, marketing, and other change management efforts (NOTE:  some change management activities and materials are funded and provided by the Lead Center Project.  This should be delineated in the budget guidance issued.)

· All Center Civil Service and travel costs in support to the Project.

Roles and Responsibilities

Specific roles and responsibilities related to IFMP resources management are as follows:

Program Director

The Program Director develops the Program budget working closely with the Project Managers at the Lead Centers.  This Program budget is reviewed internally by NASA’s Capital Investment Council (CIC), the IFMP Steering Council, and the HQ Program Management Council (PMC).  Externally, the IFMP budget is reviewed by the Office of Management and Budget (OMB) and the General Accounting Office (GAO), and others as requested.  The IFM Program Office has responsibility to ensure the Program and Projects execute their activities and budgets in accordance with the approved PCA and addendums.  The IFM Program Office approves and allocates funding to Projects.

NASA Headquarters, Code C

NASA Headquarters has the Lead Center Program assignment for IFMP.  However, because of the Agency level impact of the Program, the Program Steering Council and the CIC are responsible for budget decisions.  Within this structure, the Headquarters Office of Operations, Code C, facilitates the flow of Program funding to the Lead Centers and for coordinating the financial (not programmatic) management of the Program.  Code C policies and procedures are followed during the Agency-wide Annual Budget Process.  Code C, with direction from the IFM Program Office, allocates funds to the Projects and any other Program-funded activities at the Centers.  This is accomplished through NASA’s 506 process.  Using Agency reporting systems, Code C ensures that program funds flow correctly to the Centers and that the funds are allocated properly.

IFMP Steering Council

The IFMP Steering Council is established as the principal forum for ensuring that the Program meets its objectives.  As such, the Program reviews resources matters with the Council and, as necessary, involves the Council in resolving resources-related issues.  For example, if Centers are not applying the necessary manpower in support to a Project, the Council may be called upon to assist in such a matter.  The Council reviews and concurs with the Program budget and Project PCA addendums. 

Project Manager – Module Project

A module Project Manager at a Lead Center plans and manages the necessary resources required to successfully implement their responsibilities within the committed budget and schedule.  The Project Manager develops and executes the project budget in accordance with IFMP policies.  The Project Manager also acquires the appropriate levels of staffing support to the Project, coordinating with Lead Center management and other Centers, as necessary.  Included in the Project staffing should be an individual(s) responsible for supporting the Project Manager in all resources management activities.

The Project manager will coordinate with the receiving Centers in the development of Center Project Plans that identify the Center appropriate levels of resources required to successfully implement the module at the Center.  The Project Manager will monitor performance of the receiving Centers to ensure successful implementation.  As needed, the Project Manager shall elevate resources-related issues to the Program Office and, if necessary, to the module Steering Committee.
Project Manager – Integration Project

The Integration Project Manager is responsible for establishing a viable technical infrastructure, ensuring the coordination of the various functional module implementations, providing technical support and guidance to the various implementations, and acquiring and coordinating the services of IV&V contractors.  Like other IFMP Project Managers, the Integration Project Manager plans and manages the necessary resources required to perform the Integration Project’s responsibilities.  The Integration Project Manager develops and executes the project budget in accordance with IFMP policies, and also acquires the appropriate levels of staffing.  Included in this staffing should be an individual(s) responsible for supporting the Project Manager in all resources management activities.

Resources requirements for Operations & Sustaining Support (OS&S) are documented in agreements (e.g., Service Level Agreements) with the projects and Centers.  This data also serves as guidance to the Program Office for budgetary guidelines.  The Integration Project Office’s Resources Manager is issued funding authority at the 3-digit UPN level; however, these funds are managed and tracked at the module project level for OS&S.  Any residual funds resulting from efficiencies or other reasons shall be identified for reprogramming by the Program Director.

Module Project Steering Committees

Steering Committees are primarily responsible defining and committing to a single standard Agency process, the establishment of Level II, III, and IV requirements, and the review and approval of any changes to the requirements.  These Committees don’t approve budget or direct staffing for the module Project; however, they are called upon to commit staffing and support to the project as well as to manage the implementation at their Centers during rollout.  For example, a Steering Committee should approve the process team approach and be held responsible for adequately staffing the process team.  Individual members of the Steering Committee will be required to commit to a receiving Center Project Plan with the module Project Manager, including the establishment of an appropriate budget.

Enterprise Institutional Program Offices (IPO’s)

The Enterprises fund the costs associated with the module implementations at their Centers.  These costs are budgeted by the Centers based on guidance developed by the module Projects and issued by the IFMP Program Office during the Agency-wide annual Budget Process.  The Enterprises are also responsible for ensuring that the Centers are providing adequate planning and funding to support the combined rollout of IFM projects at their Centers.  After the first two years of operations, the Enterprises will fund module system operations costs based on a chargeback system developed by the Integration Project Office.

Center Implementation Manager (Receiving Center)

A receiving Center Implementation Manager plans, acquires, and manages the necessary resources required to successfully implement the module at his/her Center.  These Center resources are documented in a receiving Center Project Plan.  The Center’s budget for implementing activities will be controlled by the receiving Center, however the module Project Manager will review the budget plan (as part of the annual budget cycle) and monitor its execution to ensure the Center is successfully executing its plans.  The receiving Center Implementation Manager develops and executes budgets and schedules in accordance with their Center policies, and also acquires the appropriate levels of staffing.
Resource Management Processes

IFMP’s resources management processes are tightly linked to NASA's budget cycle.  The processes described below include the budget cycle process and the IFMP-specific aspects of that cycle.

Business Cases Analyses (BCA’s)

A BCA is prepared for each functional module prior to Project Formulation.  This formulation BCA, which is reviewed and approved by the Agency IT Investment Council, is not intended to be a budget document; rather it is intended to ensure that the basis for the Project is well thought out, that the project concept is viable, and that the optimum approach was selected.  The BCA addresses the total life cycle cost and identifies the Program funded and Enterprise funded activities.  Formulation BCA’s are scheduled to support the initial submission of the Project to OMB.

At the completion of each Project phase, the Project manager will assess the currency of the BCA to determine if an update is needed.  Typically, a BCA does not need to be updated unless there are significant cost changes to the Project.  The purpose of the update is to ensure the continuing viability of the Project.  During Project implementation the BCA should be generally consistent with the Project budget, however the timing of the BCA update may be inconsistent with the budget cycle and the levels of detail may be different.

Unique Project Number (UPN)

The Program Office and each Project have an assigned 5 digit UPN to which funds are issued.  The Program and the Projects have authority to allocate, manage, and reprogram funds within their unique 5 digit UPN.  As a support provider to the Projects, the Integration Project receives its funds from the other Projects.  The amounts of these funds are negotiated between the Integration Project Manager and the module Project manager.  Annually, the Program Office allocates these Project funds to the Integration Project.

Budget Cycle

The Federal Budget Process begins (19) months before the start of each fiscal year.  For NASA, the process begins in early February with the release of the Agency-wide POP Call.  The POP Call requires extensive preparation with the development of call guidance and budgetary guidelines.  At an Agency-wide pre-budget cycle conference held in January of each year, a preliminary “BUDGET FORMULATION SCHEDULE” schedule of budget processes and associated due dates are announced and discussed with a final schedule.  This schedule is available in the IFMP Program Office Virtual Office – Business Room.

The IFMP budget cycle is conducted as part of the Agency's annual Program Operating Plan (POP) Budget Call, which begins in early February.  The POP call requires extensive preparation with development of call guidance and budgetary guidelines.  In preparing for the POP, the Program and Projects document the areas and time frames in which funding will be needed.  The Projects also provide the guidance to the Enterprise Institutional Program Offices (IPO’s) and their respective Centers so they may plan for and allocate the required funding to fulfill Program commitments.  A 10-year life cycle cost, including implementation and operations and sustaining support, will be carried in each Module Project’s budget.

During the budget cycle, Projects will be required to update their estimated commitment, obligation, and cost requirements, including rebalancing of reserves.  Project budgets should be submitted to the Program at the third level of WBS.  The Project budget shall include the latest available supporting information, including agreed to cost estimates with supporting contractors, other IFM Projects, and the lead Center management.

In accordance with Code C policy and procedures, Phasing Plans are submitted with published schedules.  Phasing plans are to be developed by each project and shall be submitted to the IFMP Program Office ten (10) business days prior to the Code C due date for review and integration into a comprehensive Program Phasing Plan.  Phasing Plans are to be used for benchmarking financial performance (plan vs. actuals) and for 506A issuance during times of Continuing Resolution (CR).  Phasing plans are to be developed by Program Year (PY) budgetary marks for “Commitments”, Obligations”, and “Costs”.  Templates will be provided by the IFMP Program Office thirty (30) days before the phasing plans are due to the Program Office.

The program will endeavor to release funding in the largest increments possible to support annual activities.  During their Formulation Phase, Module Projects will be allocated funding to aid in the planning and formulation process.  Once the Project has completed the formulation process, and received the final approval of the Project Plan and PCA Addendum, the Program Office will allocate full planned funding for that Fiscal Year.  The Program will work with the Projects to target three months of forward funding into each new fiscal year.

Reporting AND TRACKING

Various reporting and tracking will be conducted to effectively manage the IFM Program.  Reports provide status and progress to managers, stakeholders, senior management, and external constituencies.  The party requesting the report determines content requirements, report formats, and reporting cycles and due dates.  The following briefly describe the types of reporting conducted on the IFM Program.


MONTHLY REPORTING


Monthly Status Reports (MSR’s)

Each Project shall develop and deliver a Monthly Status Report (MSR).  The MSR contains information on task progress, resources, schedule, risks, and issues.  The MSR template is distributed to the projects each time it is updated.  The most current MSR template is stored in the Program’s “Virtual Office” – Business Management Room.  Contact the IFMP Deputy Director to access this document if you don’t have rights to the Virtual Office.

Code C Reporting

The IFM Program Office reports program funding status to Code C on a monthly basis.  The report presented will contain data reported to the Financial and Contractual Status (FACS) database, and will include total program cost - plan vs. actual, unobligated fund status, major variances, uncosted status, and the program funding plan.  Variance explanations for deviations more than 10% to cost plans are required with the Monthly Status Reports (MSRs) by the Projects and shall include:  deviation amount, deviation %, cause of deviation, program impact, corrective action, and anticipated time to correction.  The Program Office will compile & summarize deviation explanation(s) for inclusion into the Code C monthly funding status review.  The Program also reports Program Office travel budget and planned vs actual expenditures to Code C.

Center Reporting

On a monthly basis, Centers shall track and report their travel costs and FTEs, both civil service and contractors, to the IFM Program Office.  A FS 41 report summarizes and compiles Civil Service labor expenditures in support of IFMP.  The Program Office will break this Center-reported data into individual projects and provide it to the appropriate project resource managers so that it can be included in the Projects’ MSR reports.

OMB Monthly

Every month the Program provides a status report to OMB covering accomplishments, progress and status.  The monthly MSR forms the basis for this report.

Contractor Financial Reporting

Contractor cost reporting and performance measurement shall be of sufficient depth to ensure effective accomplishment of work.  Contractor cost reports are normally provided monthly.


QUARTERLY REPORTING


Program Quarterly Status Report (QSR)

A QSR is prepared by the Program Office and is a synopsis of the 3 most recent MSRs for each Project.  The QSR is presented to the Agency PMC for quarters ending in December, March, June, and September.  The QSR reports cost, schedule, risk, and technical status.


ANNUAL REPORTING


OMB Budget submission
The standard program reports as part of the Agency budget submission to OMB include:  A-11 (NASA has obtained an OMB A-11 waiver, Clinger-Cohen Report (formerly the Information Technology Management Reform Act (ITMRA)), Format 300 Report (IFMP will develop the 300 report in accordance to NASA guidelines), and Exhibit 53.  In addition, the Program normally provides a detailed briefing to the OMB staff to support the budget.  This briefing includes a discussion of changes in the budget from previous the previous Congressional budget and the basis for cost estimates.)
Independent Annual Review (IAR)

Resources data is also reported to the IAR team.  Typically, the IAR reviews program / project cost commitments, budget/cost plans and actuals, reserves, manpower, and other data, as requested.  One IAR objective is to validate the adequacy of the budget planning against the PCA commitment.  The IAR review is normally scheduled in August, after the principle budget decisions have been made.  The PCA may be updated as a result of changes in the program following this review.

The IAR requires data that provides civil service and contractor workforce (FTEs) plan versus actual-to-date information.  The data details are at the Project level and are segregated at the Lead Center and Supporting Centers Level, and show fiscal year aggregate and monthly detail for the current fiscal year.

PCC/PCA Reconciliation

To facilitate consistent program analysis in response to inquiries from internal and external stakeholders and customers, a consistent data set on all projects shall be maintained that reconciles to the Program Cost Commitment (PCC) and PCA documents.  To support this requirement, the projects shall maintain a spreadsheet that aggregates their respective budgets to the following BLIs (budgeted line items) for a 10-year life cycle.

Project Office

· Formulation

· Implementation

· Operations & Sustaining Support

· Reserves

Enterprise Support

· Implementation

· Operations & Sustaining Support

FTEs

· Lead Center

· Rollout

NOTE:  Enterprise Support line items and FTE data will be collected by the Program Office and provided to the projects.

The spreadsheet shall be updated, as necessary, in parallel to PCC and budget cycle updates, and shall be stored in the Program’s “Virtual Office” – Business Management Room.  A template for this spreadsheet is also available in this room.


AS NEEDED


Headquarters Project Number (HPN) Tracking

Budgets are developed, executed, and tracked at the HPN level for Program Office Infrastructure activities.  Funding for these activities are issued to supporting Centers under UPN 777-10 and guidance is provided in the remarks section of the 506 Resources Authority Warrant.  A simple spreadsheet is to be maintained at the HPN level, by the receiving Center, indicating budget execution at the HPN level.  This information shall reconcile with the 506A received.

Appendix A – Acronyms

The following acronyms are used throughout the IFMP Resource Management Plan.

AA – Associate Administrator or Assistant Administrator

APA – Allowance for Program Adjustment

BAMIS – Budget Accounting Management Information System

BCA – Business Case Analysis

CFO – Chief Financial Officer

CIC – Capital Investment Council

COTR – Contracting Officer's Technical Representative

COTS – Commercial-Off-the-Shelf

FACS – Financial and Contractual Status

FS – Fund Source

FTE – Full-time Equivalent

FY – Fiscal Year

GAO – General Accounting Office

IAR – Independent Annual Review

IFM – Integrated Financial Management

IFMP – Integrated Financial Management Program

IG – Inspector General

IPO – Institutional Program Office

IT – Information Technology

ITMRA – Information Technology Management Reform Act

LaRC – Langley Research Center

LCC – Life Cycle Cost

LCD – Lead Center Director

MSFC – Marshall Space Flight Center

MSR – Monthly Status Report

NACC – NASA ADP Consolidation Center

NAR – Non-Advocacy Review

NASA – National Aeronautics and Space Administration

NOA – New Obligation Authority

NPG – NASA Procedures and Guidelines

OMB – Office of Management and Budget

O&SS – Operations and Sustaining Support

PCA – Program Commitment Agreement

PCC – Program (Project) Cost Commitment

PMC – Program Management Council

POC – Point of Contact

POP – Program Operating Plan

QSR – Quarterly Status Report

UPN – Unique Program Number

WBS – Work Breakdown Structure
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Rule Of Thumb:  The Program only budgets and funds elements of implementation that it has direct control.  The Program has little or no control over Center implementation costs and, therefore, does not provide funds to the Centers.








� The PCA, PCC, business cases, and other resources related documents are available in the IFMP Program Office “Virtual Office” – Business Room


� The Lead Center for an IFMP Project is typically the Pilot Center also


� Receiving Centers are often referred to as Rollout Centers or Implementing Centers
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